	
	
	



Leadership and Change: A Critical Discussion Based on Personal Experience
[bookmark: _Toc562368611]Introduction

[bookmark: _Int_yqpEgbTn][bookmark: _Int_4InUJb3e]Leadership and organisational change are linked, particularly in environments where clear communication, stability, and direction are essential. Effective leadership can help employees navigate uncertainty, whereas poor leadership can increase stress and confusion. Change is inevitable in organisations, and its management significally affects staff morale, performance, and success. This essay reflects on my experience at Mitie Cleaning Services, where I began as a Cleaning Supervisor on June9, 2014, overseeing nine cleaners in Bristol. I faced considerable organisational upheaval due to frequent management changes and inconsistent leadership support. After site closures and restructuring, I moved to an area cleaning Supervisor role managing multiple sites.
Using change management models and leadership theories such as Lewin’s Change model, Kotter’s Eight Step Model, and Situational Leadership Theory, this essay evaluates how my experiences aligned with best practices. It emphasises how leadership behaviour influenced change outcomes and how I adapted to new expectations, illustrating that the success of workplace change relies heavily on quality leadership, communication, and organisational support during uncertain times.

[bookmark: _Toc1240087301]Experience 1: Manager Turnover and Lack of Leadership Support (2014 – 2019)

When I began working at the Emerson Green headquarters in 2014, I entered the job with no previous supervisory experience. I relied heavily on guidance from my first manager. Who was both supportive and strict. She helped me settle into the role, build confidence, and understand the expectations of managing a team of nine cleaners across a demanding five floor building. However, she left after just three months. This marked the beginning of a prolonged period of instability that lasted almost five years, during which I had multiple managers, most of whom provided little or no support.
My next manager stayed for two years, but her leadership style was ineffective. She rarely responded to messages, often ignored urgent issues, and show no interest in recruitment, ordering supplies or solving problems. Responsibilities that were meant to be shared or supported by management fell entirely on my shoulders. As a result, I found myself managing staff conflicts, interviewing new cleaners, dealing with attendance issues, and maintaining the building standards with little guidance. Two more managers followed in quick succession, both offering minimal direction. One lasted only two months, and the ither, though strict, lacked knowledge of the cleaning industry and could not meaningfully support my role.

Comparing it with Lewin’s (1951) three stage change model, unfreeze, change, and freeze, helps explain why this period was so difficult. The ‘’unfreeze’’ stage should involve preparing employees for change, clarifying expectation, and reducing uncertainty. However, at Emersons green, change happened suddenly each time a manager left, with no preparation or communication. This created ongoing instability. The ‘’change’’ stage involves providing support as people adapt, yet I received almost none. Finally, ‘’refreeze’’ requires establishing stability and embedding new roles or routines, but because managers kept changing, the team never reached this stage. In practice, the workplace was in a constant state of unfreezing, with no stability to refreeze into (Lewin, 1951).
[bookmark: _Int_OuA3ELXE][bookmark: _Int_uNl44PDK]Kotter (1996) argues that successful organisational change depends on leadership creating urgency, communicating a sharp vision, and supporting staff. None of these steps was followed. No manager communicated what the long term plan was for our team or the building. There was no guiding coalition because managers did not remain long enough to build one. Vision was unclear, and communication was non existent. Kotter emphasises empowering staff and removing barriers, yet I faced barriers daily, a lack of resources, recruitment issues, and team resistance without any managerial support to overcome them (Kotter, 1996).

[bookmark: _Int_SSk4cxF3]Using Hersey and Blanchard's Situational Leadership Theory (1969), the managers I worked for under consistently fail to adapt their leadership to my needs. As a new and inexperienced supervisor, I required a directing or coaching style. Instead, I was left to operate at an important level of independence long before I was ready. Their lack of involment represents a laissez faire approach, widely recognised as ineffective in roles that require structure and guidance. This mismatch contributed to my stress and the team’s difficulties respecting my authority, because management had not reinforced my position (Hersey & Blanchard, 1969).
My emotional response to these constant changes aligns with the Kubler-Ross Change Curve (Kubler-Ross, 1969). Initially, I experienced shock and frustration when managers left. Over time, this turned into anger and stress as I felt abandoned and overwhelmed. Eventually, through necessity, I reached acceptance and problem solving, taking on responsibilities that I should not have been managing alone. Although I adapted, this adaption was driven by personal resilience, not organisational support.


[bookmark: _Toc864949958]Experience 2: Redundancy Risk, Site Closure and Expansion to Area Supervisor Role (2019 Present)

After more than five years at Emersons Green, our office began to reduce operations, first closing two floors and later shutting entirely. Staff were moved, reassigned, or made redundant. I was moved to Keynsham Chocolate Factory site with my new manager, the first strong and dependable leader I had experienced since my original manager in 2014. When the Emersons Green office officially closed, I faced redundancy again, instead of letting me go, my manager asked whether I wanted to stay and take on a wider role. I agreed.
[bookmark: _Int_vJR0rhPc]This marked the beginning of my transition into Area Cleaning Supervisor position. Suddenly, I was responsible for all my manager’s Bristol sites, around fifty offices, as well as large complex locations such as Bristol Crown court, the Civil Justice Court and the Bristol Hippodrome and BBC Studios, where many cleaners worked across large shifts. I managed around twenty cleaners across various sites, organised cover for supervision holidays, overseen recruitment and dealt with HR matters such as disciplinary issues. This change was massive to compared to my original role.
Although the workload was overwhelming, this change was managed more efficiently because my manager provided consistent support, communication, and trust. She believed in my abilities, helped me build confidence and gave me opportunities to gain experience. Even after COVID-19 reduced the number of sites to around twenty-five, I continued to develop within the role.

Bridges (1991) differentiates between organisational change and personal transition. My experience fits his model closely. Ending Leaving Emerson’s Green wanted to lose my original role, routine, and team. Neutral Zone: Moving to Keynsham and then managing all Bristol sites involved confusion, uncertainty and learning new skills. New Beginning: Eventually, I settled into Area Supervisor role, developing confidence and a clearer professional identity. Unlike the first experience, this transition was supported, making it more successful (Bridge’s, 1991).
Hiatt’s ADKAR Model (2006) also helps explain why this change was successful. A, I understood why the site was closing; D, I choose to stay rather than be made redundant; K, My manager trained and guided me; A, I practised and gained confidence managing many sites; R, Continued to trust working stability supported the new role. Because all five elements were present, the change became a positive turning point (Hiatt, 2006).

My new manager demonstrated a more transformational leadership style. She inspired confidence, communicate clearly, set expectations, and supported my development. Transformational leaders create change by motivating followers towards shared goals, and this was evident in how she trusted me with major responsibilities in Bristol. Unlike the previous managers, she balanced strict expectations with empathy and support, which helped me succeed (Burns,1978; Bass, 1990). Her approach felt transformational but also situational. Early on, she was more directive, setting clear processes. Later, she delegated and let me lead, which aligns with Hersey and Blanchard’s life cycle theory of leadership (Hersey & Blanchrd, 1969). The emotional climate mattered too. Leaders who read the room, noticing energy, stress, and readiness, create results beyond procedures (Goleman,2000; Schein, 2010). I could feel the difference in weekly rhythms, fewer surprises, more shared expectations, and honestly, more dignity in the work. That combination of vision, adaptation, and emotional clarity is what made heavy responsibility viable, not just survivable.

[bookmark: _Int_6dhQzOpO][bookmark: _Int_6t5cqSvR]This experience represents a successful example of leadership supported organisational change. Workload increased dramatically, the combination of strong leadership, guidance and communication enabled me to grow and perform effectively. Growth did not look elegant, it looked like learning on the fly, apologising, correcting, and calling someone back at 7:10 a.m. because I had promised a fix. Yet the new effect was confidence I could trust, not just adrenaline. Organisational change research often talks about ‘’readiness’’ in practice, readiness felt like being backed to try, fail safety, and try again (Armenakis & Harris; Northouse, 2019). This outcome also reflects Goleman’s (2000) argument that emotional intelligence is central to leadership effectiveness. My manager noticed stress levels, adapted her style, and created a climate where mistakes became learning opportunities rather than punishments. Schein (2010) adds that organisational culture is the container for behaviour, and in this case the culture shifted from reactive survival to proactive learning. These elements combined to make the change sustainable rather than temporary. Yuki (2013) further emphasises that leadership depends on balancing task orientated and relationship oriented behaviours, and this balance was evident in my later manager's approach.



[bookmark: _Toc2091606826]Comparison of the two Change Experiences

The contrast between my two experiences demonstrates how critical leadership is to organisational change. In the first experience, managers failed to communicate, plan or support staff. None of the established change management principles were followed, resulting in confusion, stress, and poor outcomes. In the second experience, leadership was clear and consistent, aligning closely with best practice models.
[bookmark: _Int_qFBNkYWB]The failed change resembled a jump straight to ‘’change’’ without Lewin's unfreezing, no shared diagnosis, no preparation (Lewin, 1951). There was no guiding coalition, no communicated vision, and no short term wins, which Kotter identifies as critical (Kotter,1996). By contrast, the successful change combined transformational leadership with situational adjustments and clear reinforcement, aligning with ADKAR and with broader insight on culture as the container for behaviour (Hiatt, 2006; Schein, 2010; Cameron & Green, 2015). It also tracked the human curve, denial and frustration giving way to acceptance and growth, as the Kubler – Ross change lens suggests (Kubler-Ross, 1969).
Gill (2002) argues that change management is often confused with change leadership, and my experience illustrate this distinction. The first period was management without leadership processes existed and no vision or support. The second period was leadership that created meaning, trust, and resilience. Kotter’s (2012) later work on dual operating system also suggests that organisational need both hierarchy and networks to manage change effectively, and my second experience reflected this balance. Cameron and Quinn (2011) highlight competing values in organisational culture, and the shift from instability to support shows how culture change underpins leadership success.








[bookmark: _Toc140367459]Conclusion 

My experiences at Mitie highlight how leadership quality impacts organisational change. From 2014 to 2019, unstable management and poor communication created a negative work environment, causing the team to suffer. In contrast, later experiences benefited from strong leadership consistent with theories like ADKAR and transformational leadership. This taught me that sustainable change relies on leaders who make human transition visible, set milestone, and maintain a coherent culture. Becoming an Area Cleaning Supervisor demonstrated that structured and empathetic leadership can transform transitions into grounded identities. While personal resilience was important, it was not sufficient without leadership support. Theories like Kotter’s Eight Steps and Lewin’s Three stage Model emphasise the necessity of structure and vision. My experiences confirm that effective leadership can turn change into opportunity, while poor leadership can escalate minor changes into crisis. This underscores the crucial role leadership plays in achieving sustainable organisational change.






[bookmark: _Toc1096638390]References

[bookmark: _Int_v35U6IgR]Armenakis, A.A. and Harris, S.G. (2009). Reflections: Our Journey in Organisational Change Research. Journal of Change Management, 9(2), pp.127–142.
[bookmark: _Int_yyFL1zN2]Bass, B.M. (1990). From Transactional to Transformational Leadership: Learning to Share the Vision. Organisational Dynamics, 18(3), pp.19–31.
Bridges, W. (1991). Managing Transitions: Making the Most of Change. Reading, MA: Addison-Wesley.
Burns, J.M. (1978). Leadership. New York: Harper & Row.
Burke, W.W. (2017). Organisation Change: Theory and Practice. Sage.
Cameron, E., and Green, M. (2015). Making Sense of Change Management. Kogan Page.
Cameron, K.S. and Quinn, R.E. (2011). Diagnosing and Changing Organisational Culture: Based on the Competing Values Framework. Jossey-Bass.
Carnall, C.A. (2007). Managing Change in Organisations. 5th ed. Pearson Education.
Gill, R. (2002). Change Management—Or Change Leadership? Journal of Change Management, 3(4), pp.307–318.
Goleman, D. (2000). Leadership That Gets Results. Harvard Business Review, 78(2), pp.78–90.
Hersey, P. and Blanchard, K.H. (1969). Life Cycle Theory of Leadership. In: Management of Organisational Behaviour. Englewood Cliffs, NJ: Prentice Hall.
[bookmark: _Int_Le6EL7NB][bookmark: _Int_1BomK1Ok]Hiatt, J. (2006). ADKAR: A Model for Change in Business, Government and Our Community. Loveland, CO: Prosci.
Kotter, J.P. (1996). Leading Change. Boston, MA: Harvard Business School Press.
Kotter, J.P. (2012). Accelerate: Building Strategic Agility for a Faster-Moving World. Harvard Business Review Press.
Kotter, J.P., and Schlesinger, L.A. (2008). Choosing Strategies for Change. Harvard Business Review, 86(7/8), pp.130–
Kübler-Ross, E. (1969). On Death and Dying. New York: Macmillan.
Lewin, K. (1951). Field Theory in Social Science. New York: Harper & Brothers.
Northouse, P.G. (2019). Leadership: Theory and Practice. 8th ed. Sage.
Schein, E.H. (2010). Organisational Culture and Leadership. 4th ed. Jossey-Bass.
Yukl, G. (2013). Leadership in Organisations. 8th ed. Pearson.

AI Acknowledgement
I acknowledge the use of the AI tools listed below. I confirm that I have not presented
any AI generated text as my own work. I confirm I have copies of my drafts, notes,
and other resources I used before, and after the use of AI tools which I may be
asked to provide in evidence.
	AI Tool (with url)
	Date used
	Why did you use this tool
	Example prompt(s)

	https://www.grammarly.com  
	11/12/2025 
	Check my work 
	Please check the following text for grammar and syntax. 

	https://www.google.co.uk  
	25/11/2025 
	Help with finding sources and references
	Theories of leadership and managing change

	https://www.googlescholar.co.uk  
	 20/11/2025
	 Help with finding sources and references
	 Theories of leadership and managing change




	
	
	1



