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Introduction
This literature review is aimed at attempting to answer the question: How can coaching be used to support organisational change?

The researcher’s positionality (Foote & Bartell 2011) is that of a Prosci trained business change manager and an International Coaching Federation (ICF) accredited coach, coaching internally in her organisation. Her interest in this topic stems from the two professions she has and how they intersect. As both a coach and change manager, the researcher is conscious of the influence her coaching skills and mindset have on her change delivery. 

Many definitions of coaching exist, however, aligned to the researcher’s perspective, the ICF definitions for coaching and coaching activities have been used. The ICF’s definition of coaching is
“partnering with clients in a thought-provoking and creative process that inspires them to maximise their personal and professional potential. The process of coaching often unlocks previously untapped sources of imagination, productivity and leadership.” (ICF, 2022).

Prosci (2022) define change management as “the application of a structured process and set of tools for leading the people side of change to achieve a desired outcome.” They also define the change as “the project, initiative or solution being introduced in the organisation to improve the way work gets done, solve a problem, or take advantage of an opportunity.” People are at the heart of change and according to Skiffington and Zeus (2003, p.30), learning is at the heart of coaching. 

These perspectives have influenced the researcher’s positionality (Foote & Bartell 2011) and how she approaches her research. The researcher’s ontological position depends on the subject matter being discussed. However, for the purposes of this review, she holds the position of largely being subjectivist (Crotty, 1998). Hitchcock and Hughes (1995, p. 21) suggest that ontology leads to making epistemological assumptions. The researcher’s epistemology is largely that of interpretivism, although she sees the value in perspectivism and objectivism in relevant scenarios and recognises when these might be appropriate and useful.  

This literature review seeks to answer the question above, based on the researcher’s experience of coaching and change.  It is presented in a chronological order to display how the methodologies and thinking have developed over the course of the last 16 years. 

Research Strategy
The researcher’s research strategy began with using the UWTSD library to search for peer-reviewed articles in professional journals. Using the keywords ‘coaching’ and ‘organisational change’, along with the Boolean operation “and”. She also searched for prolific thought leaders on coaching, although this proved challenging because of the link with organisational change. This led her to the EBSCOHost database where she found the majority of the articles. She searched throughout November for appropriate articles to use. The final papers arrived at for the review are:




Literature
Research into the value of coaching in organisations has been conducted over many years, from the 1980s, across multiple countries and in many different sectors. There has been a significant increase in coaching research since the early 2000s. Considering this recent escalation, the scarcity of literature in the specific area of coaching for change, was surprising. The articles covered in this literature review span several different types of organisational change scenarios from mergers and acquisitions to system implementations. The type of coaching interventions vary significantly too, from executive coaching to team coaching.


Article 1: Stober, D. R. (2008). Making it stick: Coaching as a tool for organizational change. Coaching: An International Journal of Theory, Research and Practice, 1(1), 71–80. https://doi.org/10.1080/17521880801905950
An international peer-reviewed journal which is dedicated to the progression of coaching research and practice. The journal has on average 91k annual views/downloads. This article had 15 citations.
Stober (2008) bases her analysis on two key theoretical frameworks:
· Kotter's (1996) eight-step model for organisational change
· Prochaska and DiClemente's (1984) Transtheoretical Model (TTM) of individual change

She goes on to integrate these two models and therefore provides the opportunity to notice the intersection of both individual change and organisational change in a change intervention. One of the key themes is the focus on individuals changing first, before organisational change can happen. This is the premise of Hiatt’s (2003) model for change, ADKAR. ADKAR stands for Awareness, Desire, Knowledge, Ability and Reinforcement. For change to be successful, an individual needs to have achieved the above five outcomes. This model is one of the foundational Prosci models for change. 

Stober discusses a case study of working with various individuals in a construction company to improve the focus on safety. She maintains that before leaders can effectively lead others through change, they need to move through the TTM phases (precontemplation, contemplation, preparation, and action) before leading others effectively through change. 

Stober’s article, especially considering its age, is focussed on utilising coaching as a tool for the greater workforce, rather than focussed on leadership. Her compelling claim for this is based on her assessment that leaders have progressed through the TTM stages, while lower-level employees remain at earlier stages. She suggests that coaching is a tool that can bridge the gap between leaders and employees, by:
· Communicating how the change is personal to employees. Prosci addresses this by focussing on answering the question in the desire stage: “What’s in it for me?” (WIIFM)
· Providing tools and support to guide the employees through the preparation and action phases
· Enabling the embodiment of learning 

A large focus of Stober’s work is looking at sustaining change in the long-term. This is a key challenge for change initiatives and can be managed with Prosci’s “Reinforcement” stage. As mentioned before, coaching is at the heart of learning. Stober’s research supports this argument, as she believes that coaching provides a mechanism to ground new behaviours within an organisational culture. She also recommends developing an internal coaching capability to support continued reinforcement of the change. 

Stober does not discuss the methodology used to develop these conclusions, however she approaches this case study from an interpretivist perspective. A limitation of her study is the research was only done in one organisation.  This, along with the exclusion of her method, impacts the repeatability of her study. It is not evident whether Stober was the coach in the case study. Assuming she is, there is potentially an element of insider research (Brannick & Coghlan, 2007) and researcher bias in her paper.

Regardless of the gaps and limitations of her study, Stober displays key arguments in support of the application of coaching to guide and support organisational change. With the integration of coaching and change management models, she has provided evidence of how coaching can support sustained change across all levels of an organisation. 


Article 2: Grant, A. M. (2014). The Efficacy of Executive Coaching in Times of Organisational Change. Journal of Change Management, 14(2), 258–280. https://doi.org/10.1080/14697017.2013.805159
[bookmark: OLE_LINK1]This in an international peer-reviewed journal which is focused on reshaping the dialogue around change management, leadership, and organisational practices. The journal has on average 313k annual views/downloads. This article had 94 citations. 
Grant (2013) used a grounded theory study to understand how executive coaching supported executives and managers experiencing organisational change at a global engineering organisation, indicating purposive sampling. This was the first study of its kind. Grant’s position indicates an interpretivist epistemology with subjective ontology. He used a within-subjects (pre−post) design at the beginning of the project and followed-up four months later. He provides evidence of his claim following a thorough analysis of quantitative and qualitative data. His ethical stance is not explicitly described, although since several participants did not complete either the coaching sessions or the questionnaires within the 4-month timeframe, they were excluded from the analysis. The specific goals of the intervention looked at these key areas:
· improved goal achievement
· enhanced solution-focused thinking
· increased ability to deal with change
· improved leadership self-efficacy and resilience
· reduction in depression, anxiety, and stress
· increase in workplace satisfaction

The quantitative data was garnered through several standard, tested questionnaires, namely Goal Attainment Scaling (GAS), Solution-Focused Inventory (SFI; Grant, 2011), adaption of the Coping With Change Scale (Judge et al., 1999), Depression Anxiety and Stress Scale (Lovibond and Lovibond, 1995), Resilience was assessed with a 10-item version of the Cognitive Hardiness Scale (Nowack, 1990), and workplace satisfaction was measured with the Workplace Well-Being Index (WWBI) (Page, 2005). The qualitative data was gathered through the use of open-ended questions following the coaching programme and once participants had completed the questionnaires again, at the four-month mark. The quantitative data revealed increased scores following the coaching programme for goal attainment, enhanced solution-focused thinking, greater ability to deal with change, increased leadership self-efficacy and resilience, and a decrease in depression. The scores for stress, anxiety and workplace satisfaction revealed no significant difference. 

The qualitative data revealed a number of key themes, focussed on self-awareness, leadership skills, communication, along with benefits related to other aspects of personal life. Validity was measured by two research psychologists independently reading the other’s responses to determine key themes of each response, indicating a thematical analysis process. The reliability of the study was measured by searching for inconsistencies in the responses and ensuring there was minimal duplication across the various selected groupings.

The coaches used to conduct the sessions came from a firm of business psychologists. Of the 14 coaches, only 2 coaches weren’t registered psychologists; 1 was ICF qualified and the other an experienced executive coach. Grant and Palmer (2002) define coaching psychology as:

Coaching psychology is for enhancing performance in work and personal life domains with normal, non-clinical populations, underpinned by models of coaching grounded in established therapeutic approaches.

Based on the definition above and how it differs from the ICF definition of coaching, the coaching psychologists in this study have a different perspective from non-psychologist coaches. It would be interesting to have done a comparison of the same study done with non-psychologist coaches to examine the results. An element of participation bias is present in the study, since all the coaching clients were manager grade and above, and working for the same company, although they were distributed globally. The sampling also leaned heavily towards men, which may also impact the results. There’s opportunity for further exploration in this area with clients of different grades and genders. 

From a change management perspective, Kotter (1996) references the concept that leadership is a critical factor in landing successful organisational change. Therefore, a lot of emphasis is placed on upskilling leaders and managers, offering them coaching and support. However, change champions at a lower grade are also important to lead their peers to adopt the change. Howell & Shea (2006) purport that change champions can positively influence others’ behaviours by sharing their belief in the benefits of a change, which in turn, reduces others’ uncertainty about the change.

One of the benefits of Grant's study is that he used both quantitative and qualitative methods, which provided a more nuanced view of coaching outcomes. One of the struggles for coaches is measuring the effectiveness of coaching. Baldwin and Cherry (2020) state that there is no standard for defining the success of coaching. So, including the GAS questionnaire offers a useful approach to defining the effectiveness of coaching interventions.
There is opportunity for future research with a particular focus on a longitudinal study to identify the longer-term outcomes and benefits of coaching for organisational change. 


Article 3: Sherlock-Storey, M., Moss, M., & Timson, S. (2013). Brief coaching for resilience during organisational change—An exploratory study. Coaching Psychologist, 9(1), 19–26. https://doi.org/10.53841/bpstcp.2013.9.1.19

This European peer-reviewed journal covers a wide range of topics, including theoretical frameworks, practical applications, and case studies, all aimed at deepening the understanding of psychological principles in coaching contexts. 

At a similar time, Sherlock-Storey et al (2013) published a study on coaching for resilience in organisational change. Their study focussed on using a coaching programme of 3 x 90-minute sessions over a 6-week period, for managers in a public sector organisation, experiencing a vast amount of change. This study used opportunity sampling to gather its participants. The focus of the study was on skills-based coaching, which according to Sherlock-Storey et al (2013) is “generally characterised by a higher level of structure and/or a more directive style of coaching”. The key premise for this study is that resilience coaching can improve efficacy in managing organisational change. The coaching clients had a workbook to complete along with reflective activities. Reflective practice is ‘the ability to engage in a process of continuous learning” (Schon,1983).  

This study utilised a quantitative methodology with a deductive approach, with participants completing pre- and post- coaching programme questionnaires, the Psychological Capital Questionnaire (PCQ) and the Readiness for Change scale. Following the 3 x 90-minute coaching sessions and completing their journals, the scores showed significant improvement across the categories of hope, optimism, resilience and change efficacy. The scores for self-efficacy were not significantly different. 

These findings indicate that even a short coaching intervention, focussed on skills coaching, can improve resilience and the willingness to change. These findings support research by Grant et al. (2009), which found that coaching executives improved resilience, organisational well-being and goal achievement. 

Once again, while this study is important for my research, it focusses on managers within one organisation undergoing change largely related to budget cuts. It was a small study of 12 managers, largely female, aged between 35-64. The study used 7 coaches with varied experience. Some were experienced occupational psychologists, while others only had 6 months coaching experience. The coaches also underwent a 1- day training session to upskill them ahead of the programme. 

Another limitation of this research is that the coaching clients volunteered to join the programme, indicating volunteer bias. This already indicates an openness and willingness to grow and develop. Since coaching can’t be forced on people, it’s something to factor in for future research studies. Although the study size was small, there’s an element of verifiability of the research, since standard questionnaires were used and the reflective journals can be replicated, along with a structured coaching programme as described.

As mentioned above, this study focusses specifically on coaching for resilience for change. Resilience is an important part of that ability to handle change, and the data suggests that coaching increases resilience. 


Article 4: Jim, J. (2016). The Link between the Process of Change and Coaching in an Organization – A Case Study. IAFOR Journal of Education, 4(2), 63–78. https://doi.org/10.22492/ije.4.2.04

The International Academic Forum (IAFOR) Journal of Education is a globally recognised, peer-reviewed interdisciplinary academic journal which is affiliated with the educational conferences organized by the International Academic Forum. 

Josephine Jim (2016) conducted a case study looking at the link between the process of change and coaching in an organisation. The key premise was that coaching is useful and important in persuading and developing commitment to the change, indicating an interpretivist epistemology and subjective ontology. In this case study a coach was brought in to support change agents going through the implementation of a new student system. Since Jim was on the project steering committee, there is an element of selection bias and insider research (Brannick & Coghlan, 2007). This study used the purposive sampling technique.

To support the implementation of the project, a project team was established, including two change managers. The change managers followed a structured framework and guided the leaders and impacted business areas on the change. However, as is typical with this type of change, the team experienced resistance to the change. Change managers understand resistance to change and according to Maurer (1996), it is important to embrace the resistance and use its energy to build support for the change. One of the solutions to this resistance was to bring in an external coach to run a 1-day workshop on ‘Team Building with Focus on Change Management’ for the change agents.

This study followed a mixed methods approach, with surveys used to gather quantitative data, while qualitative data was gathered during informal sharing sessions. The Likert-scale questionnaires were completed before and immediately after the 1-day workshop. All 9 questions in the survey indicated an improvement following the workshop. 90% of the change agents completed the survey, which enhances the reliability of the findings. Based on these findings, Jim concluded that coaching can be a useful tool to support organisational change, by reducing resistance to change and improving the change agents’ capabilities to manage change. 

This case study used an external coach, which is the same as the previous 2 studies. However, the difference with this study is that it offered a 1-day workshop, focussed on team coaching. The previous studies both used multiple coaches who delivered several individual coaching sessions with the clients. A limitation of the previous studies was the lack of a longer timeline to understand the effectiveness in the interventions. The above study provides a very short timeline, since only 1 team coaching workshop was offered to the change agents, and the post-workshop survey was done immediately following the workshop. However, this study has been the largest of the 3 reviewed so far, with a total of 36 participants completing the surveys. 

This case study has been the first to reference the suggestion that sometimes project managers and change managers may be double hatting, by being a qualified coach too. Jim suggests that educating change managers to become internal coaches could be an effective tool in supporting the reinforcement and sustaining phases required to fully embed change. 

Regardless of the limitations of this research, here’s another study which effectively supports the notion that coaching, however limited, can be used as a tool to support organisational change. 

Article 5: Nanduri, V. S. (2018). How the participants experienced a coaching intervention conducted during company restructure and retrenchment: A qualitative research study using interpretative phenomenological analysis. Coaching: An International Journal of Theory, Research and Practice, 11(2), 144–154. https://doi.org/10.1080/17521882.2017.1351459

An international peer-reviewed journal which is dedicated to the progression of coaching research and practice. The journal has on average 91k annual views/downloads. This article had 3 citations.

Nanduri (2017) conducted a qualitative research study using interpretative phenomenological analysis (IPA) to determine the usefulness of coaching during an organisational retrenchment period. The coaching intervention was made up of 5 coaching sessions over a 3-month period. None of the participants had received coaching before. 

Following the guidelines Smith (2011) specifies for an IPA study, the following 3 themes emerged:
· learning and recognising usefulness of coaching as a management tool
· understanding and seeing value in correct timing of the coaching intervention and 
· realising helpful and supportive role of coaching to face adversity and move forward
The clients were sceptical about coaching at the beginning of the programme, particularly around the value of it and how it was meant to help them. However feedback from the interviews indicated that the coaching surpassed expectations. All the managers reported on the importance of the timing of the intervention. Executives found it useful at the beginning of the retrenchment process to support the upheaval in the organisation, while managers found coaching useful when they were ready to start exploring alternative options. On the final theme, all the clients indicated they felt supported by the coaching process. These themes support Nanduri’s claim that coaching proved to be a great help to the managers and the implementers of the retrenchment.

There are a number of limitations with Nanduri’s research. Firstly, as the coach and researcher on the project, an element of insider research (Brannick & Coghlan, 2007) and design bias is expected. This was another small study for 6 managers and the HR business partner, along with 3 executives, which reduces the reliability of the research. The sampling method used was convenience sampling. There is also no longitudinal data available to determine whether the impact of the coaching intervention was sustained. 

With that said, Nanduri adds to the evidence already gathered that a coaching intervention can be used to support organisational change, and specifically that of a restructure and retrenchment. 

Article 6: Bickerich, K., Michel, A., & O’Shea, D. (2018). Executive coaching during organisational change: A qualitative study of executives and coaches perspectives. Coaching: An International Journal of Theory, Research and Practice, 11(2), 117–143. https://doi.org/10.1080/17521882.2017.1407806

An international peer-reviewed journal which is dedicated to the progression of coaching research and practice. The journal has on average 91k annual views/downloads. This article had 1 citation.

Although the study was published in 2017, Bikerich et al produced a very detailed paper presenting the views of both executives and coaches from a qualitative study they conducted from August – December 2011. The researchers conducted an inductive qualitative design using semi-structured interviews on 15 executives and 18 coaches, with a purposive sampling approach. The executives were recruited from German and Swiss private organisations undergoing change, and the coaches were recruited via German professional coaching bodies. Of the executives interviewed, seven had experienced coaching previously, while none of the executives were currently receiving coaching. 

The study sought to answer 3 research questions, namely:
· What are the demands executives face during organisational change that may be addressed through change-coaching?
· How do coaches support their coachees during organisational change?
· What are the similarities and differences in the change-coaching results that coaches report and executives expect?

The researchers followed a thematic analysis protocol, with the first researcher conducting all the interviews, while the second researcher analysed the transcripts. According to Eisenhardt (1988), to ideally analyse and interpret data, a researcher not party to the data collection process should help to interpret the findings. Elo &Kyngäs (2008) recommend that for thematic analysis, the researchers should follow an iterative approach of traversing between the data and the developing theory.

This paper focussed on the executives and coaches’ perspectives and expectations of the coaching process as a form of support to navigate organisational change. The research findings indicate alignment and divergence of the executives and coaches’ viewpoints. They focussed their findings on three phases of change-coaching: pre-coaching, during coaching and post-coaching.

From the executive’s perspective, the pre-coaching findings indicate the executives were focussed on potentially challenging or difficult situations they found themselves in when navigating change. Bikerich et al. (2017) categorised these themes into change management, change leadership and self-management as the areas where coaching could support them. The key takeaway from this study was that executives were looking for practical tools to help them navigate the change from their own, and their employee’s perspective. However, executives who had plenty of experience in navigating change felt that they had the tools to support and lead change without coaching. 
The coaches in the pre-coaching phase saw themselves as supporters or companions of the executives, as they navigate the change. They also recognised they need to have deep awareness of change processes to support the executives. The coaches clarified though, that coaching was not change management, nor consulting, as those activities are directive, as opposed to coaching, which is typically non-directive. 

In the during-coaching phase, the findings indicate the executives were expecting coaching to focus on managing the emotional and mental responses to change, along with being able to develop leadership capabilities to guide their employees through change. The coaches’ focus was on supporting the executive’s personal growth and their responses to change. The expectations of coaches and executives differ slightly here, with the coaches focussed on developing the executive’s reflective capacity and the executives desire for practical tools. 
During the post-coaching phase, the coaches continued to focus on developing the executives’ reflective capacity, values and identity, while the executives wanted to continue to focus on developing tools to lead strategic change and support their employees through change. 

Based on their findings, the researchers propose a model for change-coaching which indicates important factors to consider supporting a successful coaching intervention. This model can be utilised during a coaching intervention to manage expectations throughout the intervention. 

This research produces several insights for multiple stakeholder groups involved in the coaching for change process:
· Organisations need to ensure they define coaching objectives upfront and employ coaches with experience of delivering change
· Executives should consider that coaching can be used to develop their reflective capacity along with offering practical tools to manage change
· Coaches need to ensure they balance their desire to support executives’ reflective capacity with the need executives have for practical tools to manage change
· Ensure upfront that clear goals and objectives are established and agreed among relevant stakeholders

There are many limitations of this research including the varied experience in the coaching pool, focussing only on middle management, and the definition used to describe organisational change. An element of selection bias is evident from the method used to gather their sample. 
However, this research has offered a detailed perspective from both coaches and executives on their expectations and experience of coaching for change. Their proposed change-coaching model offers an opportunity for further research on using coaching as a tool to support change, which increases reliability of the study. 

Article 7: Thomas, H., & Passmore, J. (2021). Coming together: A grounded theory study of the role of coaching in the mergers & acquisitions process. International Coaching Psychology Review, 16(1), 54–66. https://doi.org/10.53841/bpsicpr.2021.16.1.54

A globally recognised peer-reviewed journal that publishes articles exploring the theoretical foundations, practical applications, and empirical research in the coaching domain.

Thomas and Passmore (2021) published a constructivist grounded theory study, with thematic analysis, looking at how coaching can be used as an intervention during the M&A process. They hoped to answer their initial research question “How Coaching may contribute to increasing the effectiveness of Mergers & Acquisitions?”

Their study involved 12 participants in a mix of industries, roles and leadership levels, gathered through using a purposive sampling technique. Through grounded theory, a questionnaire and interviews, they hoped to evidence that coaching supports employees going through M&A processes. The themes gathered from the interviews indicated a focus on two areas – leadership and culture, along with the risks and limitations of coaching. The findings will focus on the coaching aspect of this study.

Participants confirmed that trust was essential when introducing any coaching initiative. The participants noticed that often it was the acquiring company that mandated leaders of the acquired company to have coaching, with the acquiring company contracting with the coach. This also raised questions about the use of an internal vs external coach. There are benefits and risks to both types of coach. This study also mentioned the importance of a coaching plan and formal contract as essential to support building trust and transparency in the process. The participants also mentioned ethics and measures were essential to the coaching process. 

The researchers concluded that with the information they gained, there was sufficient proof that coaching can be used as a tool to support leaders in driving successful M&As. However, certain conditions need to exist for coaching to land successfully and for the leaders to benefit from it. 
This article is the first where the author discusses the concepts of contracting, measures of success and ethics in the coaching context. These are the foundations of any coaching relationship, so the researcher was curious to notice the lack of mention in the earlier articles reviewed. 

There appear to be a number of gaps and limitations in this article. There is no evidence of how the participants felt following a coaching intervention. Since the research paradigm of this article was grounded theory, the researcher would have expected to see more evidence from the surveys and interviews about the benefits of coaching during an M&A. Another limitation is that of the research participants. In the abstract, the researchers mention the participants are M&A experts, however there is no further discussion about the meaning of this statement, so the researcher is unsure about the validity of the research participants opinions. This reduces the reliability of the study, since it will be hard to replicate without a clear indication of the type of participant used in the study. 

While this study speculates the support that coaching would offer in M&As, it does offer a need for a human-centred approach during M&A processes. It also highlights the significance of leadership and culture in the processes and offers a clear framework for coaching interventions. 

Article 8: Maclean, A. (2024). Change agent or neutral bystander? An exploration of how the coaching practices of internal coaches in Higher Education Institutions support organisational change. International Journal of Evidence Based Coaching and Mentoring, S18, 16–31. https://doi.org/10.24384/tt54-ca69

This journal aims to deliver thoroughly researched, evidence-supported materials for a diverse audience to stay current with the latest advancements in the field.

Maclean (2024) produced a detailed paper focussed on determining whether and how internal coaches support colleagues impacted by change, and how internal coaches are facilitators of this process. Her key premise was that internal coaches should be referred to as ‘change mediators’ based on the role that they play, rather than change agents, which is often how they are described. 

Maclean uses a qualitative methodology using constructivist grounded theory, which aligns with her ontological stance of multiple, socially constructed realities and epistemological pragmatism. She conducted semi-structured interviews for 18 internal coaches across 15 universities who were currently supporting clients through organisational change. Her sample size also included 2 coach supervisors. She used the purposive sampling method. 
Maclean’s research revealed several findings of significance. She noticed that:
· Internal coaches played a ‘change mediator’ role in supporting their clients through organisational change
· Internal coaches used their organisational knowledge to ask challenging questions during coaching, which could be used to offer different perspectives for clients
· Internal coaches found themselves navigating between supporting their individual clients’ needs and respecting the organisation’s goals
· The coaching space offered a safe, neutral space for clients to step away from their day-to-day activities, and reflect on the impact of the organisational change
· Since internal coaches had experience of the organisation, this had the benefit of adding contextual value for the client

Following this analysis, Maclean developed three interrelated models, which integrate to create a theoretical framework about understanding how internal coaches support their clients through organisational change in higher education institutes:
· The Wayfinding Organisational Change (WOC) model: describes how coaching can be used to support clients experiencing organisational change via five cycles, namely: reacting, processing, responding actively, assimilating, and integrating change
· The Coach as Change Mediator model: has four sub-roles: contain, clarify, create, and catalyse. These roles describe how coaches support their clients as a change mediator, through the process of organisational change
· The Coaching Fulcrum model: describes how internal coaches support their clients to find equilibrium amongst the competing tensions they navigate during organisational change

This research offers multiple implications for the field of coaching for change, namely:
· Suggesting that since internal coaches bring organisational context into their practice, they hardly remain neutral in the coaching relationship
· The study focusses on coaching middle managers, using internal coaches
· Maclean’s theoretical framework offers insights into how internal coaching offerings can be improved, along with developing internal coach training programmes
· Highlighting the importance of ensuring the organisation is committed to supporting the internal coaching capability, and how important this commitment is to maintaining personal wellbeing

There are a number of limitations with Maclean’s study, which she acknowledges. Firstly, the internal coaches were largely from organisational development (OD) roles, which usually has a close link to Human Resources (HR). This study is also solely presented from the coach’s perspective, with no data from clients to support Maclean’s thinking, indicating participant bias. However, her models could be used to test her theory in other studies.  

With that said, Maclean offers important insights into the role that internal coaches play in supporting organisational change within HEIs. Her framework offers an important reframing of the internal coach as change mediator, rather than change agent. This provides an opportunity for the coaches to facilitate individual change within their clients, along with organisational change happening at a macro level. 

Discussion
Although Stober’s (2008) research was the oldest, it offered a detailed description about how coaching for lower-level employees supports organisational change, “Coaching is one process that can assist at a number of junctures in OC” (Stober, 2008). All further studies were aligned to specific aspects of organisational change or focussed more on executive coaching for leadership. Stober’s (2008) paper was cited by most of the more recent papers, highlighting the importance of her work. Although Stober (2008) doesn’t discuss her methodology, which raises questions about the academic rigour of her study, she does discuss the complexity of change and how it can relapse: “When relapse happens …, the coach can help reframe relapse as a normal part of change and encourage the client to use relapse as a learning opportunity rather than failure” (Stober, 2008). This is an important theme for both coaching and change management, to monitor whether the change sticks. 

All the more recent studies, apart from Maclean (2024), mention the need for longitudinal research to fully understand how coaching has reinforced and sustained the change in those organisations. This appears to be a consistent gap with the currently available literature. Since most of the studies were case studies, no opposing theories or claims were offered to be challenged. However, I would have expected this with both Maclean’s (2024) and Thomas et al’s (2021) research papers, since they were more theoretical. 

With that said, Grant’s (2013) research best answers the research question, with “the findings from this study provide preliminary evidence that executive coaching during periods of organisational change can indeed be effective” (Grant, 2013). He provided a detailed, systematic account of his study, including a questionnaire that could be useful for measuring ROI in the researcher’s coaching practice: “The findings from this study … also suggests that GAS may have the potential to be a useful tool in the measurement of organisational change and development initiatives” (Grant, 2013).

Interestingly, Jim (2016) presented the only article that specifically referenced either project managers or change managers may also be trained coaches. The ICF has funded a significant amount of research into the intersection of coaching and change management, however, since the articles are considered grey literature, they have not been included. 

Reviewing the different methodologies offered a broad perspective of how research into coaching for change can be conducted. It confirms the researcher’s view that the methodology best suited for this type of research is pragmatic mixed methods, with a subjectivist ontology and interpretivist epistemology, since there is benefit in having the quantitative data to indicate improvement, whilst the qualitative data offers a richness to support the statistical data.



Conclusion
A number of the studies indicated the need for longitudinal research in this space. This is important from a coaching and change perspective, to determine whether the change sticks. The studies also indicated a mix of employees offered coaching. There is a dearth of research available about the value of executive coaching and coaching senior leadership. However, there is a paucity of research focussed on middle management and lower-level employees. 
The GAS questionnaire offered a useful opportunity to determine its reliability to measure the ROI of coaching. This is a challenge in the coaching industry, and this could be a tool used to drive measurement of the effectiveness of coaching. 
Maclean (2024) devised the term ‘change mediators’ to describe how internal coaches support organisational change at a macro level. Jim (2016) referred to “the development of the change managers to become internal coaches may add value”, which could support organisational change at a macro and micro level. These key issues and gaps point to the need for further research in these areas. 

One of the challenges for the researcher was finding appropriate articles to review about coaching for organisational change. The other challenge was finding articles that discussed organisational change as a whole, rather than aspects of it. This has led to a reflection and learning about the importance of the specificity of the research question. This research question was quite broad, and it returned a variety of sub-categories. The researcher could have narrowed the components of the research question, for example, by focussing on internal coaching for organisational change, rather than all types of coaching. 

Ultimately, the literature confirms that various types of coaching support multiple instances of organisational change. 
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