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Leadership has an essential function in managing organisational change. Important aspects of managerial tasks when guiding an organisation through a change involve employee motivation, creation of vision and planning for change, effective communication about the change and creating a supportive environment (e.g. Musaigwa, 2023). Adair (2022) also emphasises that change and leadership are closely related to each other as a positive and meaningful change always requires good leaders. 
A good leader in change owns a series of desirable skills such as resilience (Martin, 2025), self-awareness, emotional intelligence, business competence, clear communication and ethical integrity (CIPD, 2021a, 2021b), empathetic listening and compassion (Reily, 2025). Having such skills, a leader can successfully manage change in an organisation which is important in order to create a supportive atmosphere, to increase employee motivation and engagement and so, ensure the continuity of good performance (West, 2021).
In contrast, poor and inadequate change management can lead to lack of trust, increased resistance in staff, lower satisfaction, damage collaboration and organisational culture causing chaotic atmosphere, low efficiency, underperformance or ultimately employee turnover (Bordia et al., 2011). 
In this essay, I am going to discuss two examples of organisational change and their effect on the workplace and colleagues I experienced at my previous position in Hungary. I was employed as a Research Fellow at the Volcanology Research Group, Hungarian Academy of Sciences and Eotvos Lorand University, Budapest (was known as MTA-ELTE which is a Hungarian acronym standing for names of the Academy and the University) between 2013 and 2019 (ResearchGate, 2026).
The first change will be discussed is a review of research policy and ethical framework on shared copyrights driven by internal needs. It was an unplanned change became necessary due to hiring new experts in the Research Group, and had an impact both on team climate, the academic staff and their individual performance.
The second experience of change will be examined was a planned application of a new technology in research work including training which affected me personally. The individual change was driven internally and aimed to achieve research goals set at the foundation of the Research Group.
2. [bookmark: _Toc223731803]Findings
The Volcanology Research Group was founded in 2013 in a collaboration between the Hungarian Academy of Sciences (MTA) and Eotvos Lorand University (ELTE). The Academy employed 12 scientific experts in different volcanological fields including senior researchers, research fellows (as me), technicians and PhD students for conducting high-level multidisciplinary research work in various areas of volcanism related to the Carpathian-Pannonian Region (Nature, 2026). 
[bookmark: _Toc223731804]Review of research policy and ethical regulations
The senior leader of the Research Group managed our small team generally in a democratic and delegating, in special circumstances supporting leadership style. As Northouse (2023) describes, democratic leaders motivate individuals believing that they can do their best performance without controlling them, treat team members equal, collaborate and involve people in decision-making. Delegating leaders fully trust in ‘Self-Reliant Achievers’ when they are capable for independent work and decision-making (Blanchard, 2019). Less experienced PhD students as ‘Capable but Cautious Contributors’ in our team required more support by the leading professor as Blanchard (2019) also mentions supporting style in his leadership model. 
In the early years, the organisational culture was generally supportive, friendly and positive in the Research Group providing opportunities for young talents to reach their scientific potentials. We, Research Fellows as more experienced professionals in our specific field, were motivated and enthusiastic enough for being ensured autonomy in our work. 
However, after 3 years of productive and innovative work, new ethical regulations on datasets handling and shared copyrights were needed to introduce in the Research Group due to increased interdisciplinary collaborations between research peers and new experts joining to the research. This change was unplanned and occurred because of internal pressures. Issues arose around the manner of publishing new scientific results, ownership of datasets and copyrights. Despite of detailed negotiations, communication on these topics usually led to arguments for months and ultimately, the Head of Research Group wrote a 3-paged review document summarising and finalising a new ethical framework.
This change was introduced as a top-down approach as some aspects of the new regulations were still argued and not accepted by most of the fellow workers. This authoritarian and directing leadership style in change management caused low morale, mistrust and turnover intentions in us. The applied leadership style was not appropriate in the presented example, especially considering the previous practices in the Research Group. The change turned out to be unsuccessful and resulted in frustration, dissatisfaction and resistance in the long term which ended up talent turnover in 3 years. 
Kotter (2012) established an ideally 8-step theory to follow when managing organisational change which requires communication of urgency, building a core team of dominant leaders, development and sharing a strategic vision, making short-term wins to use their results in the long-term change, then incorporation new approaches into the company culture. Compared this theory to my experience in the above-mentioned practice, our Group leader did make a clear communication of the importance of change and his vision, got a few followers of senior fellows and managed to make small improvements but failed to enlarge small wins into new cultural behaviours as half of the team did not share his vision. 
Change in the research policy and ethical regulations, especially regarding shared copyrights is a sensitive topic in scientific research work, and so it strongly influenced the sense of achievement and progress in the Research Group. Initially, I was shocked, frustrated and wanted to refuse the new procedures, and I was not alone with these feelings in the group. We felt it was a one-sided, beneficial change made for the leadership and not for the Research Group and its staff. Stages of emotional reactions to unwanted organisational change are discussed in the Kübler-Ross (1973) change curve. Lots of team members reacted similarly to this psychological path however, continued their work with less enthusiasm and resigned to the new policy rather than accepted it.  
[bookmark: _Toc223731805]Application of new technology
The second personal experience of a change within the workplace, I analyse in this chapter, is a positive and successful one which meant to support professional growth and encourage innovation. It was rather an implementation of a task to apply new technology in our research methods than a large, comprehensive institutional change. It was a planned, individual change managed internally in consistent with the previous blooming culture and democratic leadership style. As part of the task, me and one of my colleagues received training on the new technology and went for a workshop in Perugia, Italy to get further knowledge on the instrument, related software and methods. 
Kotter’s model systematically guides both the organisation and the individuals through change and emphasises that successful change is made up of several steps and requires sufficient time (Koren and Kubak, 2024). As a planned change, managing the application of new technology followed all the necessary steps and adequate time for succeeding. The whole process on learning to use a new research tool was supported by clear communication, shared vision, effective collaboration and sufficient training. Both of us had a good understanding of the benefits of this change, we were highly engaged and incorporated our new knowledge into a high-impact research project and publications which significantly increased our performance as well as the Research Group’s outcomes. This example for a successful change proves the absolute advantage of democratic change management.
Following Cialdini’s (2026) concept about the strength of persuasion and its main principles including authority, commitment, reciprocity and social proof, leadership maximised employee engagement through managing change, ensured well organised implementation and achieved significant improvement in performance.



3. [bookmark: _Toc223731806]Conclusions
[bookmark: _Hlk184407448]In summary, two organisational changes were discussed at the Volcanology Research Group, Hungarian Academy of Sciences and Eotvos Lorand University, Budapest, one failed and the other one was successful. 
The review of research policy and ethical framework on shared copyrights driven by internal pressures was unplanned and introduced as a top-down approach. The applied authoritarian and directing leadership style in change management was not appropriate and caused low morale, mistrust and turnover intentions in employees. The change turned out to be unsuccessful and resulted in frustration, dissatisfaction and resistance in the long term which ended up talent turnover in 3 years.
Despite of the leadership made a clear communication of the urgency for change and their vision, built a core team of senior fellows and managed to make small improvements, the change was unsuccessfully incorporated into organisational culture as half of the team did not accept it.
Research fellows were shocked, frustrated and resistant to the new ethical practices and procedures which resulted less enthusiasm and engagement in work and lower performance as well.
The application of new technology in research methods was a positive and successful, planned, individual change encouraging professional growth and innovation. It was managed internally in a democratic leadership style. Change management was described by clear communication, shared vision, effective collaboration and sufficient training. Participating employees had a good understanding of the benefits of this change, were highly engaged and incorporated new knowledge into a high-impact research project and publications which significantly increased performance. This example for a successful change proves the advantage of democratic leadership style as it ensured well organised implementation and achieved significant improvement in desired outcomes.
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