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This essay examines how different leadership styles influence employee behaviour, engagement, and adaptation during organisational change.

To achieve sustainable organisational success, an organisation must remain adaptable and this adaptability is shaped by how management responds to change, as emphasised by Bangura (2025). According to Stempel, Dettmers and Rigotti (2023) leader is an individual who guides and motivates followers, influencing performance and well-being directly and through the work environment. 

On the other hand Riaz, Morgan and Kimberley (2023) noted that organizational change is a process influenced by internal and external factors, requiring the use of adaptive strategies to manage it successfully. Leaders play a key role in driving this adaptability, as they must be adaptable and able to manage regardless of the changing environment. According to Boita, Pribeanu and Milutin (2025) one of the most important leadership styles that has a large contribution to organizational change is transformational, leaders are an example that leads to commitment and increased involvement in work, co-leading to positive adaptation. 

However, a poor team culture or work environment can significantly affect employee’s behaviour and willingness to adapt to change. When the culture is negative can interrupt positive attitude, motivation and sense of belonging. Furthermore, Rosari et al., (2025) noted that the actual impact of the change on the employee is unknown, the author believes that the employee's psychological approach plays a large role.

This essay applies Kurt Lewin’s Change Model and the Casual Chain of Leadership model to contrast two organisational changes, showing how different leadership styles influence employee behaviour, engagement, and adaption to change. The first change demonstrates the challenges of autocratic leadership, while the second highlights the benefits of a democratic approach.

Technology is now a permanent part of life, and Covid-19 has disrupted how companies operate. Organisations must follow trends to survive and grow, or they risk failure. Organisations should implement change to remain resilient , Mavunda (2025) pointed out that companies need to implement change to survive and grow but leadership plays important role in process. Models such as ADKAR emphasise that successful change requires a strong psychological approach to support employee adaptation. 

Change 1. 

Since 2018, I was employed at TOAST, a company that mainly sells men’s and women’s clothing. The company has 23 stores in the United Kingdom and the United States. The situation took place in the warehouse, where items are prepared for shipment.

The first change was an operational and structural transformation of the organisation. As emphasised by Zhihuang and yuchen (2025) several studies suggest that well-managed structural change can lead to significant gains in both productivity and operational performance across organisations. It is designed to improve work systems, resulting in higher operational results and productivity. 

It involved the closure of the rebagging sector, a department responsible for handling clothing returns from customers and stores. The senior manager made this decision mainly to reduce costs from the extra five employees in the department and to speed up the process of adding returned stock. This helps get products back on sale faster and improves customer satisfaction. The decision supports the company’s customer-focused approach. At that time, I was a team leader in the packaging department and I observed significant changes in employee behaviour .I will present this process based on Kurt Lewin’s Model which states that change occurs when forces within an organisation are adjusted, allowing the current situation to shift toward a desired state.(Nyamunda, 2022)

	1. Unfreeze 

	2. Change 

	3. Refreeze 


	As previously noted, the Senior Manager observed that processing returned stock was taking too long and therefore decided to close the department. The new process was introduced without any prior communication or discussion with the team.

	The new process was put in place, but employees struggled to fully accept it. They felt abandoned, disconnected, and distrustful of their managers, believing that efficiency was valued over their well-being. This led to a negative organisational culture. Even after the refreeze stage, employees never fully embraced the change.

	The company let five employees go, sped up the returns process, and made the remaining packers take on the extra workload. Employees had to quickly adjust to the sudden changes and heavier workload. While returns were processed faster, the change created lasting distrust and anxiety among staff.




When changes take place, leadership style is crucial, as a manager’s approach largely determines whether employees fully accept and adopt the changes, because leaders shape employee actions and behaviours, which directly impacts the organisation overall success. Autocratic leadership is a style in which the leader alone makes decisions and holds full control (Rosing, Boer and Buengeler, 2022). The author stated that this approach is appropriate for situations requiring quick decisions where team input is not possible. This style also has negative consequences, as wrote by Hubbart (2024) autocratic management or ignoring employees’ needs worsens problems and limits creativity. Employees feel undervalued, demotivated and not willing to share new ideas. 

As noted by Picado Argüello and González-Prida (2024) ADKAR change model outlines five key steps individuals need to progress through for a change to work effectively and remain stable in the long term. Using the ADKAR model shows that change lacked awareness, desire, and reinforcement because it was introduced suddenly and communicated poorly. The process became faster, employees stayed disengaged and distrustful. This shows that without psychological safety, a change model like ADKAR cannot be fully successful.

According to CIPD (2025) top-level leadership demands diverse abilities and expertise, yet the precise mix varies with the organizational setting, so employers need to consider this . The organization successfully adopted a new approach to reach its goals. With a customer-focused strategy, customer satisfaction comes first. Costs were reduced, allowing for the development of other processes. The outcome was more important than the expense. The senior manager had the necessary skills to achieve this, including autocratic leadership, problem-solving, and quick decision-making. 

From the employee's point of view, the change was never adopted, employees got used to the new process but never fully recover it. According to Boccardelli and Brunetta (2024) effective leaders foster organisational adaptability by cultivating teams that are open to innovation and responsive to change. A leader's emotional intelligence and trust are critical for an employee to feel safe, supported and motivated throughout adapting to change. This issue resulted from poor communication, ignoring team input, and an unwillingness to consider alternative ideas, triggering negative organizational changes like a domino effect. Employees lost trust in the leader, feeling their financial well-being was sacrificed for higher productivity. This breakdown in communication reduced collaboration, left employees feeling isolated, weakened their sense of belonging, and lowered performance.

Change 2. 

Transformational change refers to change in the structure, culture and key processes of an organization.(Anu Singh Lather, Shilpa Jain, and Yogesh Verma, 2022) The second change is transformational and takes time to change how the organization and employees think and act because process quite often requires introduce new technologies or changing goals which can reshape organisational culture . 

It was the company’s first entry into the United States of America retail market, and I led this change as the Warehouse Dispatch Retail Manager. In the absence of the Senior Manager, I also oversaw operations, including the preparation and shipment of goods and store fixtures through DHL. Due to customs restrictions, I stayed in regular contact with the production department to make sure every item was certified. I coordinated the event by communicating with stakeholders and managed the daily operational tasks in the warehouse. To demonstrate change , I will use Casual Chain of Leadership , Wroblewski et al., (2022) describe this model as a sequence in which leader behaviour influences follower outcomes through a series of steps. 

1. Inspiring vison 

Opening the first store in the USA was our main goal. I shared my vision of the process with the team and asked for their perspectives, as well as how important they believed this goal was for the company. This approach helped me motivate the team and create effective collaboration across the group.

2. Training and coaching 

I divided the warehouse team into three groups. The first focused on preparing fixtures for shipment, the second handled stock preparation along with certificates for the new store, and the third managed tasks related to the daily warehouse operations. Each group received guidance and training, ensuring that everyone clearly understood the tasks assigned to them.

3. Effort 

Clear communication, organized workload, and explained goals helped the team work confidently and achieve high performance.

4. Skills 

My training, support, and feedback helped employees become confident and valued. They learned teamwork and the new internal stock process, which became a standard procedure.

5. Quality, Productivity and Profit 

Thanks to teamwork and trust in my colleagues, I was able to prepare and send stock on time, leading to a major success for the company. This, along with new processes in my department, helped the company enter the US market, increasing turnover and supporting future growth. The company now has five stores across the US.

Leaders influence how people think, act, and perform. By applying skills such as emotional intelligence, self-awareness, and critical thinking, they can drive positive change. I believe my democratic leadership style enables me to help people adapt quickly to change. According to Mphaluwa et al.,( 2025) democratic leadership boost participation and results by encouraging everyone’s input in the decision-making process. This approach fosters engagement by creating a workplace where people feel valued and heard. Rosing, Boer and Buengeler, (2022) democratic leadership works best when teams are reflecting, learning, or planning, but it is less suitable for situations that need fast, clear decisions. During the shipment of fixtures, special wooden packaging was needed for safe air transport. With only one day to plan, I consulted other managers to find the best solution rather than deciding alone. Using critical thinking, I made a decision that benefited the company. I also find brainstorming effective in critical situations, as it helps see problems from different perspectives. I demonstrated that I could use a democratic leadership style even when the situation is critical and requires quick action.

I believe I have effectively managed change. A leader has an important role in guiding and interpreting situations and must be able to inspire others to achieve success. Thanks to my determination, calmness, empathy, and administrative skills, I was able to achieve success for the company by entering the United States market and implementing changes to help employees adapt. I established trust, encouraged teamwork, and promoted a sense of inclusion, this approach led to my success.



Comparison of changes 

The changes led to different responses. In the first case, introducing an autocratic leadership style caused resistance from employees. As noted by Cable and Bartunek, (2024) employee resistance to change within an organization is a challenge that must be addressed and managed to successfully achieve specific organizational objectives There are various factors that influence resistance, such as fear of change, lack of understanding, or lack of trust. In the first example, the change was introduced suddenly, without proper communication with the team. Wroblewski et al., (2022) stated that leaders who interact frequently with their followers enable a better understanding of goals and task responsibilities. In the second example, resistance to change did not occur because communication with the team took place daily. I have applied approaches such as driving culture and morale, inspiring others to work, and creating a positive and collaborative work environment. Despite the importance of the process, the team was given trust and freedom, which helped build employee confidence and improve performance levels.

Conclusion 

Both changes demonstrated how leadership style and communication impact employees’ adaptation to change. The first change was managed through an autocratic approach, which allowed the achievement of short-term operational goals. However, it failed due to a lack of trust and employee engagement. The absence of effective communication and collaboration led to resistance and anxiety, ultimately preventing the initiative from achieving long-term success.  The second change, managed through a democratic leadership approach, highlighted the importance of inclusion, transparency, and trust. Through regular communication, active team collaboration, and motivation, the organisation achieved a positive overall outcome. These examples demonstrated that effective leadership requires more than making quick decisions and holding authority. Managing people demands empathy, adaptability, and the ability to inspire others through a shared vision. According to Faupel and Süß, (2019) employees’ responses to change are shaped by transformational leaders who build readiness, commitment, and motivation to support the change, thanks to these approaches, employees feel valued and supported, which makes them open to change. As empathised by Vito et al., (2024) organisations must invest in the ongoing development of leaders, which includes fostering psychological safety or maintaining organisational resilience.

Lasting change only happens when leaders create psychological safety, communicate clearly, and involve employees, so both the organisation and its people can progress together.
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