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The NEW Standard in Coaching Excellence

Introducing:

The 
Institute 

For Adult 
Development



A New Way Forward for the Industry

No other system investigates 
the fundamental aspects of 

thinking in order to provoke 
vertical development in our 

leaders, coaches and clients. 
Discover the IADsystem of 

NLC, created to better 
develop you, so you can 

better develop others.

Sean Ellis, Managing Director  
The IAD 

After 10 years in the making, the 
IAD has evolved to become the 
international benchmark for all 
aspects of coaching, coach 
development and leadership 
development.  
We are more than a membership 
organisation for professional 
coaches. We bring together, in 
one place, the future of 
Coaching Excellence and 
Leadership Excellence in two 
ways:  
we offer the only ethical 
benchmark system in the 
industry, and we focus not on the 
relationship but on the 
foundational construction of self 
as the area for development.

Dr D. John Stevens, Lead Psychologist 
The IAD 
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What’s the big idea?
The coaching industry and coaching as a system need to change! 
Although coaching is recognised around the world as a powerful 
aid to accelerating leadership and management performance, 
there are very few regulating bodies that can claim to be 
Scientifically dealing with a coach’s capacity to do what they says 
they can do. 
Almost all senior executives, when asked, said they would 
welcome the assistance of a coach to further their development. 
We know that coaching works! 

However, we don’t necessarily know who is capable of coaching 
the CEO with the amazing mind. Or the board member whose 
self-awareness is beyond anything you have encountered before. 
And the entrepreneur with the abstract thinking that leaves his 
staff wondering what he’s talking about needs the help of a 
coach who is capable of seeing his unique Thinking Style. 

At the IAD, we refrain from making the obvious comparisons 
between CEO’s and elite athletes who all benefit from expert 
coaches, as the comparison is obtuse. Athletes use coaches with 
specific qualifications who once might have been elite athletes 
themselves. This isn’t the case with personal coaches. In fact, 
there are no qualifications that will tell you whether someone is 
capable of coaching you. 

Until now! 

The big idea is this: no-one should be able to coach anyone 
unless they are demonstrably capable of coaching that person! 
We will not offer the coaching services of a newly-qualified coach 
to the CEO of a multinational bank. But not for the reasons you 
might think: we have NLC reasons… 
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Based on 12 years of research by Dr Darren J Stevens, and twenty years’ 
experience in the Coaching industry, the IAD uses the principles of the 
brand new: 

NLC framework  

This starts from the premise that HOW you construct YOU is fundamental 
to coaching.  This is the single most important factor, and is usually ignored 
by coach training organisations when teaching new coaches. 

The framework builds up the client’s Intention, Awareness, Choice and 
ResponseTM from their combination of fifty Cognitive Intentions. No 
other Coaching system offers this level of clarity of thinking and behaving, 
which is why Dr Stevens called it NLC: It is a complete departure from the 
existing generational coaching approaches! 

Our Developmentally-Aware MCO’s  

Our extensive experience as business leaders gives us a robust 
perspective on the nature of leadership, organisational change and 
development. We can effectively support leaders on their wider agenda, 
notably on performance, teamwork and business impact.  

An Ethical Approach 

The main reason the IAD is different, and the premise we are going to push 
throughout the coaching world is we ensure the client is always met by the 
right coach for them using the AQ and MCO system. 

The system of MCO development we use ensures the coach is always one 
AQ level above the client, so you can rest assured that their capacity and 
capability to see the client’s unconscious patterns is there. This is called the 
Constructed Development Approach.

What is Next-Level Coaching?



The Constructed Development Approach

The Theory of Constructed Development 
focuses on how human beings utilise 
shortcuts - called Cognitive Intentions - in 
their thinking in order to construct their 
Intention, Awareness, Choice and 
ResponseTM in the moment. The greater their 
awareness of their Intention based on the 
use of these fifty Cognitive Intentions 
(thinking shortcuts), the greater their 
capacity to respond in the moment. 

The basic propositions of Constructed 
Development Theory are the following: 

• People actively construct ways of 
understanding and making sense of 
themselves and their world. 

• There are identifiable patterns of intention-
construction that people share in common 
with one another; these are traditionally 
referred to as stages, orders of 
consciousness, ways of knowing, levels of 
development, organising principles, 
Thinking Styles, or orders of development. 

• In CDT terms, orders of development 
unfold in a non-specific sequence, with 
each successive order transcending the 
previous order, but not necessarily 
sequentially. 

• A higher-AQ person has a different 
Thinking Style to the lower-AQ person and 
is capable of combining their Cognitive 
Intentions to replicate the lower AQ style. 

•  Conversely, the lower-AQ thinker is not 
capable of balancing their Cognitive 
Intentions in such a way as to think at a 
higher order without guidance from a 
higher-order thinker (More Complex Other 
- MCO) who can see their imbalance.

• In general, people do not regress; once a 
plateau on the AQ scale has been 
constructed, the lower orders lose their 
organising function, but remain as a 
perspective that can be reflected upon. 

• Because later orders are more balanced in 
their Cognitive Intention awareness, they 
support a more comprehensive 
understanding than earlier orders; later 
orders are not better in any absolute 
sense. 

• Developmental movement from one 
order to the next (AQ6 to AQ7) is driven 
by growth in the current way of identifying 
and constructing Cognitive Intention 
Awareness; this can happen when a client 
faces increased complexity in the 
environment that requires a more 
Dynamically Intelligent way of 
understanding themselves and the world. 

• An individual’s AQ order of development 
influences what they notice or can 
become aware of, and therefore, what 
they can describe, reflect on, and change. 
This process is their Dynamic Intelligence. 

Dynamic Intelligence is the process by 
which we construct our thinking in the 
moment in order to determine the path 
from (unconscious) Intention to Awareness, 
then Choice and finally Response. The 
greater our Awareness of our Intention, the 
more choices we create in our Responses in 
the moment, thus, the greater our Dynamic 
Intelligence. For example: if you can choose 
to accept someone's opinion of you, this is a 
qualitatively better place to be, cognitively 
speaking, than being overly-External and 
accepting their perspective without critically 
examining it.
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The Awareness Quotient is the tool used to measure your Awareness of the 
relationship between the fifty Cognitive Intentions (shortcuts) that are the 
building blocks of your Dynamic Intelligence.  

Using this scale, we ensure our CDT-based approach is maintained.  

The next change with the IAD is we do not use coaches in the traditional sense. 
The idea of an individual more capable of seeing the necessary construction of 
a client requires a more complex other. This fundamentally changes the coach/
client relationship, and we reflect this new idea by ensuring all our 
interventionists are more complex than the client. 

Thus, the More Complex Other (MCO - not coach) will always be at the next AQ 
stage on the AQ scale, to ensure they can see the client’s habituated patterns 
that are currently out of Awareness. 

With this understanding in mind, our clients and MCO’s begin their journey of 
self-construction from a completely different starting point to conventional 3rd 
Generation coaching!



Our Expert Accredited MCO’s  
Global presence of our MCO’s 
  
Our growing number of MCO’s 
stretches around the globe, allowing 
individuals and organisations to 
benefit from local MCO’s who 
understand the environment, the 
culture, and the context and can 
bring their Dynamic Intelligence and 
expertise to the intervention sessions 
in native languages. 

However, due to the unique nature of 
the way we use the new NLC 
framework, level of education is 
secondary to understanding the NLC 
principles. We are sure you will agree 
that a Masters degree does not 
automatically equate to erudition or 
complexity!
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At the IAD, we ensure the highest 
standard of intervention: all our MCO’s 
are accredited by the IAD using the new 
NLC methodology that incorporates 
individual development (MCO6), 
executive development (MCO8) and 
MCO supervision (MCO9).  
A number of our MCO’s hold Master’s 
level qualifications, some have a PhD, 
and others have senior-level experience 
working in a broad range of industries 
and sectors, ensuring we are able to 
deliver NLC interactions that are 
tailored to each person’s Thinking Style.  
Our MCO’s undergo regular 
supervision, to ensure that our high 
standards, our USP and code of ethics 
are upheld.



Finding the right coach is no longer your problem
It’s a question of Vertical Development

It is a conventional wisdom and thus a 
common misconception that coaching 
depends on a positive relationship between 
coach and client that is based on ‘chemistry’, 
or mutual respect.  

Instead, our MCO’s offer a profile-based 
approach that utilises the Thinking Style and 
AQ system for client selection. What this 
means in real terms is that an MCO6 will 
never coach an AQ8 client. 

The most common cause of consternation 
between the two is a lack of trust by the 
client that the coach (not MCO) is actually 
capable of coaching them. This will not 
happen with the NLC framework. 

With our unique selection and matching 
processes based on AQ levels, the client will 
be provided with the most appropriate 
MCO. We provide two options for the 
selection process:  

1. There is no discussion on the “type of 
coaching” required, as we and our 
MCO’s all subscribe to the NLC 
framework which has a specific 
process for vertical growth based on 
your Thinking Style. This ensures that 
every relationship is bespoke, as 
everyone’s Thinking Style is unique, 
and the MCO only works from that 
foundation. 

2. Where we need a pool of MCO’s for 
organisational requirements, the 
Coaching or L&D lead is welcome to 
choose the MCO’s they feel are most 
appropriate for their culture or 
business requirements. The 
principles of higher AQ will remain, 
ensuring a robust coaching 
relationship within the organisation. 

A Centre of Excellence can be created to 
offer large businesses a central place for 
MCO utilisation across all levels of the 
business, ensuring the NLC framework 
benefits all levels accordingly. 

Should a client not get along with their 
MCO, they have the right to request a new 
relationship. It is, after all, their AQ 
development at stake! 

We remove the need for 90’s ideas such as 
“chemistry” as that is not Scientific. There is 
typically no exploration of personal history 
to such an extent that a CI intervention 
session would resemble therapy,  there is no 
need for an emotional attachment by either 
the client or the MCO. 

At the IAD, we value the disruptive nature of 
exposing our thinking to its limitations, and 
this requires rapport, but not attachment. 

Once we know your AQ score, we know 
your MCO requirements. There are no 
chemicals involved at all…

“During my work with Dr Stevens, he 
introduced me to the NLC framework and 

encouraged me to develop my unique 
thinking Style from a position of Awareness. 
He has also been a real sounding board for 

me, with a 12 month profile interval that 
demonstrated how and where my thinking 
has grown since working with him. This has 

allowed me to develop my own 
organisational career path, as it raises my 

complexity to deal with the growing 
complexity of my organisational aspirations.”

Dennis Brianson, Dean of Healthcare 
Professions, Health Education England



Our Ideas in Actions…

Senior Executives

High Performance Coaching 

• To excel in a leadership position by 
elevating levels of self-awareness 
and cognitive complexity 

• 12-20 hours of 1:1 coaching 
specifically tailored to C-suite 
context and goals  

• IAD-selected MCO to maximise 
impact  

• Unlimited free calls or meetings 
with MCO’s  

• Access to our MCO platform to 
book sessions, check CI 
interventions and monitor progress  

• IAD Questionnaire or Identity 
Compass profile to identify initial 
construction of self and areas of 
future development  

• Direct access to personal Executive 
MCO via unlimited emails & 
WhatsApp  

•  Personalised end of Process report 
to evaluate impact and learning 

•  Second Identity Compass profile to 
benchmark growth over time and 
prove efficacy

Team Development for Board 
Effectiveness  
To maximise the impact and efficacy 
of your board’s decision-making 
capacity.  

• 6 x 2-hour team development and 
observation in situ 

• 1 x team observation including a 
unique Identity Compass team profile 

• 1 x 1:1 inquiry  

• Access to our MCO platform to 
book sessions, set goals and monitor 
progress  

• Personalised end of Workshop 
report to evaluate impact and 
learning



High Potentials
Coaching for High Potentials

• To develop leadership capabilities and 
accelerate career growth 

• 10-12 hours of 1:1 interventions 
capitalising on individual development  

• Access to our MCO platform to book 
sessions, set CI-goals and monitor 
progress  

• Access to IAD Development assessment 
tool to identify priority areas of 
development based on imbalanced CI’s 

• Interactive and intuitive online portal to 
converse with MCO and book sessions  

• 1x learning conversation between the 
MCO, client and client’s manager in an 
organisational setting 

• Personalised end of intervention report 
to evaluate impact and learning - could 
be second Identity Compass profile to 
illustrate growth over time

Specialist mentoring from Subject-Matter Expert MCO’s  
 
For high potentials wishing to dive deeper into their specific area of work, and 
accelerate their vertical development.  

10-12 hours of 1:1 mentoring focused on the construction of thinking 
necessary for your specific industry sector based on IAD research 

Access to our MCO platform to book sessions, set outcomes and monitor 
progress  

Individually selected MCO who has specific knowledge of the client’s sector

“We don’t do coaching - we do 
something fundamentally and 

philosophically different!”

Sean Ellis, 
founding member  of IAD



For Our MCO’s…

There is a bigger picture that we are not aware of until it is pointed 
out to us. The MCO vertical development programmes offer the 
very best in self-awareness development, which directly translates 
to our capacity to help clients in their construction of self.



We use colours rather than numbers to denote levels of self-awareness 
as your “self” awareness has no baring on another person. Thus, unlike 
stage development theory, it cannot be considered “better” to be red 
rather than yellow in this system. 
It is also important to note that the MCO is capable of seeing the 
unconscious patterns of the MCO where an MCO is not.  
This is the very premise of the IAD offering.

The MCO Vertical Development Pathway

MCO is a different kettle of fish altogether. As we encounter 
a client, perhaps a high-level CEO who is comfortable with 
the notion of constructing their “personality” in the 
moment, we encounter a level of cognitive and emotional 
control in the MCO to be whomever they need to be in that 
interactive moment within their environment. Others might 
interpret this as the individual is “flakey” or inconsistent. But 
that is not the case. They are simply at-choice in their 
construction of self, which the others are not able to see.

At MCO, the client begins to lose their connection with 
individuals at AQ5/6, as they are almost at choice in their 
thinking and behaving. In order for an AQ6 to keep up with 
the MCO’s capacity to construct their thinking, they would 
take shortcuts in their own thinking and not realise how they 
got there. This leads to miscommunication and 
misunderstanding. The MCO is thus able to guide the 
construction of the client to better balance, which means 
greater Choice.

An MCO is just beginning their vertical development 
journey with the IAD, and as such, will be given clients at the 
AQ5 and AQ6 stage of self-awareness. The patterns the 
MCO is capable of seeing is still limited to balance in the 
main ten Cognitive Intentions and this impacts their 
capacity to develop others in the first instance. However, 
with continued MCO Supervision, they can grow their own 
self-awareness and progress up the MCO stages.



Our coaching platform

Our coaching platform is currently in 
development and it will give clients and  
MCO’s alike easy access to our 
framework, codes of practise and 
standards documentation anywhere, at 
any time.  

There will be a login section for each 
level of MCO as well as information for 
clients to decide on what type of service 
they require. 

As we are a Scientifically-based and 
research-based organisation with data 
being accumulated constantly, we will 
also be sharing the impact of our 
approach in all development arenas, as 
well as further research from academic 
members intent on progressing 
Coaching as a psychology and a 
Science.

Through the MCO platform, clients 
and MCO’s can:  

• Access all MCO’s’ profiles and 
set up introductory calls, both 
on desktop and mobile  

• Book sessions and send 
direct messages  

• Set their areas of focus based 
on their Identity Compass 
construction of self, and 
monitor their progress  

• Access resources shared by 
their MCO, the IAD and 
organisation



Measuring Development Impact for our clients
Centre of Excellence

As mentioned, we are a Scientifically-
minded organisation that wants to 
uphold the highest standards of vertical 
development for our clients using the 
new NLC framework. 

If you have multiple MCO’s working 
across your organisation it is vital that 
there is a consistency to the quality and 
standards of the development provided – 
even if the style of the MCO’s varies. We 
know the delivery will not.  
We select our MCO’s very carefully. They 
all undertake MCO-supervision, and to 
maintain their AQ level, are required to 
undertake a minimum number of 
personal development hours per year 
with the IAD. We go one step further by 
providing:  

• Dedicated MCO supervision – 
ensures MCO’s stay performing at 
the best of their capability with an 
MCO9 that works specifically with 
the MCO’s in your organisation  

• A dedicated Lead MCO – they act 
as a main point of contact and 
conduit for your organisation and 
the team of MCO’s working across 
your business  

• Choice – a carefully selected group 
of experienced MCO’s work 
consistently for your business with 
expertise easily reviewed and 
selected from your own dedicated 
online portal. 

We know how critical it is for 
organisations to see the benefit of their 
human capital investment and if a large 
number of people across your business 
are being developed by the IAD, being 
able to gauge the progress of your 
leaders is essential.  

For this reason we provide a range of 
unique measures and reports that allow 
you to keep track of progress across 
your organisation, and development 
themes emerging that allow you to get 
an idea of how your entire talent team 
thinks across the business. This will 
inform your next L&D strategy. Metrics 
include:  

• Progress reports – data on the 
number, frequency and duration of 
MCO sessions across the business 

• Organisational themes – collated 
trends emerging from the development 
workshops (group Thinking Styles, 
bullying managers) across your 
organisation in an anonymised way 

• Impact reports – once the 
development Workshops are 
complete we can review progress 3 & 
6 months later to give clients a 
measure or their return on 
investment, an indication of 
commitment to action.  

We know our approach works. We 
know we can develop individuals and 
teams. We’ve done it for a long time. 

It is time to let organisations know too!



All information contained within this document including all terms relating to Constructed Development Theory are 
Copyright © Dr Darren Stevens 2023. The Thinking Quotient is Trademarked in the UK. Intention, Awareness, Choice and 
Response is Trademarked in the UK. No reproduction of any materials is permitted without prior written permission. 
www.AdultDevelopment.Institute  

Mission

To inspire and 
nurture human 
potential - one 

person, one 
team, one 

organisation at 
a time

Vision Values Objective

Develop an 
every-day 

better life for 
everyone we 

meet by 
Dynamic 

Intelligence 
growth

Awareness 
Construction 
Collaboration 

Vertical 
Development

Destination 7 - 
to elevate 

everyone to 
AQ7 for a more 

sustainable 
global future

Thank you for downloading this brochure and your interest in 
the IAD. 

We think our Mission speaks for itself. However, we are open to 
your thinking too. What would YOU like to see in a new 

governing body for the Coaching industry?

http://www.AdultDevelopment.Institute
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