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1. [bookmark: _Toc229993912]Background and Context 
Organisational change management and coaching have both existed for a considerable period of time, although recognition of each profession has increased significantly over approximately the last three decades. The International Coaching Federation (ICF) marked its 30th anniversary in 2025, reflecting the continued expansion and professionalisation of coaching practice. In parallel, Prosci, recognised internationally for its change management methodology, has continued refining the ADKAR framework to place greater emphasis on the people dimension of organisational change (Prosci, 2026). A range of academic studies support the argument that organisational change initiatives which prioritise the human experience of change produce stronger outcomes for both stakeholders and organisations (Grant, 2014; Stober, 2008; Sherlock-Storey, 2013). Equally, there is an extensive body of literature examining numerous dimensions of coaching practice, including executive coaching, internal coaching and coaching in organisational contexts (Passmore, 2015; Bickerich, Michel and O'Shea, 2018; Maclean, 2024). Despite this growing body of work, limited attention has been given to the lived experience of practitioners who combine coaching and organisational change management in their professional practice.
The ICF and the Association for Change Management Professionals (ACMP) have recently acknowledged the overlap between coaching and change management by establishing a joint task force (ACMP, 2026) to investigate the relationship between the two disciplines further. As part of this collaboration, practitioner toolkits were produced for ACMP-accredited change professionals. However, the experiences of practitioners operating simultaneously as coaches and change managers were not specifically explored.
As an ICF-accredited coach and Prosci-trained change manager, I occupy a distinctive position as an internal practitioner responsible for facilitating organisational change. I am aware of the extent to which coaching competencies such as active listening, presence, psychological safety and powerful questioning shape my approach to delivering change initiatives. This dual professional identity has generated a desire to investigate the phenomenon in greater depth and to engage with it through a reflexive lens (Foote and Bartell, 2011).
My ontological perspective is predominantly subjectivist (Crotty, 1998), while my epistemological stance aligns with interpretivism. Consequently, I recognise that understanding this phenomenon involves a process of meaning-making that emerges through interaction between the researcher and participants (Hitchcock and Hughes, 1995).
Following completion of a pilot study for the Qualitative Research Methods module, several dimensions of the phenomenon have already started to emerge. Four in-depth interviews were conducted with coach-trained change managers working across differing organisational contexts. Five themes became apparent from the interviews: the movement from transactional to transformational practice; the role of reflexivity, presence and practitioner ‘being’; the application of neuroscience; and the tension between organisational demands for pace and the depth required for transformational change. These early findings suggest the significance of the research topic while also revealing limitations within the pilot study itself, which have informed the development of this proposal.
This study is important for several reasons. Firstly, it addresses a gap in the current literature by identifying coach-trained change managers as a distinct practitioner group. Secondly, it contributes to professional practice through greater articulation of what a ‘coach approach’ looks like within organisational change management. Finally, it offers insight into the ways organisations utilise coach-trained change practitioners within transformation environments.
2. [bookmark: _Toc229993913]Aims and Objectives 

The research question is: ‘How do coach-trained change managers experience the integration of coaching and organisational change practices?’

The overarching aim of this research is to explore and interpret the lived experiences of coach-trained change managers as they facilitate organisational change and to develop a phenomenologically grounded understanding of how coaching training shapes, informs, and transforms the practice and professional identity of change management practitioners.

The research objectives are:
· To explore how coaching training specifically shapes, informs, or transforms change managers’ experiences of facilitation, including their relational approaches, self-awareness, use of questioning, handling of resistance, and sense of professional identity. 
· To investigate the relational dynamics and emotional experiences inherent in change facilitation work, including how coach-trained change managers navigate relationships with sponsors, stakeholders, leaders, and employees during transformation.
· To identify and explore the contradictions, ethical dilemmas, role conflicts, and paradoxes that coach-trained change managers encounter in their practice, and to understand how they make sense of and navigate these complexities.
· To contribute phenomenologically-grounded insights that can inform change management practice, coaching integration, and professional development in the field.
The aim and objectives include how coach-trained change managers describe the influence of coaching training on their professional practice specifically aspects like: listening, stakeholder engagement, facilitation style, leadership approach and emotional awareness. Along with navigating the identity of said practitioners, how and when do they shift from driving change to facilitating change. 
3. [bookmark: _Toc229993914][bookmark: _Toc229993915]Indicative Review of Literature
3.1. Introduction
Organisational change management and coaching have both existed for many years, although each profession has achieved broader professional legitimacy primarily within the last thirty years. The International Coaching Federation (ICF), which celebrated its 30th year in 2025, reflects the increasing visibility and recognition of coaching as a professional discipline. Within contemporary organisations, the human dimension of change is now widely regarded as a critical factor in successful transformation. Alongside structured change management approaches such as Prosci’s ADKAR framework, many practitioners either adopt coaching approaches or receive formal coaching training, combining facilitative dialogue and non-directive practice with stakeholder engagement and leadership support (Prosci, 2026). This convergence creates a theoretically and practically significant issue concerning the lived experience of practitioners who are simultaneously coaches and change managers, operating within environments that require both structured delivery and relational engagement.
Current literature demonstrates strong evidence that coaching supports leaders and employees during organisational change. However, comparatively little attention has been paid to the experiences of practitioners who themselves integrate coaching and change management practice. Earlier integration studies, including Stober’s use of Kotter’s framework alongside the Transtheoretical Model, and mixed-method studies such as Grant’s work on coaching efficacy, primarily focus on leaders and employees rather than practitioners operating across both professional domains (Stober, 2008; Grant, 2014). This literature review therefore draws together adjacent research to explore the lived experience of coach-trained change managers, with specific attention given to phenomenological perspectives, identity work, coaching relationships and coaching-informed approaches to organisational change.
3.2. Conceptual Foundations: Coaching, Change Management and Lived Experience
The ICF describes coaching as a collaborative partnership intended to unlock a client’s resourcefulness and maximise their potential, distinguishing coaching from mentoring and consulting. In practice, coaching centres on behavioural development and learning processes (Skiffington and Zeus, 2003; Grant, 2014). By comparison, change management refers to a structured approach supporting individuals to adopt and sustain organisational change. Prosci’s ADKAR model conceptualises this process through five stages at the individual level: Awareness, Desire, Knowledge, Ability and Reinforcement (Prosci, 2026). Conceptually, the two disciplines sit closely alongside one another because both view change as a developmental and human process requiring self-efficacy, reflection and meaning-making (Stober, 2008; Grant, 2014).
3.3. Coaching During Organisational Change: What Is Established
A number of studies identify positive outcomes associated with coaching during periods of organisational transformation. Stober (2008) combines Kotter’s eight-step change process with Prochaska and DiClemente’s stages of change model to suggest that organisational transformation occurs only when individuals progress through their own personal transition journeys. This premise later became reflected within the ADKAR framework. Stober’s work also highlights the importance of extending coaching support beyond senior executives and developing long-term internal capability. Grant (2014) identified increased resilience, leadership self-efficacy, goal attainment and solution-focused thinking during organisational change interventions involving coaching, alongside reduced levels of depression. However, outcomes relating to stress and job satisfaction produced mixed findings, with conclusions drawn from both qualitative themes and quantitative measures.
At organisational level, Bickerich, Michel and O’Shea (2018) examined coaching for change across pre-coaching, active coaching and post-coaching phases. Their work identified a recurring tension whereby executives often seek visible outcomes and practical solutions, while coaches prioritise reflective capability and identity-level development. Research also suggests that shorter, skill-based coaching interventions for managers may positively influence optimism, hope and change efficacy, indicating that coaching micro-practices integrated into change programmes can produce meaningful psychological benefits for middle managers (Sherlock-Storey, 2013; Grant, 2014).
3.4. Phenomenological Perspectives on Managerial and Coaching Practice
Phenomenological approaches offer two important contributions to understanding coach-trained change managers. Firstly, they validate subjectivity by recognising practitioner experiences of agency, ethical tension and organisational complexity as meaningful forms of data. Secondly, they provide methodological approaches, including Interpretative Phenomenological Analysis (IPA) and existential hermeneutic phenomenology, for systematically exploring those experiences within organisational contexts. Jedlickova et al. (2022) propose a combined IPA and existential hermeneutic phenomenology methodology for examining critical moments in managerial experience, offering a useful framework for understanding episodes such as stakeholder resistance or sponsor misalignment experienced by coach-trained change managers. Muller and Vasekova (2023) similarly explore how authenticity, existential disruption and interactive learning shape managerial experience, closely aligning with the reflective orientation associated with coaching practice. Rajasinghe et al. (2024) further demonstrate that IPA can be adapted for larger-scale qualitative inquiry without losing experiential depth, strengthening its relevance for practitioner-based doctoral research.
3.5. Identity Work, Role Boundaries and Ethical Tensions
Identity work forms a significant dimension of the lived experience of coach-trained change managers. This concerns how practitioners negotiate and construct dual professional identities as both coach and change agent within everyday practice. Butcher (2012), alongside more recent qualitative research, notes that coaching frequently involves renegotiation of professional identity, often in the absence of explicit identity frameworks. Coaches describe balancing organisational performance expectations with whole-person approaches, while also recognising the risks associated with deep identity work when appropriate boundaries and framing are absent. For coach-trained change managers, these tensions emerge regularly in practice, particularly where conversations shift between coaching-oriented dialogue and more directive activities such as resistance management or sponsorship escalation (Bickerich, Michel and O’Shea, 2018).
The distinction between internal and external coaching intensifies these identity tensions further. Maclean (2024) positions internal coaches as change mediators who contain, catalyse, clarify and create within organisational systems. These practitioners use insider knowledge to ask challenging questions whilst balancing organisational priorities alongside individual wellbeing. Maclean’s ‘coaching fulcrum’ metaphor reflects the ongoing balancing process experienced by coach-trained change managers between psychological safety, agency and relational engagement on one side, and organisational expectations such as compliance and delivery schedules on the other. Ethical issues emerge particularly in relation to confidentiality and contracting, especially where sponsors request access to coaching discussions. Both Thomas and Passmore (2021) and Prosci guidance stress the need for explicit contracting and robust professional boundaries in these situations (Thomas and Passmore, 2021; Prosci, 2026).
3.6. Internal Capability, Sponsorship and Change Championing
Coach-trained change managers frequently act as organisational multipliers through supporting line managers and change champions to coach others during transformation programmes rather than undertaking all coaching activity directly themselves. Prosci positions people managers as the primary coaches of their teams through the ADKAR framework and provides guidance regarding barrier-point coaching and Desire-based conversations (Prosci, 2026). Literature concerning change champions adds further insight, demonstrating that behaviours such as persistence, enthusiasm and involving relevant stakeholders contribute significantly to team effectiveness and overall implementation success (Howell and Shea, 2006). More recent multilevel research indicates that inconsistency in championing behaviour across teams weakens implementation outcomes, offering a further insight relevant to the work of coach-trained change practitioners (Kanitz et al., 2023).
3.7. What Coach-Trained Change Managers Report Doing and Feeling in Practice
Although there is limited research examining coach-trained change managers as a standalone population, synthesis across related literature reveals a relatively consistent experiential picture. Practitioners appear to hold dual logics simultaneously: a structured and instrumental change management logic associated with milestones, delivery plans and performance measures, alongside a constructivist coaching logic grounded in co-created meaning and identity work. Moving between these approaches requires conscious reflexivity and deliberate bracketing to avoid reverting unconsciously to directive problem-solving behaviours (Dorfler and Stierand, 2020; Rajasinghe, 2020). Practitioners also translate expectations across different stakeholder groups, including executives seeking outcomes, employees requiring empathy and coaches prioritising process integrity. This role is reflected in both coaching-for-change models and Maclean’s conceptualisation of the change mediator role (Bickerich, Michel and O’Shea, 2018; Maclean, 2024).
In addition, coach-trained change managers create reflective spaces despite significant organisational pressure relating to pace and delivery. Research on executive group coaching suggests that such reflective environments support creativity and perspective-taking in organisational settings (Gyllensten, Henschel and Jones, 2020). Practitioners also support identity transitions within leadership populations, often without explicitly referring to identity theory itself, whilst simultaneously modelling authenticity in their own practice. Recent studies link coaching interventions with increases in authentic leadership and change-oriented leadership behaviours, which subsequently support leader effectiveness (Mosala and Bennett, 2024; Halliwell, Mitchell and Boyle, 2023). Finally, coach-trained change managers reinforce and evaluate change using both qualitative narratives and quantitative indicators such as Goal Attainment Scaling, connecting coaching evaluation approaches with ADKAR’s reinforcement stage (Grant, 2014; Prosci, 2026).
3.8. A Provisional Model of Coach-Trained Change Manager Lived Experience
A provisional model of the lived experience of coach-trained change managers can be framed across five experiential domains. The first concerns wayfinding across dual logics, where practitioners continuously navigate between emergence and delivery, with Maclean’s wayfinding cycles providing a useful conceptual structure (Maclean, 2024). The second relates to containment and contracting, where ethical, political and psychological containment is achieved through supervision and explicit contracting practices. Both merger and acquisition coaching studies and ADKAR guidance reinforce the significance of establishing clear boundaries and containers within change work (Thomas and Passmore, 2021; Prosci, 2026). The third domain concerns identity work as an ongoing thread, with evidence connecting coaching to authentic leadership, change-oriented leadership and leader effectiveness (Halliwell, Mitchell and Boyle, 2023; Mosala and Bennett, 2024). The fourth domain relates to distributed coaching capability, where practitioners develop coaching capability in managers and change champions while reducing asymmetry in championing behaviour (Prosci, 2026; Kanitz et al., 2023). The final domain concerns reinforcement and evidence, recognising that sustained change requires intentional reinforcement alongside mixed-method evaluation approaches (Grant, 2014; Prosci, 2026).
3.9. Implications and Future Research
For organisations, internal coaching capability should be positioned and governed as a strategic change mediation resource. Roles involving internal coaching require appropriate supervision structures, protected time allocation and clearly articulated confidentiality arrangements. Governance concerning coaching within organisational change contexts, particularly in relation to data boundaries and contracting, should be explicitly defined rather than assumed. Development programmes focused on manager-as-coach capability linked to ADKAR and change championing frameworks may support the development of more distributed and resilient organisational change systems (Prosci, 2026; Howell and Shea, 2006). For practitioners, priorities include cultivating reflexivity and bracketing as ongoing professional practices, establishing visible and explicit contracting processes with sponsors and coachees, and developing reinforcement mechanisms such as peer coaching groups, after-action reviews and recognition practices to support sustained behavioural change (Dorfler and Stierand, 2020; Grant, 2014).
There remains a lack of detailed phenomenological research exploring coach-trained change managers as a distinct professional population. Future research priorities include longitudinal IPA studies examining practitioners during large-scale organisational transformations with safeguards for insider research; studies exploring explicit identity frameworks within stakeholder coaching; multilevel research examining the impact of coaching-informed champion programmes on implementation effectiveness and asymmetry; and comparative studies examining internal and external coaching arrangements during sensitive organisational change contexts (Rajasinghe, 2020; Kanitz et al., 2023; Howell and Shea, 2006; Thomas and Passmore, 2021).
3.10. Conclusion
From a phenomenological perspective, the lived experience of coach-trained change managers can be understood as an ongoing practice of balancing delivery expectations with human meaning-making processes. Evidence from change-coaching models, efficacy studies, internal coaching research, identity work literature and championing studies collectively positions the coach-trained change manager as mediator, translator and amplifier: mediating between organisational and personal transformation, translating between identity-driven and tool-driven approaches, and amplifying change capability through distributed coaching practice. IPA provides a coherent methodological approach for capturing this complexity, provided that reflexivity and ethical contracting remain visible throughout the research process. In practical terms, the integration of ADKAR-informed coaching, identity-aware dialogue and champion development appears capable of supporting both outcome-oriented and human-centred change. Further research focused directly on coach-trained change managers as a distinct population will extend and deepen the evidence base currently available within the field.
4. Proposed Methodology
The study will adopt an interpretive phenomenological approach, drawing primarily on Interpretative Phenomenological Analysis (IPA) principles. IPA is a qualitative research approach committed to the examination of how people make sense of their major life experiences (Smith, Flower and Larkin, 2021) and is particularly well suited to exploring how individuals make sense of significant lived experiences. It is well-established for small sample, in-depth qualitative research, with IPA studies typically involving small sample sizes, ranging from 3 to 15 participants, ensuring that each case receives ample attention and facilitates thorough and nuanced analysis.  
The research is grounded in phenomenological philosophy, which seeks to understand phenomena as they are experienced by individuals, suspending preconceptions to allow the essence of the experience to emerge. This process of suspension, often referred to as bracketing, is central to phenomenological inquiry and requires the researcher to set aside assumptions to engage as openly as possible with participants' accounts (Finlay, 2011). The interpretive element acknowledges that the researcher plays an active role in making sense of participants' sense-making. This is what Smith et al (2021) describe as the double hermeneutic: a layered interpretative process in which participants first make sense of their own experiences, and the researcher, in turn, interprets these participants' interpretations.  This conscious acknowledgement of the interpretative nature of the research adds depth and complexity to the analysis and requires the researcher to engage in ongoing reflexivity throughout the data collection and analytical process.
4.1. Sample Size
Ten to twelve (10-12) coach-trained change managers that satisfy the following inclusion criteria:
· Be qualified change management practitioners with a minimum of 8 years of change management experience
· Have completed an accredited coaching qualification with one of the global professional coaching bodies
· Have a minimum of 2-3 years' experience facilitating organisational change after completing coaching training
· Be currently or recently (within past 12 months) engaged in change facilitation work
4.2. Sampling Strategy
I will initially use purposive sampling (Bryman, 2016) from my professional network, supplemented where necessary by snowball sampling (Bryman, 2016) via coaching and change management professional bodies, for example the ICF, ACMP and Prosci. The goal of purposive sampling is to sample in a strategic way, so that those sampled are relevant to the research questions being posed (Bryman, 2016), placing the research question at the heart of sampling considerations. In a qualitative study, a relatively small and purposively selected sample may be employed, with the aim of increasing depth, as opposed to breadth, of understanding. This principle directly informs the approach taken here, where the richness of participant experience matters far more than the size of the sample.
4.3. Data Collection
Data will be collected by holding recorded interviews with participants. This may possibly be two interviews; the first being more of an introduction to the research and building rapport, followed by a second in-depth, semi-structured phenomenological interview, lasting a minimum of 60 minutes and a maximum of 90 minutes. The decider between whether one or two interviews will be conducted will depend on whether I know the participant personally or whether they are somebody recruited through snowball sampling. The semi-structured interview is described as a flexible tool where the researcher is guided, rather than constrained, to follow the set of questions developed, with the aim of answering the research question (Gauci, 2019) and is considered the exemplary method for IPA studies.
Interviews will be conducted via video call on either Microsoft Teams or Zoom and recorded and transcribed to be able to analyse the data. This phenomenological study, using in-depth interviews with coach-trained change managers, is designed to generate rich, nuanced understanding of a complex lived experience. The method prioritises depth over breadth, idiographic insight over generalisation, and interpretive understanding over measurement. Ongoing reflexivity throughout the analytical process is essential to ensure that participants' experiences are fully reflected in the researcher's interpretative work (Rajasinghe et al, 2024). 
4.4. Interview Approach
· Open, exploratory questioning designed to elicit detailed descriptions of lived experience
· Phenomenological prompts such as: "Can you describe a specific moment when...?", "What was that like for you?", "How did you experience...?"
· Following the participant's lead whilst gently probing for deeper reflection
· Focusing on concrete examples and specific situations rather than generalised opinions
· Exploring meaning-making: How participants interpret and make sense of their experiences
Once the interviews conclude, the transcripts will be reviewed following the IPA principles as attributed to Finlay (2011, p. 142) and Smith et al (2021), suggesting the following steps when conducting IPA research:
· Reading and re-reading the transcripts
· Developing initial notes and exploratory comments on content, language use, and preliminary conceptual observations
· Developing themes as they emerge from the data
· Searching for how these themes connect
· Looking for patterns across the data
5. [bookmark: _Toc229993916]Ethical Considerations
This research will be conducted in accordance with the UWTSD Research Ethics and Integrity Code of Practice and Research Data Management Policy. The research will also be conducted in adherence to the ICF Code of Ethics, given the coaching context of the study.
5.1. Participants
All participants will be competent adults, recruited voluntarily from professional networks. Participation is entirely voluntary and participants will be made fully aware of this from the outset. They will also be clearly informed that they may withdraw from the study at any time and without giving a reason, and that withdrawal will carry no consequences of any kind.
5.2. Informed Consent
Prior to any data collection, all participants will receive a full explanation of the nature, purpose, and scope of the research. They will be asked to sign a participant agreement form confirming their informed consent before the interview(s) take place. I will also provide a verbal overview of the research at the start of each interview to ensure that participants have a clear and complete understanding of what is involved and what will happen to their data.
5.3. Confidentiality and Anonymity
Participant confidentiality will be protected throughout the research process. Each participant will be allocated an anonymised code, which will be used in place of their name or any other identifying information in all data documentation and outputs. Neither personal nor organisational identities will be disclosed in any written or published material arising from the research. Only I will have access to identifiable information.
5.4. Data Storage and Protection
All data will be stored in compliance with the General Data Protection Regulation (GDPR) 2016 and the Data Protection Act 2018. Audio and video recordings of interviews, along with any associated documentation, will be stored securely in the password-protected cloud storage via the UWTSD Office 365 system, which requires two-factor authentication through the Microsoft Authenticator app. I will be the sole custodian of the data. All data will be retained for the duration of the research and handled in accordance with the university's data management policies.
5.5. Risk and Wellbeing
The primary ethical risk identified is the potential for participants to experience emotional discomfort when reflecting on challenging change facilitation experiences. To mitigate this, participants will be briefed in advance on the reflective and personal nature of the interviews. I will be attentive to emotional cues throughout, and participants will have the right to pause, skip questions, or stop the interview at any time without explanation. 
5.6. Insider Researcher Positionality
As a practising coach and change management facilitator, I occupy an insider position in relation to this research. Insider research involves studying one's social group or community, conducted by members who share experiential similarities with participants, and insiders bring intimate community knowledge that can offer unique insights (Aguillar et al, 2025). In this study, my professional background is likely to support trust and rapport with participants, enabling more open and candid accounts of lived experience However, this position also carries methodological risks that must be actively managed. Researchers operating within interpretive or critical paradigms see potential value in the knowledge that arises from lived experience, yet insider status also carries the risk of bias, with the researcher potentially seeing their own experiences in participants or missing important patterns because things seem too familiar (Ross, 2017). To mitigate these risks, I will engage in ongoing reflexivity throughout the research process. 
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