                                            [image: A close-up of a logo

Description automatically generated]






Leadership and changes

A critical analysis of leadership style and approaches to change




Student name: Ciprian Grosu
Student ID: 2209375
Degree: BA Developing Leadership and Management
Module code: BMSW6010
Module Name: Leadership and Change
Module Leader: Julie Thomas


Table of Contents
1. Introduction:	2
2. Leadership in the Context of Change:	2
3. Understanding and Managing Change:	3
4. Discussion of personal Experiences of Change	4
4.1 COVID-19 Impact and Operational Changes in my Romanian Shop	4
4.2 Leadership Conflict within the Association of Romanians in Great Britain	5
5. Conclusion:	5
6. Reference list:	5


[bookmark: _Toc215766335]1. Introduction:

Leadership and change are two inseparable elements of business, but they are often misunderstood in practice. Throughout my professional and community experiences as the manager of Bucovina Newport Romanian Shop and a community leader within the Association of Romanians in Great Britain (Asociatia Romanilor din Marea Britanie CIC), I have been exposed to situations that called for organisational changes of varying scale and complexity, requiring strategic decisions, adaptations, or the management of people through uncertainty. In this assignment, we will critically examine two of my personal experiences of change and compare them with known leadership and change management theories. The first experience relates to significant operational and cultural changes within my Romanian shop, triggered by the COVID-19 pandemic. The second experience explores my leadership of a strategic organisational change within the Association of Romanians in Great Britain. Although the contexts differ, one is business leadership, and one is voluntary leadership, both experiences required effective leadership and careful understanding of managing change. To analyse these experiences, I plan to explain and understand key leadership theories such as transformational leadership and situational leadership, as well as change management models, including Kotter’s 8-Step Model. By evaluating my experiences against well-known rameworks. I aim to reflect on my practical performance and how these moments have shaped my development as a leader. Ultimately, this assignment will also highlight how leadership behaviour, communication, and emotional intelligence shape outcomes during periods of change.


[bookmark: _Toc215766336]2. Leadership in the Context of Change:



Leadership calls for an individual's capacity to guide, motivate, and exert influence over others to attain a shared goal or vision (Kotter, 2008; Badura et al., 2022; Newstead & Riggio, 2023). Handy (1992) adds that leadership is a complex skill involving a mix of aptitudes, qualities and behaviours that empower people to lead with competence and manage a group or organisation efficiently. Kotter (1990) differentiated leadership and management and argued that an organisation needs management to bring order and consistency, and leadership to drive transformation. Furthermore, in times of uncertainty and change, people need their leader to have empathy and compassion, meaning that leadership requires addressing people’s emotional responses to change, inspiring trust, communicating vision clearly, and adapting a different style of leadership (Tzouramani, 2016; Cheese, 2025). Therefore, while management focuses on working within an existing paradigm to promote order and consistency, leadership is concerned with setting direction, Inspiring commitment, and supporting people through uncertainty, making leadership more significant in the context of change (Swanwick, 2019; Wilson, 2023). In the context of change, the transformational leadership approach is particularly relevant.
Bass and Avolio (1994) described transformational leaders as those who motivate people through inspiration rather than authority, and encourage others to exceed expectations. This approach is highly effective in dynamic sectors like retail, where staff motivation and engagement are very important (DeSilva, 2021). However, Sposato (2025) argues that transformational leadership can become overly leader-centric and dependent on charisma rather than structured processes. On the other hand, Hersey and Blanchard (1969) situational leadership approach offers a more flexible model because it proposes that effective leaders adapt their style depending on the competence and commitment of their followers. However, Fuchs (2007) says that a limitation of situational leadership is that it relies heavily on the leader’s judgement and may overlook systemic issues. In conclusion, across the two leadership approaches, the common theme is that change leadership requires vision, communication, adaptability, and emotional intelligence (Goleman and Cherniss, 2024).


[bookmark: _Toc215766337]3. Understanding and Managing Change:

In the words of Collins (2005), organisational change is the process of adapting from an existing state to a desired future state to improve performance or respond to external pressures. Foltin and Keller (2012) argue that leading people through change is about managing emotions, not simply tasks or processes, meaning that change within an organisation, business or charity is both complex and deeply human. This is because in many workplaces or organisations, change disrupts established routines, expectations, and identities, making it an inherently personal and emotional experience (Day, 2019). This, in turn, leads to employees' resistance, which is one of the most significant obstacles to the success of organisational change initiatives (Rehman, 2008). Therefore, we can argue that understanding why people resist is central to being an effective leader and managing change. As organisational change can take different forms, Burnes (2004) distinguished between planned change, which follows structured frameworks like Kotter’s 8-Step Model, and emergent change, which unfolds in response to evolving circumstances. Both forms are relevant for small businesses and community organisations, where resources can be limited, and leaders often respond to immediate pressures rather than long-term strategic cycles (Scott and Bruce, 1987). Moreover, today’s business environment can be characterised as being volatile because of rapid technological advancement, the need for economic
restructuring and global competition, making change more frequent and continuous (Porter,2023; Shi, 2024). Due to frequent and constant change, Mwamba (2023) and Hubbart (2023) argue that change initiatives fail because of inadequate leadership, poor communication, lack of employee involvement, or because leaders focus on process rather than supporting their people through the psychological transition. 
Therefore, in the context of change, two models used by leaders when managing change are Kubler’s 8-Step Model (see image 1.0) and Bridges’ Transition Model (see image 2.0).
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                                                   Image 1.0 - Kubler’s 8-Step Model

The Kubler’s 8-Step Model is a structured change management framework designed to guide organisations through successful change by moving people from recognising the need for change through embedding new ways of working in the culture (Alaimo, 2022). The curve shown in Image 1.0 illustrates the psychological stages people experience when faced with change, ranging from shock and denial, anger and fear, depression and confusion, and acceptance and integration. By understanding the stages, we can argue that leaders can anticipate challenges and prepare strategies to support their teams through clear vision, strong leadership, and the consolidation of gains so that change can be sustained in the long run. Moreover, by knowing which stage their team members are in, we can argue that leaders can adapt their communication and support because this anticipation can reduce disruptions and resistance, making the change more manageable (Basu, 2024). Furthermore, understanding the model can facilitate a proactive approach to addressing people’s concerns, ensuring transitions are less stressful. However, the model assumes that change is linear, which may be unrealistic in dynamic environments where adaptation is ongoing (Renteria, 2025). It can also be time-consuming if leaders follow every step. In conclusion, introduced correctly, the model can be effective because it provides a clear structure, reduces resistance and helps maintain momentum.
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                                                         Image 2.0 - Bridges Transition Model


A second change management model is the Bridges Transition Model, which focuses on explaining the human side of change, such as the psychological and emotional process individuals go through, rather than on the external change itself (Bridges, 2004). As shown in Image 2.0, the model outlines three stages. The first stage is the Ending phase, when people confront the loss of old ways, often feeling anxiety, resistance, or grief, meaning that at this stage, leaders need to acknowledge these feelings and support their people (Bridges, 2004; McFayden, 2009). The second stage is the Neutral Zone phase, which is an in‑between period marked by uncertainty but also creativity, where old ways of working no longer fully apply, and new ways are not yet solid, meaning that at this stage, leaders need extra communication, support, and implementation of clear short‑term goals for their people (Bridges, 2004; Day, 2019). The last stage is the New Beginning phase, which happens when people start to embrace new identities, behaviours, and purposes, gaining energy and commitment as the change shows benefits and becomes normal (Bridges, 2004; Kotter, 2008). However, from Image 2.0, we can also see that the model does not provide concrete steps or timelines, making it less practical for large-scale operational planning, for instance.
In conclusion, we can argue that, if applied correctly, the Bridges Transition Model can guide leaders in adapting their communication, coaching and supporting their people, ultimately reducing resistance and improving adoption of change.
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[bookmark: _Toc215766339]4.1 COVID-19 Impact and Operational Changes in my Romanian Shop

When the COVID-19 pandemic started, my Romanian shop in Newport experienced an immediate and dramatic drop in customer footfall. This translated into facing sudden financial and operational pressures that required change and adaptation. As the COVID-19 virus was spreading and the situation was getting worse, I remember implementing new health and safety procedures to minimise the risk of spreading the virus, as well as making difficult decisions to reduce staff hours and restructure the team by letting one employee go. These changes were emotionally challenging for both the team and me. However, they were necessary for my business survival during those unprecedented times. By applying Kubler’s 8-Step Model, I will explain why the process I faced was difficult and where it succeeded. The initial reaction among my team was shock and denial. My team believed that the lockdown would be temporary and that business operations would return to normal in a few weeks. However, I remember that as restrictions tightened and revenue continued to fall, my staff entered the anger stage. This was because they became frustrated about the reduced hours, feared that they would lose their job, and as a result, they started questioning whether my decisions were fair. As they accumulated emotional tension, I remember us having communication challenges and increased stress within the workplace. However, to address the situation, I aimed at creating a stronger sense of urgency by explaining the risks, the data that was shared by the scientist, and the financial realities. Following this, the remaining employees moved into the bargaining and depression stage. At this stage, they tried to propose alternatives that were not financially, operationally and legally feasible due to the Government’s lockdown and rules imposed during the pandemic. As a result, their morale dropped. This was the most challenging phase because productivity decreased and uncertainty made it difficult for my team to stay focused. By recognising their emotional patterns, I remember making a conscious effort to provide clear communication and offer more emotional support. Over time, with the easing of lockdowns and introduction of online delivery, the remaining staff adapted to new responsibilities, adjusted to revised working hours, and understood the necessity of the changes. Therefore, by guiding the team through these stages and maintaining transparency, the shop eventually stabilised.

https://www.facebook.com/bucovinanewport
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In my voluntary work as a Director for the Association of Romanians in Great Britain (Asociatia Romanilor din Marea Britanie CIC), I faced a challenging period of internal conflict when another director resisted new ideas and decisions, creating friction across our team. His resistance affected our volunteers, who became demotivated as disagreements slowed down our project implementation and weakened our community presence. As previously outlined in Section 2, Situational Leadership argues that effective leaders should adjust their style depending on the motivation and competence of the individuals involved. In this case, the resistant director didn’t lack competence, but he struggled with openness to new approaches and shared decision-making. At first, I decided to adopt a collaborative style, assuming that joint planning and greater autonomy for him would ease tensions. However, my initial approach failed because it didn’t address his underlying emotional resistance and the difference in leadership expectations. Therefore, as the resistance from the other director grew, I changed towards a coaching-oriented style where I focused on one-to-one discussions, clarifying our roles, and attempting to rebuild the trust. I also remember trying to explain to the director that listening to the opinions of our younger volunteers and members would increase engagement in our future project implementation. I believe that at the time, this approach was more effective than the first approach. However, the required two skills were patience and emotional intelligence. Meanwhile, our volunteers, despite being competent, were at a low readiness level because they were demoralised by the attitude of the other director. As a result, I used a supportive leadership style to keep them engaged by offering encouragement and recognising their contributions. As the process evolved, the director who was creating persistent obstacles decided to leave the Association. I then decided to appoint a new director. Following my decision to change the leadership of the Association, our teamwork and cohesion improved, resulting in the Association delivering more community projects, developing partnerships with other organisations, and achieving greater media visibility. I believe that this outcome reinforces the principles of Situational Leadership, which, as described in Section 2, emphasise adapting leadership behaviours to individual readiness levels, addressing emotional barriers, and recognising when leadership changes are necessary to restore organisational effectiveness.

armb-org.co.uk
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In conclusion, my two experiences demonstrate that effective leadership during change requires far more than implementing new processes because it depends on understanding people, emotions, and context. My experiences showed me that successful leadership during change relies on empathy, clear communication, and adapting my style to people’s needs. By comparing my actions with recognised theories, I learned how urgency, emotional support, and flexibility reduce resistance.
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