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Introduction 

Organisational change is increasingly a regular component of modern workplaces because of new technology, changing customer needs, economic pressures, and more competition (Awad & Martín Rojas, 2024).
 Leaders need to make sure that this shift is handled in a smart, tactful, and successful way (Beerel, 2009). 
According to Deng et al. (2023) and Fløvik, Knardahl, and Christensen (2019), poorly planned change can make customers less pleased, lower productivity, make staff more resistant, and impair the efficacy of the company.
 On the other hand, well-managed change with great leadership may make operations better, relationships with stakeholders stronger, and the business last for a long time (Stouten, Rousseau, & De Cremer, 2018).
This essay analyses the correlation between leadership and change via two organisational transformations that I personally observed during my role as a Development Manager at a property management company, where I have been employed for a few years. From 2023 to 2024, the company made a lot of big changes. These included a new purchase order platform, a new way to manage contractors, new payment deadlines, and a shift towards communicating with clients online solely through the company website. This transformation lasted for about a year and had a big effect on employees, contractors, and customers. The second change was a organisation structural change. This involved moving different buildings and sites to new operational zones. For example, large residential buildings were combined with later-living buildings and put under the same regional management. This restructuring caused uncertainty in operations, but it was finally fixed.
We will look at the Kübler-Ross Change Curve, Lewin's Change Model (Burnes, 2004), Kotter's Eight-Step Model (Kotter, 1996), and leadership-style theory (Curphy, 2021) closely in light of these two situations. The essay will talk about what kind of change happened, why it worked or didn't work, how leadership affected the results, and how best-practice models compare to real-life occurrences. The conclusion stresses the leadership characteristics that companies need to adopt in order to make lasting changes and sums up the most important lessons acquired.







Main Findings 

1. Experience One: Transition to New Systems (2023–2024)
Nature of the Change

The first big change I experienced was a year-long organisational transfer that included a number of system enhancements that were all connected. Some of these were: 
• New rules for managing contractors.

• A new purchase order (PO) system. 

• The due dates for payments changed from 30 to 60 to 90 days.

• A shift to online communication with clients through the business website. 

As development managers, we had to keep managing property portfolios that were changing quickly while also putting these new procedures into place, following them, and implementing them across the developments. For the new systems, we received little, erratic, and frequently ineffective training that came too late.  The change caused operational delays, higher stress levels, lower productivity, and a lot of unhappy customers (Rafferty & Griffin, 2006). 
The changes also affected contractors; several of them stopped working with the company since the payment cycles were lengthier.

Comparison with Kotter's Eight-Step Model

Kotter (1996) says that transformation happens in eight steps: 

1. Make people feel like they need to act quickly.
2. Set up a leadership group 
3. Create a plan and establish a goal 
4. Explain the vision
5. Empower the employees
6. Produce immediate success
7. Make the success last
8. Consolidate the change




Not having a strong leadership in charge and not feeling the need to act quickly: 
In my experience, the changeover did not begin with a clear explanation of why it was necessary. It didn't look like there was a clear leadership coalition in place to support or organise the change, and customers, contractors, and development managers were not informed ahead of time. A lot of employees thought the change was forced on them instead of being explained, which is exactly what happened. 
In 1996, Kotter said that if you don't build urgency, people will resist or not care.
 As Armenakis, Harris, and Mossholder (1993) say, this shows that it is not possible to make a group ready for change.

Vision and strategy communication that doesn't work:
 Kotter (1996) stresses how important it is to communicate clearly and consistently. But during the shift, messages were hard to understand, too technical, and not always sent. Staff members were told about new procedures without giving them enough background information or a good reason. The employees didn't feel ready, so they were left to "figure it out" on their own. As part of the switch to digital-only customer contact and communication, there should have been a clear plan for how to help older or more vulnerable residents, but there wasn't one.

Lack of empowerment:
 Kotter (1996) says that lowering hurdles to change is very important. In this case, walls were not taken down; instead, new ones were put up. The workers couldn't make the changes work because they didn't have the right guidance, system knowledge, or training (Li et al., 2016).

No quick wins or consolidation:
 No early "wins" were revealed to boost morale or show progress (Kotter, 2008). Instead, client complaints, delays, and misunderstanding ruled the first few months.
 In addition, the company couldn't make the change because early problems were not fixed for months, which made everyone feel frustrated. 
Taking everything into account, the change did not follow Kotter's model. If leaders had followed Kotter's stages, the change would have likely gone more quickly, easily, and with less stress (Stouten, Rousseau & De Cremer, 2018).





Kubler-Ross Change Curve

Kubler-Ross's model of grief is often used to look at how employees respond to change. The model's stages are shock and denial, frustration, sadness/depression, experimentation, choice and integration. It's clear that the contractors and the employees went through these stages:
• Shock/Denial: Many development managers were shocked by how little training and planning there was. 
• Frustration: Anger grew as problems like inaccurate orders, late payments, and unhappy customers showed up (Deng et al., 202303).
• Depression: Many workers reported burnout, staff stress escalated, and job pressure became unmanageable (Flovik, Knardahl & Christensen, 2019).
• Experimentation: Over time, staff members started to figure out ways to get around problems and make changes. 
• Integration: The process took a lot longer than it needed to, but after about a year, the staff was ready to go.
Kubler-Ross says that good leadership can help people get over the bad emotional stages. Instead, the harmful emotional effects persisted and intensified because of the authoritarian and unsupportive leadership (Köhler, Ritter & Kauffeld, 2024).

Leadership Style and Impact

The managers who were in charge of the change used an authoritarian style of leadership. The instructions came from the top down, leaving little room for input or debate. There was a lack of input from employees, empathy, and feedback that was discouraged and ignored instead of being looked into. 
Transformational, participatory, and supportive leadership are usually needed for change management. However, authoritarian leadership can be useful when strict compliance is needed or when there is an emergency (Burnes, 2018; Canterino et al., 2020).
Ibrahim (2023) and Mujib and Rosari (2023) say that transformational leaders motivate their staff, encourage teamwork, and communicate a compelling goal. 
According to Higgs, Kuipers, and Steijn (2023), collaborative leaders get workers more committed and less resistant to change by letting them help make decisions. In this case, things got worse under authoritarian rule because:
· It reduced trust
· It increased frustration
·  Showed discouragement of feedback 
· Restricted creativity 
· And made the employees feel undervalued
As a result, the leadership style was improper, which made the transition difficult, stressful, and unsuccessful (Curphy, 2021).

Why the Change Was Not Successful

Even though the new systems were finally put together and implemented, the change failed in terms of leadership and process. Some of the biggest problems were: 

• Not enough training

• Lack of proper communication channels

• Not enough participation from stakeholders 

Long-term payment delays put a strain on relationships with contractors; senior customers lack access of communication channels; employees are more stressed out and perform worse (Rafferty & Griffin, 2006). 

According to best practices, almost all of the recognised elements of effective change management were missing (Beer & Nohria, 2000).

Opportunities Missed

The organisation lost a number of chances: 

• Getting workers involved early on to get useful information (Khonjelwayo & Ellenson, 2024).
• Making sure there is enough training before implementation (Engida, Alemu, & Mulugeta, 2022). 
• Talking to contractors about how the delay in payments will affect them.
 • Giving vulnerable customers other channels of communication.
 • Celebrating early wins to boost mood (Kotter, 2012). 
If these steps had been taken, the change would have gone more smoothly, been more inclusive, and been more successful (Stouten, Rousseau & De Cremer, 2018).

2. Experience Two: Structural Reorganisation and Zone Change

Nature of the Change
The second big modification was changing the operational zones. The company tried to put  later living and large traditional housing complexes under the same regional supervision. Even though they are both types of independent living, later-living arrangements work very differently, and the appointed Regional Manager didn't have much experience in this field. 
The rearrangement caused confusion, inefficiency, and disputes that didn't need to happen (Nadler & Tushman, 1997). It was hard for employees to get used to the changes, and six months later, management recognised their mistake and reversed the change.

[bookmark: _Hlk215516942]Comparison with Lewin's Change Model
Lewin (1947, quoted in Burnes, 2004) put forth a paradigm with three stages: 

1. Unfreeze—get people ready for change
2. Change: put the new organisation into action 
3. Refreeze: make the modification permanent and stable

In this case, the "unfreezing" step was mostly left out. From the beginning, there was a lot of resistance because workers were not well educated or ready (Armenakis, Harris & Mossholder, 1993; Köhler, Ritter & Kauffeld, 2024).

Problems worsened throughout the "change" phase: 

• The Regional Manager was unprepared for later-living set up.
• Employees from various zones became unclear about their roles. 
• The level of service provided to customers was inconsistent. 
• Unfair and unbalanced workloads

The "refreeze" phase was a total failure. After six months, the leadership changed their minds and reversed the change instead of making it stable. This showed that it had not been properly planned, tested, or supported (Burnes, 2004).

Kotter's Model Comparison

Reiterating Kotter's (1996) steps illustrates similar failures:
· No leadership coalition was formed, and no rationale or sense of urgency was conveyed. 
· The leaders did not have a clear idea of what they wanted to do.
· There wasn't much training or empowerment. 
· It wasn't clear how to talk to individuals during the process (Li et al., 2016).
· According to Kotter (2012), there were no immediate benefits. 
· The change was reversed before the merger.
Leadership Style and Effectiveness
Once again, the leaders took an authoritarian stance and made snap decisions without asking the staff. Professionals who knew the actual differences between general buildings and later-living set-ups were not taken into account in this plan Democratic leadership, which incorporates employees in planning, or situational leadership, which adapts style based on team skill level, would have been more appropriate for this structural change (Higgs, Kuipers & Steijn, 2023). 

Ibrahim (2023) and Shanti et al. (2025) talk about transformational leadership, which uses a goal to inspire and motivate others.

The authoritarian approach made the transformation fail even more by cutting off communication between employees, blocking vital feedback, and making opposition worse (Curphy, 2021; Zulkarnain et al., 2024).

[bookmark: _Hlk215518128]Why the Change Was Not Successful

The structural rearrangement lacked supporting evidence, resulting in its failure (Unterkalmsteiner & Gorschek, 2023). 

• Leaders were not aware of the differences in operations.

• Complaints from employees were ignored.

• No one was told what to do or how to do it.

• Customers in later-living arrangements faced uncertainty and inconsistencies.
By reversing the change, the company showed that the original strategy for change was flawed and poorly executed (Burnes, 2004).

Opportunities Missed

The company could have carried out a pilot study.

· Staff feedback should had been asked for before the restructuring (Canterino et al., 2020).
· Goals and measures of success should had been made clear, and the regional manager should had been trained (Kotter, 1996).
· Changes to how work is divided and the number of employees. 

By turning down these opportunities, the company hurt employee trust and caused unnecessary trouble (Khonjelwayo & Ellenson, 2024).




Conclusion
These two personal experiences illustrate the essential role of leadership in achieving organisational transformation (Beerel, 2009; Curphy, 2021). 
Both changes, moving to new systems and reorganising the structure, ran into the same problems: not enough planning, bad communication, not enough training, not enough input from stakeholders, and a leadership style that was too dictatorial (Burnes, 2018).
It is clear that the organisation did not apply evidence-based change management methods when compared to best-practice models like Kotter's Eight Steps (Kotter, 1996), Lewin's Change Model (Burnes, 2004), and the Kübler-Ross Change Curve. The changes didn't work out perfectly, and in some cases they created a lot of trouble, stress, lost contractor connections, unhappy customers, and the changes were eventually reversed. 
These results demonstrate the consequences of neglecting to establish organised and human-centric change-management processes (Stouten, Rousseau, & De Cremer, 2018).

Moving forward, businesses, especially those in fast-paced fields like property management, need to use leadership styles that are participative, transformative, and supportive (Canterino et al., 2020; Higgs, Kuipers & Steijn, 2023). 
Leaders need to make sure that everyone can communicate with them, particularly the most vulnerable clients (Li et al., 2016; Shanti et al., 2025). 
To implement change, a structured strategy to empathise with others, work together, and plan, shall be adopted. (Mujib & Rosari, 2023).
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