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Introduction 

Organisational change is something that happens all the time in modern workplaces, especially in hospitality where things like ownership, standards and daily demands can shift very quickly (Cameron and Green, 2020). As a floor supervisor in the housekeeping department of a busy hotel, I have experienced several changes that affected both the way the team worked and how I carried out my own role. Some changes were structural and affected the whole department, while others were linked to leadership or staffing. Reflecting on these situations using leadership and change theories helps make sense of why certain transitions felt smooth while others felt more challenging.  
The first experience covers the transition from HotelCare to OYO, which introduced new systems, changed present standards and operational rules. Research emphasises that poor communication and inadequate preparation can lead to high levels of staff resistance during organisational change (Armenakis and Bedeian, 1999; Lines, 2004). Using theoretical frameworks such as Lewin’s (1947) change model and Kotter’s (1996) eight-step model, I will analyse why this transition felt unstable and why it was perceived negatively by much of the housekeeping team.
The second experience focuses on a leadership change following the maternity leave of a manager, which resulted in increased responsibilities for the remaining supervisors and lack of staffing support. Leadership and transitions often affect the wellbeing of employees, particularly when workload rises and communication is unclear (Rafferty and Griffin, 2006). This experience will be evaluated through theories such as situational leadership (Hersey and Blanchard, 1969) and workload models such as Karasek’s (1979) job demand-control framework. 
 	By comparing these two experiences, one being structural and the other leadership-based, this essay highlights the importance of communication, leadership style and staff involvement in enabling sustainable and effective changes. 


Experience 1 

The shift from HotelCare to OYO was one of the most disruptive changes I have experienced in my role as a floor supervisor. Although management suggested the change would improve performance and efficiency, the process felt abrupt and poorly managed. Effective change requires clear preparation and communication, yet many of us received little explanation of what the transition involved or how it would affect our work, which is known to increase uncertainty (Lines, 2004). 
Lewin’s (1947) three-stage model, unfreeze, change and refreeze, offers a practical way to assess this situation. The unfreezing stage aims to prepare employees by explaining the purpose of the change and to reduce anxiety. But in our case, the unfreezing stage was largely absent, because the staff were not sufficiently informed why OYO was taking over, nor were prepared for the new expectations, systems or standards that followed. Research suggests that failing to properly unfreeze employees often results in confusion and reduced trust in leadership (Burners, 2017). 
During the change stage, there were introduced new operational systems, such as a different app for the rotas, payslips and internal communication, as well as how we clock in everyday for work. According to Kotter (1996), successful change requires that the vision is communicated clearly, allowing employees to have time to adjust accordingly. Instead, the new and rapid introduction of the new apps without adequate guidance has created a lot of frustration and disruption. Lots of staff has had errors in their personal information, and some have also struggled to access basic information, such as their shifts and their holiday pay, which reflected a leadership approach focused on compliance rather than employee support. 
There have also been some changes to the housekeeping department about the standards required, which have intensified the difficulty. The expectations around room quotas shifted repeatedly, and most of the time this has been done without consultation. I believe this aligns with transactional or even autocratic leadership, where decisions are usually imposed top-down without involving staff (Bass, 1985; Yukl, 2012). Alternatively, using a transformational leadership style would have involved staff in discussions, providing necessary rationale for the new expectations, while maintaining motivation and trust. 
I believe that there’s a lack of stability which indicates that it was failed to achieve Lewin’s refreezing stage, and instead of settling into new procedures, staff experienced constant changes in rules, systems and standards. Without the refreezing stage, employees can struggle to establish new routines, which negatively affects overall employee performance (Schein, 2010). Within our team, it became a constant joke that “the rules change every week”, which shows that there’s continued reliability.
There have also been some issues with the holiday pay, which has reduced the morale even more. Several staff members have expressed their disappointment with their holiday payment under the new system or if they were even accurate. Organisational justice theory suggests that when or if employees face unfair or unpredictable treatment, trust in leaderships declines (Greenberg, 1990). 
As these issues have repeated multiple times now, the impact was and still is quite significant, and as a supervisor, I couldn’t help but see an increase in frustration, stress and confusion among the room attendants. Their work quality has been declining as they felt pressured by unrealistic standards and the inconsistent demands both guests and the hotel are asking for. 
My personal reaction to all these changes also makes sense when looking at the Kubler-Ross change curve. The model suggests that during big organisational changes, people often move through stages like shock, denial, frustration and eventually some level of acceptance (Kubler-Ross, 1969). When OYO was introduced to us and then they introduced their new systems and changed rules without more communication, my first reaction was shock, it felt overwhelming and like everything was thrown at us at once. There was a lot of frustration that came with these changes since everything was new, some of my coworkers were convinced that the changes wouldn’t last, while others were fed up or worn down by the increased workload the housekeeping department. I did eventually reach a point of acceptance, but I believe it happened more out of necessity, not because I felt supported. Looking back, I believe the emotional side of the change wasn’t considered at all, which is part of why so many workers have resisted it. 
Thinking about how it was handled, there are several things that could have been done differently. Proper training for the new systems would have made things a lot smoother, and if more managers or supervisors like myself had been involved in decisions early on, we could have highlighted issues such as unrealistic targets. Lastly, keeping procedures consistent for a while would have helped everyone settle in and would’ve supported Lewin’s idea of refreezing where new changes are meant to become stable. 
Overall, the change from HotelCare to OYO shows what can happen when planning, communication and staff involvement are lacking. When I look at the whole experience alongside the theories, it’s clear that the change didn’t follow good practice. This led to confusion, resistance and a noticeable drop in morale. For me, it really highlighted how important steady leadership and clear communication are when managing change in a workplace. 
 














Experience 2 

	The second major change I experienced was a shift in leadership after one of our managers left on maternity leave and a different manager stepped in to cover her role. Although this was expected, the shift affected the balance of the team more than I anticipated, especially for supervisors. Thinking back on it now, after using leadership and organisational theories, it becomes clearer why the transition felt quite uneven and why it places extra responsibility on certain people, including myself.
	When the new manager took over, the practical side of the transition wasn’t fully thought through. I understood who was replacing who, but what it meant for day-to-day in our department only became obvious once things were already happening. The new manager tended to focus on her contracted hours and often left tasks for the other supervisors to complete later in the day. This wasn’t necessarily intentional, but it did create a situation where me and the other supervisor were carrying more work than before. Situational leadership suggests that leaders need to adjust their approach on stuff depending on what needs the team has (Investopedia, 2025). In this case, however, the leadership style didn’t shift to reflect on pressures created by change, therefore making the transition harder for those supporting the department on the ground. 
As a floor supervisor, I was already responsible for checking rooms, supporting the team and dealing with issues, but because of this change, my workload increased quite noticeably. I was given extra responsibilities, such as opening the weekend shifts, checking and making rotas and making some of the weekend’s decisions. According to Balino and Turnley (2005), this aligns with the concept of role overload, where someone is asked to do more than what is normally expected. Although I managed and got used to these tasks, the additional responsibility came without much adjustment to staffing or the structure we had, which made some days harder than others. 
The impact of the leadership change has become very clear on the weekend. Before the change, there was three supervisors working Saturday and Sundays, but after this change, the supervisors dropped to two because the new manager only works Mondays to Fridays. This whole change has created even more pressure during busy periods, especially on weekends when an event takes place and the occupancy is extremely high. The job demand-control model explains exactly why stress increases when workload rises, while the control over the situation stays the same or decreases. This theory matches exactly what we experienced, which is high demand but fewer hands to manage it (Karasek, 1979).
Decisions made by the general manager of the hotel also played a big role in making this transition more difficult, because even through there was a clear need for additional supper, he chose not to hire more supervisors due to costs. Instead, four full-time staff were hired, but they needed significant training, and their inexperience often slowed the rest of the team down. This situation reflects issues with decision quality and staff involvement, and in our case, many decisions happened without the housekeeping department being consulted at all. Research shows that when employees are not included in decisions, especially ones that affects their workload, it can reduce their senses of fairness and motivation (Academy of Management, 2017). 
Bridges’ Transition model also explains the atmosphere during this time. Bridges makes a distinction between external change, which is a new manager taking over, and the internal transition employees go through (Bridges, 2009). In our department, the external change happened almost instantly, but the internal transition was slower, as people took time adjusting to new routines and new expectations. 
	Looking back, I believe several things could have strengthened the transition, such as redistributing responsibilities more fairly, adjusting weekend staff and involve the rest of us in decisions. Most importantly, adopting a leadership style that acknowledged the increased pressure would have helped maintain stability. 
Overall, this experience shower me how leadership changes, especially when it’s not managed properly, how it can disrupt team dynamics and place uneven pressure on certain staff. Using leadership and change theories makes it clear that supporting the people affects by change is just as important as change itself.  



Conclusion  

Reflecting on both experiences, it’s clear that the way change is managed has a huge impact on how people cope with it. The shift from HotelCare to OYO showed me how difficult change becomes when staff are left unsure about what is happening or why. Without preparation or consistency, it was easy for people to feel frustrated and resistant. Using models like Lewin and Kotter helped me understand why the transition felt so unsettled, It was because the early stages of change weren’t handled properly and the constant updates made it impossible for the team to feel safe. 
The second experience, when a new manager stepped in, highlighted a different problem. Here, the main issue wasn’t confusion, but the way responsibilities shifted unevenly. Supervisors suddenly carried more of the workload and the decisions were made without considering how they would affect the team. Theories such as situational leadership and the job demand-control model helped me see why the transition created pressure and why it didn’t feel balanid or supportive. 
Overall, these experiences shower me that successful organisational change isn’t just about new systems or new leaders. It depends on how people are supported, how decisions are explained and whether leaders recognise the impact on those doing the work. 
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