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[bookmark: _Toc219467208]1. Introduction
Both the organisational change management and coaching professions have existed for many years but have largely gained legitimacy within the last 30 years. The International Coaching Federation (ICF) celebrated its 30th year in 2025, supporting this argument. There are several academic publications supporting the case for how organisational change focusses on the human side of change and delivers better outcomes for the stakeholders involved along with the organisation the change is being delivered in. Alongside this, there are as many publications focussed on the multitude of aspects of the coaching profession, for example, executive coaching, internal coaching, coaching for change to name a few. However, there is very little documented about the coach-trained practitioners who deliver organisational change. 

The purpose of this phenomenological study is to understand the lived experience of coach-trained change managers as they facilitate organisational change. 
This research seeks to move beyond theoretical frameworks and prescribed models of change management to explore the actual, lived reality of practitioners who bring coaching capabilities into their change management work. By adopting a phenomenological approach, the study aims to access the first-person perspective of these change managers—their perceptions, sense-making processes, emotional experiences, and the meanings they construct as they navigate the complexities of organisational change.
Rather than examining change management from an organisational or theoretical standpoint, this study centres on how it feels and what it means to be a change manager with coach training, working in the midst of organisational change and transformation.
The study explores how coach training influences, shapes, or transforms the way change managers experience their change management role—examining whether and how coaching capabilities alter their relational approach, their handling of resistance, their emotional responses, and their sense of professional identity. The study aims to answer the questions:
· What is the lived experience of coach-trained change managers as they facilitate organisational change?
· How do coach-trained change managers describe and make sense of their practice when facilitating organisational change?

2. [bookmark: _Toc219467209]Theoretical Framework
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 (2026) 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.  

3. [bookmark: _Toc219467210]Literature Review

1. Introduction
In modern organisations, the people side of change has become a critical differentiator of successful transformation. Alongside formal change management methods, such as Prosci’s ADKAR model, many practitioners adopt or are trained in coaching, blending facilitative, non‑directive dialogue with stakeholder engagement and leadership enablement (Prosci, 2023). This combination raises a theoretically and practically important question: what is the lived experience of change managers who are also trained as coaches; that is, professionals who must simultaneously deliver structured change and hold a coaching stance?
Existing reviews show robust evidence that coaching benefits leaders and employees during change, yet the specific experience of coach‑trained change managers remains under‑examined. Early integration work (e.g., Stober’s application of Kotter and the Transtheoretical Model) and mixed‑methods efficacy studies (e.g., Grant) highlight outcomes and mechanisms, largely through the lenses of executives and employees rather than the practitioner wearing both ‘coach’ and ‘change agent’ hats (Stober, 2008; Grant, 2014). This review therefore synthesises adjacent literature to explain the lived experience of Coach‑trained change managers, focusing on phenomenological approaches, identity work, internal versus external coaching, and coaching‑informed championing.

2. Conceptual foundations: coaching, change management and lived experience
The International Coaching Federation (ICF) defines coaching as a partnership that evokes clients’ resourcefulness to maximise potential, which is distinct from mentoring or consulting. In practice, coaching is centred on learning and behaviour change (Skiffington and Zeus, 2003; Grant, 2014). Change management, by contrast, is a structured process that helps individuals adopt and sustain change; Prosci’s ADKAR model operationalises this through the sequential outcomes of Awareness, Desire, Knowledge, Ability and Reinforcement at the individual level (Prosci, 2023). The two traditions are conceptually adjacent: both treat change as a human, developmental process requiring sense‑making, self‑efficacy and practice (Stober, 2008; Grant, 2014).
‘Lived experience’ invites interpretive methodologies. Interpretative Phenomenological Analysis (IPA) has gained traction in coaching research because it focusses meaning‑making and individual nuance while embracing reflexivity and bracketing, making it well‑suited to studying practitioners who are insiders in their context (Rajasinghe, 2020; Dorfler and Stierand, 2020). IPA has been used to explore sustained behaviour change post‑coaching and managers’ critical moments during change, providing methodological precedents for studying Coach‑trained change managers (Nanduri, 2018; Jedlickova et al., 2021).

3. Coaching during organisational change: what is established
Multiple studies report benefits of coaching during change. Stober (2008) integrates Kotter’s eight steps with Prochaska and DiClemente’s stages of change to argue that organisational change materialises only when individuals progress through their own change journeys, a premise operationalised later in ADKAR. Her case‑led account emphasises coaching beyond the C‑suite and the importance of long‑term reinforcement through internal capability. Grant (2014) found that coaching during organisational change increased goal attainment, solution‑focused thinking, leadership self‑efficacy and resilience, and reduced depression, with mixed effects on stress and job satisfaction; outcomes triangulated through quantitative scales and qualitative themes.
At the organisational level, Bickerich, Michel and O’Shea (2018) mapped the coaching‑for‑change process across pre‑, during‑ and post‑coaching phases. They surfaced a recurring tension: executives seek practical tools and visible outcomes, whereas coaches emphasise reflective capacity and identity‑level work. Brief, skills‑focused interventions for managers can also shift hope, optimism and change efficacy, suggesting that coaching micro‑practices embedded in change programmes may deliver meaningful psychological gains for middle managers (Sherlock‑Storey, Moss and Timson, 2013; Grant, 2014).

4. Phenomenological perspectives on managerial and coaching practice
Phenomenological approaches contribute to understanding Coach‑trained change managers in two ways. First, they legitimise subjectivity, how practitioners experience tensions, agency and ethical dilemmas. Second, they offer methodology (IPA/existential hermeneutic phenomenology) for systematically analysing those experiences in situ. Jedlickova et al. (2021) propose a combined IPA–EHP method for capturing ‘critical moments’ in managerial practice, a useful frame for Coach‑trained change managers facing ambiguous episodes such as sponsor misalignment or stakeholder resistance. Muller and Vasekova (2023) further illuminate how existential disruptions, authenticity and interactive learning shape managers’ lived experience, resonating with the reflective stance of coaching.
Critically, phenomenological rigour depends on bracketing and reflexivity. Dorfler and Stierand (2020) argue that bracketing does not remove subjectivity but makes it explicit and methodologically manageable; vital for Coach‑trained change managers who must surface (rather than suppress) the often‑conflicting assumptions of ‘coach’ (non‑directive, client‑led) and ‘change manager’ (directive, outcome‑led). Rajasinghe et al. (2024) show how IPA can be innovated at scale without losing individual richness, strengthening its applicability to practice‑based doctoral research.

5. Identity work, role boundaries and ethical tensions
A central thread in the lived experience of Coach‑trained change managers is identity work, how practitioners construct and navigate the dual identities of coach and change agent. In coaching studies, identity has moved centre‑stage. Butcher (2021) and contemporary qualitative work highlight that many engagements involve renegotiations of professional self‑concept, often without explicit identity frameworks in use. Coaches describe balancing ‘whole‑person’ approaches with organisational performance demands and caution about risks when deep identity work is attempted without adequate framing. For Coach‑trained change managers, these insights map onto day‑to‑day dilemmas: when does a stakeholder conversation remain coaching, and when must it become sponsorship escalation or resistance management (Bickerich, Michel and O’Shea, 2018)?
The internal versus external dimension compounds identity tensions. Internal coaches (or coach‑trained change practitioners) carry organisational knowledge and obligations. Maclean (2024) reframes internal coaches as ‘change mediators’ who contain, clarify, create and catalyse; they leverage insider context to pose challenging questions and balance client wellbeing with institutional goals. For Coach‑trained change managers, Maclean’s ‘coaching fulcrum’ metaphor captures a familiar felt sense: continuously re‑equilibrating between individual needs (psychological safety, agency) and organisational imperatives (delivery timelines, compliance). Ethical challenges arise around contracting and confidentiality, especially where sponsors desire insight into coaching conversations; Thomas and Passmore (2021) and Prosci guidance underline the need for robust contracting and measures (Thomas and Passmore, 2021; Prosci, 2023).

6. Internal capability, sponsorship and change championing
Coach‑trained change managers often act as multipliers by enabling line managers and change champions to coach others through change. Prosci positions people managers as primary coaches of their teams using the ADKAR lens, with practical guidance for ‘Desire’ conversations and barrier‑point coaching (Prosci, 2023). The change champion literature adds nuance: champion behaviours (enthusiasm, persistence, involving the right people) predict team effectiveness and eventual performance, and can be identified and developed (Howell and Shea, 2006; NCCMT, 2017). More recent multilevel work shows that championing asymmetry within groups weakens implementation effectiveness, an insight Coach‑trained change managers use to calibrate intervention designs (Kanitz et al., 2023).

7. What Coach‑trained change managers report doing and feeling in practice (synthesis)
Although few studies isolate Coach‑trained change managers as a discrete population, triangulating findings across adjacent literatures yields a consistent experiential portrait. First, practitioners hold dual logics: an instrumental CM logic (plans, milestones, KPIs) and a constructivist coaching logic (co‑created meaning, identity work), requiring deliberate bracketing and reflexivity to avoid unconscious flipping into directive problem‑solving (Dorfler and Stierand, 2020; Rajasinghe, 2020). Second, they translate expectations among executives seeking tools, employees seeking empathy, and coaches seeking process fidelity; work described in the change‑coaching phase model and the ‘change mediator’ role (Bickerich, Michel and O’Shea, 2018; Maclean, 2024). Third, they create reflective spaces under delivery pressure; qualitative work on executive group coaching shows such spaces enable perspective‑taking and creativity in organisational settings (Gyllensten, Henschel and Jones, 2020). Fourth, they support identity transitions in leaders (e.g., during digital shifts), often without explicitly using identity theory, while modelling authenticity themselves; recent studies link coaching to increases in authentic and change‑oriented leadership behaviours, which in turn facilitate leader effectiveness (Mosala and Bennett, 2024; Halliwell, Mitchell and Boyle, 2023). Finally, they design reinforcement and measure impact using a mix of qualitative narratives and quantitative indicators such as Goal Attainment Scaling, aligning coaching evidence with ADKAR’s reinforcement stage (Grant, 2014; Prosci, 2023).

8. Methodological considerations for researching Coach‑trained change managers’ lived experience
Future inquiry would benefit from phenomenological and mixed‑methods designs that surface identity tensions, ethical judgements and practical improvisations while also tracking outcomes. IPA is apt and adaptable; recent innovations demonstrate that multi‑researcher, larger‑sample IPA can preserve individual depth (Rajasinghe et al., 2024). Insider research requires universal reflexivity and explicit bracketing (Dörfler and Stierand, 2020). Sampling should distinguish internal versus external practice, seniority of stakeholders coached and sectoral contexts (e.g., higher education), and should make contracting arrangements explicit to interpret findings ethically (Maclean, 2024).

9. A practitioner‑centred synthesis: a provisional model of CTCM lived experience
A provisional model can be articulated around five experiential domains. (1) Wayfinding under dual logics: Coach‑trained change managers navigate between delivery and emergence; Maclean’s wayfinding cycles provide a sequential scaffold (Maclean, 2024). (2) Contracting and containment: ethical, psychological and political containment is achieved through explicit contracting and supervision; M&A coaching studies and ADKAR guidance reinforce the need for clear containers (Thomas and Passmore, 2021; Prosci, 2023). (3) Identity work as thread: leaders and practitioners engage in identity work; evidence links coaching to authentic/change‑oriented leadership and effectiveness (Halliwell, Mitchell and Boyle, 2023; Mosala and Bennett, 2024). (4) Distributed coaching capability: Coach‑trained change managers upskill managers as coaches and develop champions, deliberately reducing championing asymmetry (Prosci, 2023; Kanitz et al., 2023). (5) Reinforcement and evidence: sustaining change requires designed reinforcement and mixed‑method evaluation (Grant, 2014; Prosci, 2023).

10. Implications for organisations and for practitioners
For organisations, internal coach capability should be designed and governed as a change mediation asset; roles need supervision, time allocation and confidentiality practices. Governance around internal coaching during change—especially contracting and data boundaries—should be explicit. Manager‑as‑coach development tethered to ADKAR and championing frameworks can create a distributed, resilient change system (Prosci, 2023; Howell and Shea, 2006). For practitioners, priorities include cultivating reflexivity and bracketing, contracting visibly with sponsors and coachees (including what is coach‑confidential versus reportable), and designing reinforcement support structures (peer coaching circles, after‑action reviews, recognition rituals) to make behaviour change stick (Dorfler and Stierand, 2020; Grant, 2014).

11. Gaps and future research agenda
The literature still lacks direct, in‑depth phenomenological studies of Coach‑trained change managers as a distinct group. Priorities include longitudinal IPA of Coach‑trained change managers during major transformations with safeguards for insider research; trials where practitioners use explicit identity frameworks during stakeholder coaching with outcomes linked to adoption and leader effectiveness; multilevel studies assessing how coaching‑infused champion programmes affect asymmetry, effectiveness and implementation; and comparative case studies of internal versus external arrangements in sensitive changes (Rajasinghe, 2020; Kanitz et al., 2023; Howell and Shea, 2006; Thomas and Passmore, 2021).

12. Conclusion
Viewed phenomenologically, the lived experience of coach‑trained change managers is an ongoing exploratory practice: driving delivery while cultivating human meaning‑making. Evidence from efficacy studies, change‑coaching process models, internal coaching as mediation, identity work and championing coalesces around the image of the CTCM as mediator, translator and amplifier; mediating between personal and organisational change; translating across tool‑driven and identity‑driven logics; and amplifying change through distributed coaching capability. IPA offers a coherent approach to capture this complexity, provided reflexivity and ethical contracting are explicit. Practically, the blend of ADKAR‑informed coaching, identity‑aware dialogue and champion network cultivation appears to deliver both human‑centred and outcome‑oriented value. Future research focused directly on Coach‑trained change managers will deepen and refine these insights, contributing a practitioner‑centred evidence base.

4. [bookmark: _Toc219467211]Methodology
[bookmark: _Toc163394646]The study adopted an interpretive phenomenological approach, drawing primarily on Interpretative Phenomenological Analysis (IPA) principles. This methodology is particularly suited to exploring how individuals make sense of significant lived experiences and is well-established for small sample, in-depth qualitative research.
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. The interpretive element acknowledges that the researcher plays an active role in making sense of participants' sense-making.
For the literature review, research data was sourced via the University of Wales Trinity Saint David (UWTSD) library, mainly focussing on the database EBSCOHost. Search terms initially included coach and change manager including the Boolean operator ‘and’. Several sources for coaching were returned, with limited reference to change management. Following multiple attempts changing the order of the search terms, the number of search terms, the Artificial Intelligence (AI) tool, Claude.ai, offered a Boolean string example:
("change manager*" OR "change agent*" OR "change practitioner*") AND (coach* OR "coaching trained" OR "coaching qualification*") AND ("lived experience*" OR phenomenolog* OR narrative* OR "professional identity")
These search terms were entered into EBSCOHost and returned a few results. Following a discussion with a fellow student, it was suggested to include the term ‘project manager’ or ‘professional’ to help to broaden the search. More than 800 results were returned using the following string:
(coach or coach trained) AND (change manager or project manager or professional)
These results were then further refined by eliminating results pertaining to sports, medicine and education. 
Several suitable sources were revealed and were uploaded to the AI tool, ResearchRabbit to look for similar papers, or other work by the authors of the uploaded papers. UWTSDs BrowZine functionality was also used to search for appropriate, peer-reviewed journals. 
The qualitative data was gathered by having 4 in-depth unstructured interviews with coach-trained change managers. Interviewees were selected following the purposive sampling approach. The inclusion criteria were that all professionals needed to:
· Be qualified change management practitioners 
· Have completed a recognised coaching qualification 
· 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

Each interviewee was interviewed for an average of 30-40 minutes via a video call on the Zoom platform. The calls were recorded and automatically transcribed. All the interviews were unstructured, with the same opening question to all interviewees: “how did you deliver change before and after you had your coach training?”
This method prioritised depth over breadth, idiographic insight over generalisation, and interpretive understanding over measurement.  It explored how participants interpret and make sense of their experiences.
Once the interviews were concluded the transcripts were reviewed following the IPA principles as attributed to Husserl. Finlay (2011, p. 142) suggests the following steps when conducting IPA research:
· Reading and re-reading the transcripts
· Developing themes as they emerge from the data
· Searching for how these themes connect
· Looking for patterns across the data
This process revealed the following themes in the gathered data:
Theme 1: The Paradigm Shift from Transactional to Transformational Practice
Participants consistently describe a fundamental reorientation in their change management approach following coach training. This shift moves beyond delivery of the typical change management artefacts (e.g. communication plans, training materials) toward addressing internal psychological processes, values alignment, and worldview transformation.
Theme 2: The Centrality of Presence, Reflexivity, and the "Being" of the Practitioner
Participants emphasise how coaching training heightened their awareness of their own presence, embodied state, and influence within change processes. This represents a shift from seeing themselves as external facilitators to recognising their integral role as instruments of change, requiring continuous self-reflection and conscious calibration of their "way of being."
Theme 3: Integration of Neuroscience as a Bridge Between Head and Heart
Participants strategically employ neuroscience frameworks to legitimise emotional and psychological dimensions of change within corporate environments. Neuroscience serves as a "translation tool," making coaching concepts intellectually accessible to analytically oriented stakeholders while simultaneously opening pathways to deeper emotional engagement.
Theme 4: Time, Depth, and Resistance to Transformational Approaches in Organisational Contexts
All participants articulate tension between the depth and time required for transformational change to occur and organisational pressures to deliver rapid, measurable change. This theme encompasses the challenge of "selling" coaching-informed approaches and navigating scepticism, when advocating for a more human-centred approach to delivering change.
Theme 5: Gentle Entry Points and Progressive Deepening Through Reflective Practice
Participants describe strategies for introducing coaching-informed approaches incrementally, beginning with accessible, "safe" interventions that create space for reflection, then progressively deepening as trust develops and teams demonstrate readiness. This includes translating coaching tools into organisational language and creating anonymous opportunities for emotional expression.
[bookmark: _Toc163394647][bookmark: _Toc219467212]Limitations 
Possibly the most important limitation of this study is the researcher’s lack of experience in conducting interviews. Compounded with the decision to follow an unstructured interview approach meant that the required depth was not fully achieved. Another important limitation of this research was with the participant selection, since one of the participants had recently retired and was more focussed on community change, rather than organisational change, while another participant had moved on in their career and is now focussed on delivering leadership development transformation programmes rather than traditional organisational change management. 
Another limitation of the research was the lack of access to a useful tool to translate research papers written in other languages. There is a scarcity of research for this topic and there seems to be a number of articles specifically focussed on this area in German. 
[bookmark: _Toc163394649][bookmark: _Toc219467213]Ethical considerations
The researcher fulfils multiple roles and therefore subscribed to various standards when conducting the research. These roles include:
· a UWTSD university student
· a professional coach accredited by the ICF
Each of these roles has various standards that the researcher has complied with, namely the UWTSD Academic Quality handbook and the ICF code of ethics. 
An important note to include here is that the ICF membership influenced the researcher’s research paradigm, since the definition of coaching used was that determined by the ICF.   
All video recordings, transcripts and related documents created for this study are stored in the password protected cloud storage on the University of Wales Trinity Saint David’s (UWTSD) Office 365 system. This system is only accessible by using a one-time password code generated by the Authenticator app.  
This study is considered low risk to the researcher, ICF and the University since explicit permission was granted by the interview participants by completing and interview participation form ahead of the interview. Participants were reminded of the confidential nature of the interviews at the beginning of the interview, and that their identities (personal and company) would not be disclosed.  Participants were asked if they had any questions concerning the research and advised that they may ask questions at any point in the research process. 
5. [bookmark: _Toc219467214]Findings and Discussion
[bookmark: _Toc219467215]Theme 1: The Paradigm Shift from Transactional to Transformational Practice
One of the most well-known change management methodologies is that of Prosci. Prosci (2026) define change management as “an enabling framework for managing the people side of change.” In terms of what this means in practice, it is about supporting people in the organisation as they transition from their current state to the future state (Prosci, 2026). To support people in this transition, there are several processes that change managers follow and various artefacts that are created, for example, a stakeholder map, communications plan and training plan. These artefacts can be encompassed as the ‘what’ of change management. However, experienced change managers also recognise that the ‘how’ of change management forms a large part of successful change delivery. This ‘how’ is often referred to as the ‘art’ of change management, versus the ‘what’ of change being the external artefacts produced. This theory is supported by Burnes (2004), who argues that effective change management requires both technical competence and interpersonal skills.
... I mean, I just say it's the art and the science together. Like, your methods and your frameworks and your tools, that's... that's the science. But the art is the art of the question, the art of empathy, the art of giving... holding space for somebody, in an intense... conversation and building that trust with them, and I think that's what, you know, people who just follow a textbook on change management, and they're ticking boxes, going, well, I did a comms plan, and I did a training plan. Yeah, great, but that's not the art. Like, that will get you there, but it won't get you there as good. (Participant C)
In a joint taskforce between the ICF and the Association for Change Management Professionals (ACMP), both organisations have jointly been exploring the synergies between coaching and change management (ACMP, 2026). Through their ‘The Power of Both: ACMP & ICF Insights Series’, (ICF, 2023) panel members from both organisations discussed how coach-trained change managers engage with their stakeholders using the “coach approach.” This approach consists of using deep active listening, powerful questioning and the belief that given time and space to think, people will come up with solutions to their challenges (Kelly, 2023). A pioneer in the coaching industry, Whitmore (2009) developed the GROW model, which emphasises non-directive questioning to facilitate self-discovery. 
This coach approach can be translated into the ‘how’ of delivering change. It is in this ‘how’ where the difference between coach-trained change managers becomes evident. It is in the ‘how’ where a change manager shifts towards addresses the interior of the people experiencing the change; essentially working with their values, psychological processes and their worldview. It is in this process that change shifts from being transactional to transformational. Anderson and Ackerman Anderson (2001), specifically address transformational change in organisations, arguing that sustainable change requires shifts in both individual and collective consciousness, not only procedural changes.
I think that, if I had to make a distinction, I would say transactional versus transformational...completely for me, prior to studying coaching, I only had tools that could deal with the external artefacts and producing those external artefacts. So, the comms plan, the training plan...And then there was always... there was this fluffy thing of team effectiveness, but I didn't, really have the tools to go down that road, so that always felt a little bit almost scary.
So that's exactly where I'm interested now, is a shift in worldviews, a shift in the way you think about things, a shift in, the way you feel about things. So it's really now bringing, an integral aspect, so it's not just about doing things differently...That's part of it, but it's really actually going, more deeply into the self in the process. (Participant A)
The transformation aspect is really understanding how somebody's taken a learning, applied it to themselves, seen and has developed an awareness for how that plays out for them. And then they're able to consciously use, then channel those strengths still within their work and context. (Participant B)
A lot of stuff has got to be internal, like building what the people are about. (Participant D)
These arguments are supported by notable researchers such as Scharmer (2009), who indicates that for deep change to happen, there needs to be a shift from the ‘inner place’ from which people operate. 
[bookmark: _Toc219467216]Theme 2: The Centrality of Presence, Reflexivity, and the "Being" of the Practitioner
The term ‘presence’ has many definitions and is an essential ICF (2025) coaching competency. The ICF (2025) definition focuses on the coach being fully present, and showing up in an open, flexible, grounded and confident manner. The components of this competency include, among others, empathy, curiosity, awareness, the ability to manage one’s emotions, and the ability to create space for silence, pauses or reflection. According to By (2005), while methodologies provide frameworks for delivering change, the human aspects of change require softer skills, like empathy. 
I would say it's grounded in empathy...I just think I ask really curious questions that guide people to have the insights for themselves. Through that process, just make sure that they feel like it's a psychologically safe space for them, which I established just through having empathy. (Participant C)
Often in coaching, this is referred to as ‘holding space’ for others. A coach is not afraid of silence and creating space to allow others to think. To apply this skill in change management shifts the quality of the engagement by creating space for leaders and those impacted by change, to think and process what is happening in that moment. This is supported by Rogers (2012), who suggests that making space for individuals to reflect allows them to create their own solutions, which supports their accountability and commitment to change. 
A core component of presence is self-awareness, which helps individuals to understand their impact on others. This helps coach-trained change managers to deeper understand the role they play in delivering change, since they are an instrumental part in that. Rather than delivering change from the outside in, they become an integral part of the change in terms of the way they receive feedback, ask questions, and how they show up in the change space with openness and active listening. 
A vital component of awareness is self-reflection. According to Pampallis (2017) reflection underpins the capacity to develop self-awareness and it underpins learning. Pampallis (2017) goes on to say that regular reflection supports the development of the ‘internal observer’. This is the part of us that can review a situation from the outside, which helps coaches to recalibrate as needed. This theory is also supported by Grant (2003) who evidences that reflection improves self-awareness which therefore supports learning. 
All these elements essentially form a coach’s way of being. Their level of self-awareness, their presence and reflection support coaches to show up in a particular way. Coach-trained change managers show up in this way and bring these vital skills to deliver change. 
I very much come from a philosophical perspective when it comes to my own coaching approach. And it is about being, it is about that presence... It's also recognising that how you get responses back based on how you appear and how you come across that helps or hinders sometimes to elicit the right types of responses. So you have to be very conscious of how you are coming across and how you are “being” and what it is that you're trying to elicit. (Participant B)
[bookmark: _Toc219467217]Theme 3: Integration of Neuroscience as a Bridge Between Head and Heart
Neuroscience, at its most basic, is the study of the whole nervous system, with a particular focus on the brain. Understanding how a person’s brain responds to uncertainty provides coaches with another tool to support driving organisational change. In a corporate context, being able to inform stakeholders that are impacted by change that what their brain is experiencing through the change process is perfectly normal, and evidenced in science, creates a ‘bridge’ from which to explore the deeper emotional and psychological dimensions of change. Participants found that neuroscience is a more acceptable pathway for analytically focussed stakeholders to understand coaching concepts. 
I was an early adopter of the Status, Certainty, Autonomy, Relatedness, Fairness (SCARF) model and the neuroscience of change that came out of the Neuroleadership Institute...David Rock, did a launch for it. And I remember going to that launch talk that he gave, and a friend of mine was there, and we just looked at each other going, like, this is...this explains what we do so, like, so well. And have kind of just stayed in that very neuroscience-grounded space the whole way. (Participant C)
I think that's where Neuroscience has been an amazing, friend, because... appealing to the head, which is what we use generally, as you know, in organisations, in the corporate world, is much easier. It's much easier to appeal to the head and then explain to them why it's helpful to express emotions, talk, feel etc. (Participant A)
I find one of the things that helps is talking about things from a body perspective, what dysregulation is...explaining stress, the stress process, what happens in the parasympathetic, sympathetic nervous system, what part of the brain you are communicating from...using, I guess, science to bridge the gap between head and heart. Providing people with a bit of evidence base to show that this isn't ‘woo woo’. It's grounded...I think sometimes I find that helps with people who are very cerebral. (Participant B)
These statements are supported by Passmore (2015), who claims that neuroscience offers a 'common language' that bridges the gap between scientific rigour and the softer skills of coaching, making coaching concepts more palatable to sceptical stakeholders. Grant and O'Connor (2010) support this assertion, finding that evidence-based coaching approaches, including those grounded in neuroscience, are perceived as more legitimate by corporate clients.
[bookmark: _Toc219467218]Theme 4: Time, Depth, and Resistance to Transformational Approaches in Organisational Contexts
Participants noted the significant tension between the pressure to deliver rapid change as opposed to the time it takes to deliver transformational change. For example, it typically takes 3-5 years to embed a culture change. To support this claim, Cameron and Quinn (2011), argue that meaningful cultural transformation typically requires 3-7 years of sustained effort. As opposed to technological changes, which tend to be shorter, as supported by Markus and Tanis (2000). Ultimately, the type of change being delivered should determine the appropriate approach. 
If it was a requirements gathering or something like that, it's a task that needs to be done as part of a process in order to go through the change curve. So therefore, I'm going to turn up to a session. It's transactional. You gather requirements for me. I'll list those up. We'll meet at another point in time. You'll sign them off. It's a transactional process. (Participant B)
I guess it depends on the kind of change that you're doing. Like, an IT implementation… You know, like, they don't have time for that. (Participant A)
I feel change managers are brought in for a tactical solution too. We need to communicate and train and make sure people say that they're engaged and can use this system on the other side. (Participant C)
On a culture change project, stakeholders need the time to understand how they will be expected to work in a new way. However, it is often difficult for change managers to get they time they need to deliver this deep type of change. Organisations want the change to happen but are not always open to the time it takes to delivering this kind of change. Higgs and Rowland (2005) found that competing priorities and operational pressures frequently undermine transformational change initiatives.
I've been a part of a culture change in the last year implementing what we stand for in food... there's no bandwidth, airtime for these things; it's really hard to get it off the ground. (Participant A)
Along with the time it takes to deliver cultural change, there also needs to be trust and psychological safety present to allow stakeholders to go to the depth required to build the foundation for lasting change. Edmondson (1999) demonstrates that psychological safety is essential for learning behaviours, including the reflection and vulnerability required in deep change. 
The place that I really want to go with them, and it's literally taking so much time, is:  what are the things that get in the way of us living these elements? And it takes time. I think people have got to build trust. It's a long process, because it's not the transactional kind of change, and it's far deeper. (Participant A)
Senge (1990) argues that sustainable organisational change requires shifting mental models, which demands time, dialogue, and psychological safety.
[bookmark: _Toc219467219]Theme 5: Gentle Entry Points and Progressive Deepening Through Reflective Practice
Participants speak about gently exposing stakeholders to coaching language when it is appropriate and build on that slowly. They also create safe spaces for stakeholders to experience coaching techniques, particularly asking questions that evoke an emotional response and provide opportunity for reflection. The recommendation from practitioners though, is to start slowly and build trust as the engagement continues. As trust deepens, practitioners are able to work deeper with the teams. Hawkins and Smith (2013) discuss the concept of 'depth of intervention', maintaining that effective practitioners identify the appropriate level of intervention and progressively deepen as relationships and readiness develop. 
So we're not going to go into the drama triangle in conversation one and go, so what's your favourite entry point? Victim, persecutor? (Participant A)
So the questions that I ask will have a reflexive element. And that almost becomes part of the discussion...I always include a few reflective questions based on the content that was covered. And just that and people knowing that in two weeks’ time, we're going to get together. We're going to have a small group session. People will then do a bit of thinking in between. And then there's more revelations that happen usually in the smaller group session. So they walk away with almost reflections upon reflections. (Participant B)
I was like, oh my word, I'm not alone. It was such a simple, silly little exercise, for people to just name how they're feeling about the current change...basic coaching stuff...And then bringing it into needs, and going, okay, so how do we start having conversations with the level of needs? And so it doesn't have to be this major scary stuff for people. Very, very gentle, I think... Yeah, building safety. Building trust. (Participant A)
Clutterbuck (2010) maintains that trust is the foundation of effective coaching relationships, developing through demonstrated confidentiality, empathy, and non-judgement over time.
[bookmark: _Toc219467220]Limitations and Future Research Directions
There were several limitations to this study. The first one was the researcher’s lack of experience in interviewing participants. It is likely that the unstructured interviews were conducted in a similar way to a coaching session, where the interviewer asked a question and allowed the participant to respond without interruption. This allowed one participant to veer off topic with little opportunity to bring them back to the initial question. Had the interview followed a structured format, it is unlikely this would occur. Another limitation to the research was not being more explicit about participant selection. Although the criteria for selection meant that all participants need to have a coaching qualification and be change managers, other nuances in their practice and current status impacted their views and ultimately their responses. For example, one participant now focusses on leadership development training. Although this is still delivering change, the focus of that delivery is different; there is more opportunity to use coaching skills in that kind of change to support better outcomes. Another participant had retired in the last year and was now focussed on community change. Although the basic principles of change management are still relevant, the context, time involved and outcomes are different to those of organisational change. Another participant has been focussing more on delivering change management training within the last year, rather than working on change projects, which again influenced their perspective. The lesson learnt for future research is to ensure that all participants are properly vetted against more stringent criteria to ensure a more consistent frame of reference. 
An opportunity for future research is to include focus on the cultural aspects of the participants to determine whether this has any impact on the outcome. The participants in this study include two South Africans, one British and an American living in Australia for the last 15 years. The author of this study is a South African living in Britain, so the worldviews of the researcher and participants would undoubtedly impact the outcome of this research. 
There is a dearth of literature in the lived experience of coach-trained change managers arena. Although the ICF and ACMP have designed a toolkit available only to ACMP accredited practitioners, there is little else available in the broader context, and nothing academic to support or contradict what has been documented here. Future research needs to delve deeper into these practitioners lived experience to further support the value that these dualistic practitioners bring to the field of organisational change management.
6. [bookmark: _Toc219467221]Conclusion and Recommendations 
The individual and organisational benefits of coaching are well known and well documented, along with an abundance of literature on the benefits of coaching during organisational change (Stober, 2008; Grant, 2013; Sherlock-Storey et al., 2013; Jim, 2016; Nanduri, 2018; Bikerich et al., 2017; Thomas & Passmore, 2021; Maclean, 2014). What has been revealed in this study is key elements of what informs a coach-trained change manager’s practice of delivering change along with their professional duality of being a coach. 
The themes described above begin to provide a window into the lived experience of a small number of coach-trained change managers, which both supports the findings in the existing literature and adds additional dimensions to it, along with reinforcing concepts documented in the existing literature. 
Perhaps the nugget in this paper is conceptualising the difference between transactional and transformational change, described in this paper frequently as the ‘what’ and the ‘how’ of delivering change. It is evident that coach-trained change managers bring their coaching ‘way of being’ into the organisational change space to deliver transformational change. This is not to say that change managers without coaching training cannot deliver transformational change, it is rather suggesting that the coach-trained change managers ‘show up’ in a coach way, which naturally supports the ability to perform transformational change. Coach-trained change managers use the tools at their disposal: questioning, listening and creating space for reflection, to name a few, to deepen the way they deliver change. They continue to use the change management frameworks to provide the rigour needed when facilitating change and supplement these with their coaching tools. They also know when it is suitable to use the coach approach and when not to. 
And I think that's… where we find ourselves as these coach-informed change managers, is we're saying we need… it's both, and. It's not throwing the baby out with the bath water. (Participant A)
Onward!


7. [bookmark: _Toc219467222]References
ACMP (2026) The ACMP–ICF joint task force. Available at: https://www.acmpglobal.org/page/the-acmp-icf-joint-task-force (Accessed: 10 January 2026).
Anderson, D. and Ackerman Anderson, L. (2001) Beyond change management: advanced strategies for today’s transformational leaders. Jossey-Bass/Pfeiffer.
Arnsten, A.F.T. (2009) Stress signalling pathways that impair prefrontal cortex structure and function, Nature Reviews Neuroscience, 10(6), pp. 410–422. https://doi.org/10.1038/nrn2648
Barrett, L.F. (2017) How emotions are made: the secret life of the brain. Houghton Mifflin Harcourt.
Bartunek, J.M. and Moch, M.K. (1987) First-order, second-order, and third-order change and organization development interventions: a cognitive approach, The Journal of Applied Behavioral Science, 23(4), pp. 483–500. https://doi.org/10.1177/002188638702300404 .
Bickerich, A., Michel, A. and O’Shea, D. (2018) Executive coaching during organisational change: a qualitative study of executives’ and coaches’ experiences, Coaching: An International Journal of Theory, Research and Practice, 11(2), pp. 117–143. https://doi-org.uwtsd.idm.oclc.org/10.1080/17521882.2017.1407806
Boyatzis, R.E. (2006) An overview of intentional change from a complexity perspective, Journal of Management Development, 25(7), pp. 607–623. doi:10.1108/02621710610678445.
Boyatzis, Richard & Smith, Melvin & Beveridge, Alim. (2013). Coaching With Compassion. The Journal of Applied Behavioral Science, 49, pp.153-178. 10.1177/0021886312462236. 
Burnes, B. (2004) Kurt Lewin and the planned approach to change: a re-appraisal, Journal of Management Studies, 41(6), pp. 977–1002. https://doi.org/10.1111/j.1467-6486.2004.00463.x
By, R.T. (2005) Organisational change management: a critical review, Journal of Change Management, 5(4), pp. 369–380. https://doi.org/10.1080/14697010500359250
Cameron, K.S. and Quinn, R.E. (2011) Diagnosing and changing organizational culture: based on the competing values framework. 3rd edn. Jossey-Bass.
Cavanagh, M. and Grant, A.M. (2010) The solution-focused approach to coaching, in Cox, E., Bachkirova, T. and Clutterbuck, D. (eds.) The complete handbook of coaching. London: SAGE Publications, pp. 54–67.
Clutterbuck, D. (2010) Everyone needs a mentor: fostering talent at work. 4th edn. London: CIPD.
Crotty, M. (1998) The foundations of social research: meaning and perspective in the research process. London: SAGE Publications.
Dorfler, V. and Stierand, M. (2020) Bracketing and phenomenology in management and organization studies, Management Learning, 34 (4): 778–793.
https://doi.org/10.1108/JOCM-12-2019-0393
Edmondson, A. (1999) Psychological safety and learning behavior in work teams, Administrative Science Quarterly, 44(2), 350-383. https://doi.org/10.2307/2666999
Finlay, L. (2011) Phenomenology for therapists: researching the lived world. Chichester: Wiley-Blackwell.
Foote, M.Q. and Bartell, T.G. (2011) Pathways to equity in mathematics education: how life experiences impact research positionality, Educational Studies in Mathematics, 78(1), pp. 45–68. https://doi.org/10.1007/s10649-011-9309-2
Gojer, R. (2026) Coaching presence is not just about being present, International Coaching Federation blog, 26 June. Available at: https://coachingfederation.org/blog/gift-coaching-presence (Accessed: 10 January 2026).
Grant, A.M. (2003) The impact of life coaching on goal attainment, metacognition and mental health, Social Behavior and Personality: An International Journal, 31(3), pp. 253–263. doi:10.2224/sbp.2003.31.3.253.
Grant, A.M. (2014) The efficacy of executive coaching in times of organisational change, Journal of Change Management, 14(2), pp. 258–280. https://doi.org/10.1080/14697017.2013.805159
Grant, A.M. and O’Connor, S.A. (2010) The differential effects of solution-focused and problem-focused coaching questions: a pilot study with implications for practice, Industrial and Commercial Training, 42(2), pp. 102–111. doi: 10.1108/00197851011026090.
Gyllensten, K., Henschel, T. and Jones, B. (2020) Exploring the client experience of group coaching: a qualitative study, International Coaching Psychology Review, 15(1), pp. 6–20. https://doi.org/10.53841/bpsicpr.2020.15.1.37
Halliwell, J., Mitchell, E. and Boyle, M. (2023) Coaching and authentic leadership: a longitudinal study, Leadership & Organization Development Journal, 44(1), pp. 1–15. https://doi.org/10.1371/journal.pone.0294953
Hawkins, P. and Smith, N. (2013) Coaching, mentoring and organisational consultancy: supervision and development. 2nd edn. Open University Press.
Higgs, M. and Rowland, D. (2005) All changes great and small: exploring approaches to change and its leadership, Journal of Change Management, 5(2), pp. 121–151. https://doi.org/10.1080/14697010500082902

Hitchcock, G. and Hughes, D. (1995) Research and the teacher: a qualitative introduction to school-based research. 2nd edn. Routledge.
Howell, J.M. and Shea, C.M. (2006) Effects of champion behaviour, team potency, and external communication activities on predicting team performance, Group & Organization Management, 31(2), pp. 180–211. https://doi.org/10.1177/1059601104273067
International Coaching Federation (2026) ICF definition of coaching. Available at: https://coachingfederation.org/guide-to-experiencing-coaching-for-individuals/ (Accessed: 10 January 2026).
International Coaching Federation (2023) Driving change through a coach approach [Webinar]. Online. ICF and ACMP, 18 July.
International Coaching Federation (2025) ICF core competencies. Available at: https://coachingfederation.org/wp-content/uploads/2025/09/icf-cs-core-competencies-2025.pdf (Accessed: 10 January 2026).
Jedličková L, Müller M, Halová D, Cserge T (2022), Combining interpretative phenomenological analysis and existential hermeneutic phenomenology to reveal critical moments of managerial lived experience: a methodological guide. Qualitative Research in Organizations and Management: An International Journal, 17(1), pp. 84–102. https://doi.org/10.1108/QROM-09-2020-2024
Kanitz, R., Gonzalez, K., Berger, S., Reinwald, M., Huettermann, H.,  Franczak, J. (2023). Am I the only one? Consequences of change championing (a)symmetry on group‐ and individual‐level change outcomes. Journal of Organizational Behavior. 44. Doi: 1048-1065. 10.1002/job.2683. 
Kelly, A.D. (2023) ‘Learning areas’. Assignment for Recognition and Accreditation of Learning (RAL) (BMPF7000), University of Wales Trinity Saint David. Unpublished.
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 
Markus, M.L. and Tanis, C. (2000) The enterprise system experience—from adoption to success, in Zmud, R.W. (ed.) Framing the domains of IT research: glimpsing the future through the past. Cincinnati, OH: Pinnaflex Educational Resources, pp. 173–207.
Mosala, T. and Bennett, K. (2024). Leader identity and identity work: Enhancing coaching of leaders in changing contexts. International Journal of Evidence Based Coaching and Mentoring, 22(2), pp.115-129. DOI: 10.24384/wm88-ke86
Muller, M. and Vasekova, M. (2023) The Potential of Combining Existential Hermeneutic Phenomenology and Zen Practice: Using Western and Eastern Existential Insights to Interpret Managerial Lived Experience, Humanistic Management Journal, 8(1), pp. 49-61. Doi: 10.1007/s41463-023-00143-x
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 
Pampallis, P. (2017) ‘Fundamentals of the TCC coaching approach’, Module 1: Fundamentals of Coaching, The Coaching Centre. Unpublished.
Pampallis, P. (2017) ‘Integral+ presence’, Module 3: Coaching Presence, The Coaching Centre. Unpublished.
Passmore, J. (ed.) (2015) Excellence in coaching: the industry guide. 3rd edn. London: Kogan Page.
Passmore, J. and Fillery-Travis, A. (2011) A critical review of executive coaching research: a decade of progress and what’s to come, Coaching: An International Journal of Theory, Research and Practice, 4(2), pp. 70–88. doi:10.1080/17521882.2011.596484.
Hiatt, J. (2006) ADKAR: a model for change in business, government and our community. 2nd edn. Colorado: Prosci.
Prosci (2026) Change management. Available at: https://www.prosci.com/change-management (Accessed: 10 January 2026).
Rajasinghe, D. (2020) Interpretative phenomenological analysis (IPA) as a coaching research methodology, Coaching An International Journal of Theory Research and Practice, 13(1), pp. 1-15. DOI:10.1080/17521882.2019.1694554
Rajasinghe, D., Garvey, B., Burt, S., Barosa-Pereira, A., and Clutterbuck, D. (2024). Innovative interpretative phenomenological analysis (IPA) approach in a coaching research project: implications for future qualitative coaching research and beyond, Coaching: An International Journal of Theory, Research and Practice, 17(2), pp. 301-318. DOI: 10.1080/17521882.2024.2358771
Rogers, J. (2012) Coaching skills: a handbook. 3rd edn. Maidenhead: Open University Press.
Scharmer, C.O. (2009) Theory U: leading from the future as it emerges. San Francisco: Berrett-Koehler.
Senge, P.M. (1990) The fifth discipline: the art and practice of the learning organization. New York: Doubleday.
Sherlock-Storey, M. (2013). Brief coaching for resilience during organisational change - an exploratory study. The Coaching Psychologist., 9(1), 19–26. https://research-ebsco-com.ezproxy.uwtsd.ac.uk/c/onvpsy/viewer/pdf/vc3xk3izzr?route=details 
Skiffington, S. and Zeus, P. (2003) Behavioural coaching: how to build sustainable personal and organizational strength. McGraw-Hill.
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 
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 
Whitmore, J. (2009) Coaching for performance: GROWing human potential and purpose—the principles and practice of coaching and leadership. 4th edn. Nicholas Brealey.
Wilber, K. (2000) A Theory of Everything: An Integral Vision for Business, Politics, Science and Spirituality. Shambhala Publications.
image1.png




image2.png




