
 

How does a leader engage 

in the change process? 
 

 

 

                                               

 

 

                              Friday, 29 November 2024 

 

MODULE NAME: Leadership and Change 

NAME: Marta Lesiczka 

STUDENT NUMBER: 2130091 



i 

Contents 
Table of Figures ............................................................................................................ 1 

1.0 Introduction ............................................................................................................ 1 

1.1 Report Remit........................................................................................................ 1 

1.2 Context .............................................................................................................. 1 

2.0 Task One-Leadership style ....................................................................................... 2 

2.1 Leader styles ....................................................................................................... 2 

2.2 Chosen leadership style ....................................................................................... 2 

2.2.1 Positive Elements of Tim Cook’s Leadership: ................................................... 2 

2.2.2Negative Elements of Tim Cook’s Leadership ....................................................... 3 

2.2.3 Critical Evaluation ............................................................................................. 4 

3.0 Task Two-Change Models......................................................................................... 6 

3.1 Change Models .................................................................................................... 6 

3.2 Chosen Change Model: Lewin’s Change Management Model .................................. 7 

3.2.1 Lewin’s model emphasises: ........................................................................... 7 

3.3 Change Process: Analyzing Apple’s Transformations through Lewin’s Model ............ 8 

Task 3: Evaluate the Impact of Leadership on Change ................................................... 10 

4.0 Stakeholder Perspectives ................................................................................... 10 

Conclusion ................................................................................................................. 12 

References ................................................................................................................. 13 

 

Table of Figures 
Figure 1 Lewins Model of Change- Lewin’s 3-Stage Model of Change Theory: Overview  
(Lewin-2022)................................................................................................................. 7 

 



1 
 

1.0 Introduction 
 

1.1 Report Remit 

This report evaluates Tim Cook’s leadership, examining its impact on Apple’s change 

processes, culture, and innovation. Using leadership and change management theories, 

it assesses how his decisions address challenges and drive Apples long-term success 

and adaptability. 

Key objectives include: 
A) Critically analysing Cook’s leadership style and its influence on Apple’s changes. 
B) Assessing Apple’s change process using relevant models to evaluate its 
implementation and impact. 
C) Examining how Cook’s leadership has driven innovation, adaptation, and success 
during global uncertainty. 

Using academic theories and practical examples, the report offers insights into leadership 
and change management for professional application. 

 

1.2 Context 

TIM COOK – APPLE CEO 

Tim Cook became Apples CEO in August 2011, succeeding the company’s visionary co-

founder, Steve Jobs. Before his role as CEO, Cook served as Apple’s Chief Operating 

Officer, where he was instrumental in optimizing the company’s supply chain and driving 

operational efficiency. Known for his collaborative and ethical leadership style, Cook has 

guided Apple to become the world’s first company to reach a market capitalization of $3 

trillion (Wang, 2024). Under his leadership, Apple has expanded its product ecosystem 

while also placing significant emphasis on sustainability and corporate responsibility 

(Chakraborty, 2024). 

In recent years, Cook has overseen transformative changes at Apple, particularly in its 

sustainability initiatives and post-pandemic adaptations. One of the most significant 

changes is Apple’s ambitious commitment to achieving carbon neutrality across its entire 

supply chain and product lifecycle by 2030. This change involved substantial investment 

in renewable energy projects, redesigning product materials to include more recycled 

components, and encouraging suppliers to adopt green practices (Apple, 2024). 
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2.0 Task One-Leadership style 

2.1 Leader styles 
Leadership style refers to a leader's behaviors and approaches to influence, guide, and 

motivate their team toward achieving organisational objectives. Different leadership styles 

are often categorised into frameworks, such as transformational, autocratic, democratic, 

transactional, and servant leadership, each with distinct characteristics and outcomes 

(Bwalya, 2023).According to Jerab (2023) effective leadership styles vary depending on 

organisational goals, culture, and external challenges, and the ability to adapt these styles 

is critical in navigating change. 

Transformational leaders inspire and engage teams to achieve ambitious goals, often 

associated with innovation and change, while transactional leaders focus on structure, 

rewards, and adherence to set processes (Nisham, 2024). In the context of business 

leaders like Tim Cook, understanding these styles provides a foundation for evaluating 

their impact on organisational change and success. 

2.2 Chosen leadership style 
Tim Cook has been Apple’s CEO since 2011, leading the company through significant 

changes, including a focus on sustainability (Scoop, 2024). Compared to his predecessor, 

Steve Jobs, Cook's leadership style emphasises collaboration, inclusivity, and long-term 

impact. These attributes have been critical in driving Apple’s sustainability agenda and 

enabling the organisation to navigate global disruptions while maintaining innovation and 

growth. 

Tim Cook exemplifies transformational leadership, characterised by a focus on inspiring 

and empowering employees to achieve organisational goals that align with a long-term 

vision (Chakraborty, 2024).His ethical and inclusive approach has fostered a culture that 

prioritises innovation, adaptability, and sustainability. Cook incorporates aspects of 

servant leadership, where decision-making prioritises the well-being of employees, 

customers, and the environment (Ortiz-Gómez, 2022). 

For the purpose of this report, the focus will be on leadership style transformational and 

servant.  

 

 

2.2.1 Positive Elements of Tim Cook’s Leadership: 

1. Sustainability Leadership 
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Cook’s transformational approach has positioned Apple as a leader in environmental 

responsibility. His commitment to achieving carbon neutrality across Apple’s supply chain 

by 2030 exemplifies a forward-thinking strategy that integrates ethical considerations into 

the company’s core business objectives (Apple, 2024).This initiative fosters innovation in 

product design, such as incorporating recycled materials, and challenges suppliers to 

adopt greener practices, showcasing his ability to inspire systemic change. 

 

2. Focus on Ethical Leadership 

Cook has consistently positioned Apple as a champion of consumer privacy. Under his 
leadership, Apple implemented features such as App Tracking Transparency (ATT), 
requiring apps to obtain explicit user consent before tracking their data across platforms. 
This move not only gave users more control over their personal information but also 
established a new industry benchmark for privacy. Despite facing criticism from 
advertisers and competitors, Cook defended ATT as a necessary step to uphold 
consumer rights, even testifying before Congress on the importance of robust privacy 
laws. This initiative reinforced Apple’s image as a company that prioritizes user trust over 
short-term profits (Ian, 2024). 

Apple also has embedded privacy as a core principle in its product designs. Features like 
on-device data processing for Siri and the use of end-to-end encryption in iMessage and 
FaceTime exemplify Cook’s approach to integrating ethical considerations into Apple’s 
technology offerings. These measures ensure that sensitive data remains secure, 
bolstering consumer confidence and trust in Apple’s products. (Cheran, 2023). 

 

 

 

 

 

 

2.2.2Negative Elements of Tim Cook’s Leadership 
1.Centralised Decision-Making 

Despite his collaborative image, Cook’s leadership is occasionally critiqued for being 

overly cautious. Gene Munster (2024), Managing Partner and Co-Founder of Loup 

Ventures, a research-driven venture capital firm investing in frontier tech companies, 

argues that Cook's preference for incremental improvements over disruptive innovation 

reflects a risk-averse approach. This contrasts with Steve Jobs' bold and unpredictable 

leadership style, which was marked by groundbreaking products like the iPhone and iPad. 



4 
 

Critics suggest that while Cook has strengthened Apple's operations and profitability, his 

strategic focus on refinement over revolution has limited the company's capacity to 

produce truly transformative innovations (Kahney, 2019).This has led to perceptions that 

Apple’s rate of innovation has slowed under his tenure. 

 

 

2.2.3 Critical Evaluation 
Cook’s transformational leadership aligns closely with Apple’s sustainability goals and 

post-pandemic adaptations. By inspiring stakeholders, he drives innovation that 

addresses both environmental challenges and consumer demands. Theories of 

transformational leadership emphasise the importance of vision and motivation in creating 

meaningful change (Bojovic, 2020). Cook’s ability to inspire systemic changes, such as 

TSMC (Taiwan Semiconductor Manufacturing Company) and Foxconn transitioning to 

renewable energy, reflects this theoretical alignment. TSMC, a key supplier of Apple's 

chips, is committed to using 100% renewable energy for Apple’s production. Similarly, 

Foxconn, Apple's primary assembler, has invested in solar and wind energy projects to 

meet Apple’s clean energy standards. These initiatives underscore Cook’s influence in 

driving sustainability across Apple’s global supply chain (Verge, 2024). 

 

Incorporating elements of servant leadership, Cook demonstrates a commitment to 

ethical practices and stakeholder well-being. Greenleaf’s model highlights the leader’s 

role in serving broader societal and organizational goals, which aligns with Cook’s 

prioritisation of privacy, sustainability, and inclusivity (Greenleaf, 2008). However, Cook’s 

cautious, centralised decision-making occasionally undermines the agility and risk-taking 

often associated with transformational leadership, creating limitations in Apple’s capacity 

for groundbreaking innovation. 

 

In the context of the changes he has overseen, Cook’s leadership style effectively 

balances innovation and sustainability but faces challenges in meeting evolving employee 

expectations and maintaining a high level of disruptive innovation. 

Greenleaf’s Servant Leadership Model focuses on leaders prioritising the needs of their 
team and stakeholders to achieve organisational goals. Coined by Robert K. Greenleaf 
in 1970, the model emphasises serving others as the primary purpose of leadership 
(IBIE). Key characteristics include: 
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Empathy: Understanding and addressing the concerns of team members. 

Stewardship: Taking responsibility for the well-being of the organisation and its 
stakeholders. 

Community Building: Fostering a sense of belonging and shared purpose. 

Commitment to Growth: Supporting the personal and professional development of 
employees. 

Servant leaders, like Tim Cook, focus on empowering others and creating value for 
society, aligning business success with ethical responsibility and sustainability. 
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3.0 Task Two-Change Models 

3.1 Change Models 
Apple has undergone transformative changes to remain at the forefront of innovation and 

sustainability. These include a push for carbon neutrality by 2030 and launching health-

focused products like Apple Fitness+. These changes reflect Apple’s commitment to 

addressing environmental concerns and operational disruptions while maintaining its 

culture of innovation (Apple, 2022). 

Change management models provide structured frameworks for organisations to 

implement, monitor, and sustain change effectively. Lewin’s Change Management Model 

(1947) is a widely used framework, offering a three-step approach—Unfreeze, Change, 

and Refreeze—to guide organisations through transitions (Sarayreh, 2013). This model’s 

simplicity and focus on both organisational readiness and long-term stability make it 

particularly relevant for analysing Apple’s change processes. However, its circular 

structure has been critiqued for oversimplifying complex, iterative change processes 

(Alvarado, 2024). 
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3.2 Chosen Change Model: Lewin’s Change Management Model 

 

Figure 1 - 

Figure 1 Lewins Model of Change- Lewin’s 3-Stage Model of Change Theory: Overview  (Lewin-2022) 

 

3.2.1 Lewin’s model emphasises: 

Unfreeze: Preparing the organisation by recognising the need for change and 

overcoming resistance (Denis, 2021). 

Change: Implementing new processes, systems, or behaviors to achieve desired 

outcomes (IBID). 

Refreeze: Reinforcing and stabilising changes to ensure their sustainability (IBID). 

The model’s relevance lies in its ability to address cultural and operational shifts, aligning 

well with Apple’s sustainability. 

The circular nature of Lewin’s model assumes clear start and end points, which may not 

align with Apple’s ongoing, iterative processes. 

It underemphasises the dynamic interplay of external factors, such as evolving consumer 

expectations and technological advancements (Apple, 2024). 

 

https://whatfix.com/blog/lewins-change-model/
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3.3 Change Process: Analyzing Apple’s Transformations through Lewin’s 
Model 
1.Unfreeze 

Apple recognised the urgency of addressing sustainability, driven by consumer demands 

for ethical practices and global climate imperatives. Internally, Cook championed 

environmental stewardship, building momentum for systemic changes such as using 

renewable energy and introducing recyclable products (Apple, 2023). 

Impact: Strengths: Raised awareness of environmental and operational imperatives, 

aligning with Apple’s values and brand image. 

Challenges: Initial scepticisms among suppliers about the feasibility and impact of 

changes. 

 

2.Change 

Apple launched bold initiatives to address sustainability, including renewable energy 

projects, fully recyclable products like the MacBook Air, and increased transparency 

through its Environmental Progress Reports (Apple, 2024). 

Impact: Strengths: Positioned Apple as a leader in sustainability, boosting consumer trust. 

Challenges: Supply chain disruptions during the pandemic reflected ongoing resistance. 

 

3.Refreeze 

Apple institutionalized these changes by setting measurable goals, such as achieving 

carbon neutrality by 2030 (Apple, 2022), and embedding sustainability metrics into its 

operations.  

 

Impact: Strengths: Sustainability initiatives enhanced brand loyalty and operational 

efficiency. 

Challenges: Implementing sustainability initiatives, such as redesigning products with 

recycled materials and investing in renewable energy, involves considerable upfront costs, 

which may pose financial strain, particularly in periods of economic uncertainty. 
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Also, the need to continuously update and refine sustainability strategies, particularly in 

response to evolving environmental standards and technological advancements, creates 

an ongoing operational challenge for Apple and Cooks. 

Lewin’s model highlights Apple’s structured approach, emphasising preparation, 

execution, and reinforcement. The Unfreeze phase addressed urgency, while the Change 

phase focused on strategy implementation. However, the Refreeze phase’s limitations 

are evident, as ongoing efforts, such as addressing employee concerns, show some 

changes remain fluid. 

The model’s circular limits its applicability to Apple’s iterative approach, where 

adjustments are continuously made in response to dynamics. A more dynamic model, 

like Kotter’s Eight-Step Process, could offer insights into sustaining momentum and 

adaptability (Kotter, 1996). 
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Task 3: Evaluate the Impact of Leadership on Change 

Tim Cook’s transformational leadership has driven Apple’s shift toward sustainability. His 
focus on innovation and ethics has solidified Apple’s market leadership. By targeting 
carbon neutrality across its supply chain by 2030, Cook has reduced Apple’s 
environmental impact while enhancing its reputation for corporate responsibility (Apple, 
2024). 

 

4.0 Stakeholder Perspectives 
1.Customers 

Cook’s commitment to sustainability resonates with environmentally conscious 

consumers. Initiatives such as eliminating plastic packaging and launching fully recyclable 

products have strengthened customer loyalty and differentiated Apple in a competitive 

market. Additionally, health-oriented innovations, including new Apple Watch features, 

aligned with consumers’ increased focus on personal well-being during the pandemic 

(Sherr, 2020). 

2. Investors 

Apple’s financial success under Cook highlights his strategic balance of ethics and 

profitability. Investors benefit from Apple’s growth, rising market value, and initiatives like 

renewable energy and eco-friendly products, which attract socially responsible 

stakeholders (Pressfarm, 2024). 

3. Lessons Learned 
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Cook's leadership highlights the balance between ethics and profitability, proving that 

sustainability can drive innovation and trust. At the same time, his transformational 

approach fosters long-term stakeholder confidence. Greater emphasis on participatory 

decision-making and flexibility could enhance employee engagement and alignment with 

organisational goals (Medium, 2024). 

4. Leadership’s Impact on Change 

Cook’s leadership style has significantly shaped the success and challenges of Apple’s 

recent changes. His visionary approach has driven groundbreaking initiatives in 

sustainability and innovation, ensuring Apple remains ahead of industry trends. By 

fostering collaboration and prioritizing ethical principles, Cook ensures that Apple’s 

changes align with its brand identity and stakeholder expectations. 
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Conclusion 

Tim Cook’s leadership has played a pivotal role in driving Apple’s transformative changes, 
particularly in sustainability. His visionary and ethical leadership style has enabled Apple 
to align its operational goals with broader societal values, fostering trust among 
stakeholders and reinforcing the company’s reputation as an industry leader. By 
leveraging a transformational approach, Cook has inspired systemic shifts, such as 
supplier transitions to renewable energy and the development of sustainable products, 
demonstrating the potential for businesses to combine profitability with corporate 
responsibility. 

Using Lewin’s Change Management Model as a framework provides deeper insight into 
how Cook’s leadership has guided Apple’s transformative efforts. In the Unfreeze phase, 
Cook effectively built urgency around environmental challenges, leveraging Apple’s 
influence to encourage, suppliers, and stakeholders to embrace sustainability as a core 
value. This stage required overcoming initial resistance and instilling a shared 
commitment to ambitious goals such as carbon neutrality by 2030. 

The Change phase saw Apple implementing concrete actions, such as extensive 
investment in renewable energy projects, redesigning flagship products with recyclable 
materials, and setting new industry benchmarks for transparency through Environmental 
Progress Reports. These measures positioned Apple as a global leader in sustainability 
and innovation, while simultaneously driving internal cultural shifts toward prioritising 
environmental responsibility. 

In the Refreeze phase, Apple institutionalised these changes by embedding sustainability 
metrics into operational performance and ensuring long-term accountability through 
clearly defined milestones. 

Tim Cook's leadership at Apple demonstrates how ethical imperatives and innovation can 
coexist to achieve long-term success. By combining transformational leadership with a 
structured approach to managing change, Cook has not only advanced Apple’s 
sustainability agenda but also reinforced its position as a forward-thinking global leader. 
The lessons from his tenure emphasise the importance of balancing visionary leadership 
with pragmatic frameworks, offering valuable insights for leaders navigating complex and 
iterative change processes. 
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