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[bookmark: _Toc213639909]Chapter One
[bookmark: _Toc213639910]Introduction
1.1. [bookmark: _Toc213639911]Research Background
The modern, dynamic business world is placing firms under unprecedented pressure to change, reorganize, and innovate. The volatility of the market, shifting customer demands, emerging globalization, and technological changes demand more than gradual improvements; they often require radical change. This process of organizational transformation entails changing structures, culture, methods, and behaviors to successfully address internal and external challenges (Celep et al., 2016). Within this complex structure, leadership is not merely an administrative role; it is also a strategic requirement for guiding and sustaining change.
The corporate and public sectors require revolutionary transformational change within their organizations. Incremental changes and minor improvements will be inadequate. Everything should be implemented in a better, smarter, and faster way, thereby maximizing efficiency and attracting and retaining competent leaders and personnel. Organizations that respond to this call for change and take a proactive approach to the necessary modifications are likely to succeed. Others might struggle to survive in a modern organizational environment characterized by uncertainty, constant change, intense competition, restructuring, downsizing, budget cuts, and layoffs, as more established organizations become insolvent.
Leadership is a significant factor that contributes towards the success of a business. The importance of a leader who can guide change and motivate staff cannot be overstated in a fast-paced, dynamic workplace. An organization that successfully addresses change is more likely to survive and prosper in the competitive market. Transformational leadership transcends the common direction of operation. It involves the capacity to inspire a vision, engage stakeholders, defy conventional wisdom, and empower the development of emergent organizational capabilities. Effective leaders influence the vision of change and its implementation process because they become change agents who organize resources, motivate people, and bridge the gap between the current position of the organization and the desired state it should achieve.
Different approaches and leadership styles are relevant to transformation initiatives. Research (Carrington, 2025) suggests that command-and-control leadership, also known as transactional leadership, may be effective in achieving compliance and maintaining order; however, it is ineffective in facilitating deep-seated change and innovation. On the other hand, styles that emphasize empowerment, involvement, and organizational learning typically accelerate change. Mansaray (2019) found that various leadership styles, including participative, strategic, and transformational, can be employed to manage change. Moreover, consistency between leadership behavior and the specific change situation may affect the degree of success.
The influence of various leadership styles on employee engagement during organizational transition situations has been previously studied (Agote et al., 2016; Bakari et al., 2017). According to some researchers, the transformational leadership style can be especially effective when it comes to affecting the attitude of employees in the context of changing an organization (Sharma & Krishnan, 2012), and the study found that the transformational style of leadership has a beneficial impact on work engagement (Yasin Ghadi et al., 2013). Organizational change is not necessarily a straight and steady process. It entails managing resistance, reconstructing the organizational culture, adopting new technologies, restructuring processes, and redesigning jobs. Both structural and human aspects of change should be encountered in leaders of ambitious undertakings. Transformational leadership is also found to enhance self-efficacy, change flexibility, and positive affect among employees, allowing them to take an active part in the transformation. The context is significant, and the culture of an organization may significantly contribute to the correlation between the outcomes of the transformation and leadership.
The process of organizational change is not always linear and consistent. It involves handling resistance, reshaping organizational culture, integrating new technologies, reorganizing processes, and redesigning positions. Leaders in ambitious undertakings must face both the structural and human dimensions of change. Transformational leadership has also been found to boost employees' self-efficacy, flexibility to change, and positive affect, thereby helping them participate actively in the transformation process. The culture of an organization plays a significant role in the relationship between transformation results and leadership, and the context is crucial.
1.2. [bookmark: _Toc213639912]Research Aim 
This study has reviewed the roles of various leadership styles (transformational, transactional, servant, authentic, situational, etc.) in transforming an organization, using established models of change management, including Kotter's 8-Step Model, Lewin's Three-Stage Theory, and the ADKAR framework.
1.3. [bookmark: _Toc213639913]Problem Statement
Though there is a growing recognition concerning the critical role of leadership in organizational change and transformation, there are still significant gaps in our current understanding of how different leadership styles (such as transformational, transactional, servant, authentic, situational, etc.) impact such deep-seated and organizational-wide process of organizational change, especially when the styles are aligned with existing change-management models like the 8-Step Model of Kotter, the Three-Stage Theory of Lewin, and the ADKAR model. Past research has shown that leadership style is a significant factor in determining the successful implementation of change. According to other studies, transformational leadership is also considerably correlated with organizational learning and transformation outcomes. However, many studies focus on personalities, particular situations, or change processes with a limited scope. Empirical comparative analysis of different types of leadership across various industries (technology, public, private corporate, and family companies) and diverse cultural and contextual settings (Middle Eastern versus Western/global) is lacking.
In the community of practice, that is, in organizations undergoing significant transformation, there is a problem of practice of this kind in which the leaders might not know what is the best style of leadership or what combination of styles will be more effective at a particular stage of transformation, and how their leadership style can be aligned with change-management frameworks and factors of contexts. This, in turn, creates an acute need for studies that bring together the mentioned cases across various industries and locations to identify which leadership styles, how, and under what conditions can substantially contribute to successful organizational transformation. In this attempt, the paper seeks to fill this gap by conducting a qualitative multiple case study analysis of relevant transformation journeys in technology, public, corporate, private, and family business settings (both in the Middle East and globally) in order to distinguish patterns, differences, and practical implications of the role of the leadership style and mechanisms of transformation.
1.4. [bookmark: _Toc213639914]Research Questions
The main research question: - 
· What is the influence of leadership on organizational change?
The sub-questions are: - 
1. What leadership styles (transformational, transactional, servant, authentic, situational, etc.) can be observed in the chosen organizational transformation cases?
2. How do these leadership styles influence the transformation process in each case when viewed through the lens of Kotter’s 8-Step Model, Lewin’s Three-Stage Theory, and the ADKAR framework?
3. How do sectoral (technology, public, corporate private, family business) and contextual (Middle Eastern vs global) differences affect the relationship between leadership style and organizational transformation success?
4. What recommendations can be developed to guide leaders in applying effective leadership practices that support successful organizational transformation?
1.5. [bookmark: _Toc213639915]Research Objectives 
· To understand the leadership styles that have been utilized in the key organizational transformation examples in the chosen sectors and contexts.
· To analyze how these leadership styles influenced the transformation processes, we will use Kotter’s 8-Step Model, Lewin’s Three-Stage Theory, and the ADKAR framework as analytical lenses.
· To compare and contrast the leadership-transformation relationship across different sectors (technology, public sector, corporate private, family business) and cultural contexts (Middle Eastern and global) to identify sector- and context-specific patterns.
· To analyze multiple organizational transformation cases and derive evidence-based recommendations for effective leadership practices that enhance transformation outcomes.
1.6. [bookmark: _Toc213639916]Research Significance
The study makes a contribution to the scientific knowledge and practical application of leadership. This study contributes to understanding how leadership styles can influence organizational change by integrating leadership theory with established change management theories, such as Kotter's 8-Step Model, Lewin's Three-Stage Theory, and the ADKAR model. Although past studies have often examined leadership styles alone or in limited organizational settings, studies that assess different leadership styles across a large number of industries and diverse cultural contexts are relatively few. The research paper successfully fills a significant gap by synthesizing the findings from numerous examples of technology, public, corporate, and family businesses in the Middle East and beyond. This enhances the conceptual debate among leadership and change management scholars, creating a more unified view of how leadership practices relate to, and bring into existence, the stages of change.
In addition, the study has methodological value due to the application of a qualitative multiple-case study design, which is supported by the case methodology developed by Yin (2018) and based on triangulated secondary data sources. Such an approach defines the scholarly value of comparing case syntheses in drawing plausible, theoretically grounded conclusions out of documented evidence. The paper enriches conceptual models of transformative processes and leadership effectiveness by mapping leadership acts to organizational outcomes across various circumstances.
The study offers pragmatic insights for corporate leaders, change agents, and policymakers aiming to enhance the effectiveness of transformation initiatives. The study explains the relationship between certain leadership practices, such as vision articulation, empathy, empowerment, and communication, and effective transformation outcomes, hence offering guidelines on how to select and adjust leadership approaches to various stages of change. Transformational and authentic leadership can prove more efficient at the early stages of vision building, while transactional and situational leadership can be utilized at the implementation and consolidation stages. The results, therefore, support leadership development practices, succession planning, and organizational design endeavors by demonstrating how consistency in leadership style and change models can enhance the success of transformations.
1.7. [bookmark: _Toc213639917]Definition of Key Terms
Leadership Style: The way a leader conducts himself through organizing, motivating, and controlling teams and organizations. This includes such styles as transformative, transactional, servant, authentic, and situational (Nanjundeswaraswamy et al., 2024).
Organizational Transformation: A fundamental, structural change in the working of an organization, its strategy, organization, processes, culture, or performance, that leads to a new state of being as opposed to incremental change (Ipinazar et al., 2021).
Change-Management Model: A theoretical or practical framework that outlines the way in which organizations operate to undertake the change process (Phillips & Klein, 2023). The three frameworks used in this study are Kotter’s 8-step Model (urgency, coalition, vision, communication, empowerment, short-term wins, consolidation, anchoring), the Three-stage Theory of Lewin (unfreeze, change, refreeze), and the ADKAR framework (Awareness, Desire, Knowledge, Ability, Reinforcement).
1.8. [bookmark: _Toc213639918]Scope of Study 
This study examines how different leadership styles influence organizational transformation across various industries, including technological, public, corporate, and family companies, using documented cases from the Middle East as well as the global context. The research investigates the secondary sources, such as scholarly articles, books, and business reports, deploying the leadership and change-management theories (Kotter’s 8-Step Model, the Three-Stage Theory, and the ADKAR model) to explain the functions of leaders in transforming and sustaining a change. It is limited to large, well-documented organizations to ensure data reliability and facilitate comparative understanding, offering cross-sectoral and culturally informed insights into leadership effectiveness in driving change within an organization.
1.9. [bookmark: _Toc213639919]Limitations of the Study
· The use of secondary data implies that the researcher must rely on publicly available documentation, which may vary in terms of level, quality, bias, and reliability across contexts. This might limit the richness of the data.
· The cases are not randomly selected (non-random) and include large organizations that have a considerable amount of data; therefore, it is difficult to extrapolate the findings to small organizations or less-reported situations.
· The qualitative comparison method is helpful for identifying patterns but does not allow for causal statistical inference; therefore, the results are not conclusive and are more explanatory in nature.
1.10. [bookmark: _Toc213639920]Structure of Thesis
· Chapter one introduces the research background, problem statement, aim, research questions and objectives, research significance, definition of key terms, scope, and limitations of the study.
· Chapter two presents the literature review and research gap.
· Chapter three explains the study methodology.
· Chapter four comprises the case analysis. 
· Chapter five explains the discussion.
· Chapter six provides the conclusion and practical recommendations.



[bookmark: _Toc213639921]Chapter Two
[bookmark: _Toc213639922]Literature Review
2.1. [bookmark: _Toc213639923]The Concept of Leadership 
Like any other word, leadership terminology is influenced and shaped by various approaches and forces over time, eventually leading to one or more definitive definitions. The history of the concept of leadership can be traced over time, and it has often been related to significant events that occurred at specific moments. At the beginning of the 20th century, the concept of leadership was defined primarily in terms of the leader's central control and dominance over the group. They dictated the obedience and respect in the group. Then, several years passed, and in the 1930s, features were considered the primary determinant of leadership development. At this point, personality traits, attributes, and innate characteristics predetermined the possibility of a person becoming a leader and the type of leadership style they will follow (Northouse, 2025).
The 1940s saw leadership as entailing what one does. Accordingly, there was a distinction in leadership through persuasion and that of coercion. These three themes were broad and general themes that were common during the 1950s, a mid-century period. One of them was group theory, which considered the behavior of group leaders. The way leaders might influence the behavior of their whole organization was associated with their own behavior. The 1960s introduced a narrower definition of leadership, one that involves influencing people to take a shared direction. However, during the 1970s, both bosses and subordinates had defined the objectives of the organization. The definitions of leadership have evolved over the years due to academic research in the subject area, although general principles have remained relatively constant. For example, they demonstrated that transformational leaders could motivate their followers to do their bidding without using coercion, thereby deepening their knowledge and giving rise to the transformation movement.
When the 21st century began, a debate emerged regarding the unique leadership and management processes. These were four leadership styles: authentic leadership, spiritual leadership, servant leadership, and adaptive leadership (Singh, 2021). To begin with, authentic leadership is characterized by the leader's determination to be genuine. Second, spiritual leadership used values and identity as a motivating factor among followers. In addition, servant leadership makes the leader a servant; that is, the leader is put in a subordinate position, where their followers are in a position of prominence. A servant leader considers the needs of their followers, whereas adaptive leadership encourages followers to adapt to situations and become problem solvers.
The issue of leadership is considered one of the most controversial issues in modern management, as it is significant to the functioning of an organization. In the most basic sense, the term leadership is the ability and act of leading people. It is the ability of a person or a group of people to be the initiators or lead the rest of the followers. Leadership has been a topic of debate, especially regarding the qualities that characterize an effective leader.
It is expected that a leader possesses qualities, which are not limited to, integrity, vision, tact, prudence, and the ability to lead by example, since people usually equate leadership with those who they believe can realize and achieve their goals or objectives. Imhonopi & Ugochukwu (2013) state that leadership is a dynamic process that brings people together to create change by jointly developing a common vision of how the world should be, thereby interpreting their experiences and shaping their choices and behaviors.
According to Jerab & Mabrouk (2023), leadership is a dynamic process aimed at achieving a vision of change. Still, it relies on two key groups: followers within the leader's organization and key stakeholders in the broader external environment.
Leadership, according to Lewa et al. (2022), is a deliberate encounter that develops over time among individuals who utilize their unique abilities to inspire and promote transformative change.
Being a leader is all about the ability to inspire and motivate others to achieve common goals. A leader is anyone who is able to inspire others to follow their path. A leader may be a formal leader, chosen by the company, or an informal leader, selected for the position and able to promote followers through their personal system of skills and experiences.
Fiaz et al. (2017) state that leadership is associated with the achievement of organizational goals by mobilizing and coordinating the resources of cliques, coworkers, and associates to achieve a single goal. Alternatively, leadership has been defined as the process of mentoring or guiding the growth of groups and the completion of a specific assignment in the interest of the greater good. Liao (2017) states that a leader is someone who prescribes tasks and tasks-oriented thinking, and that this is an essential role in relation to other leaders, followers, and circumstances.
According to Kumar et al.  (2014), "leadership is the process through which an individual pushes others to attain a goal and steers the organization in a way that makes it more cohesive and coherent." According to Kumar, the leadership traits of values, beliefs, character, knowledge, and ethics are what make this possible.

2.2. [bookmark: _Toc213639924]The Leadership Styles
Leadership styles have become increasingly critical in determining an organization's effectiveness in the modern corporate environment. Regardless of size and industry, organizations face the challenge of identifying and establishing leadership approaches that lead to improved performance, increased employee involvement, and ensure long-term success. This challenge is pressing because the firm needs to adapt to the rapidly evolving market, technological advances, and changing employee demands. The practical value of good leadership is evident in its ability to create immediate change in an organization's capacity to cope with complexities and achieve its goals. The concept of leadership has been analyzed in detail; however, it remains an intricate and multifaceted phenomenon that continues to spark academic debate and discussion. There are several types of leadership, which include but are not limited to transformational, transactional, servant, and autocratic leadership, each with distinct features and the potential to influence organizational success. The dynamic aspect of leadership, influenced by continuous change in the business environment, necessitates ongoing research to enhance our understanding of how various leadership styles function in different situations.
Leaders typically possess a leadership style that inspires them and motivates others. Leadership style refers to the approach a leader chooses to use when leading and interacting with their followers (Northouse, 2025). It summarizes the actions, attitude, and behavior of the leader in influencing and affecting people. Leadership style also has a significant influence on how a leader makes decisions, communicates expectations, motivates followers, and fosters a positive working environment.


2.2.1. [bookmark: _Toc213639925]Transformational Leadership
Transformational leadership is a leadership style that focuses on inspiring and motivating individuals to achieve their full potential and exceed their expectations. This transformational leadership is typified by leaders who inspire and empower their subjects, facilitating excellent outcomes. Charisma, clear vision, and inspirational and morale-boosting leaders are some of the traits that such leaders show. Transformational leaders play a crucial role in fostering a shared understanding of objectives and a deep commitment to achieving high standards within the organizational culture. They have an influence that involves collaboration, creating an inclusive and participatory environment.
This leadership style involves the leader motivating subordinates and instilling their qualities, which gives subordinates a sense of identity and responsibility towards the mission and the organization. Leaders inspire, encourage, and empower individuals to change and introduce something new that will enable the organization to grow and succeed in the future (Hawela, 2019).
Transformational leaders do not micromanage their staff; instead, they empower and motivate them to make decisions on their delegated tasks. It is a managerial style that encourages innovation, futuristic thinking, and the finding of creative solutions to long-term problems. Employees who aspire to become leaders will also be mentored and guided to develop into transformative leaders.
This kind of leadership is able to encourage the team members to perform above expectations by making changes at various levels. Transformational leadership is based on empowering leaders and teams through constant challenges and the creation of new goals and objectives, resulting in high performance and productivity (Liang, 2021).
Transformational leadership helps to increase the maturity and innovation of employees. Additionally, transformational leaders encourage their citizens to strive for performance levels that exceed mere satisfaction. Employees trust the transformative leader and are assured that they will efficiently use their ideas. Incremental progress toward the goal strengthens the commitment and emotional attachment of the employees to their boss.
Transformational leadership aims to empower followers with opportunities to develop into future leaders by offering them with opportunities for self-improvement and growth. Transformational leaders recognize the abilities and limitations of their followers, distributing roles based on their strengths. The transformational leadership style comprises four elements of influence: idealized influence, inspirational motivation, intellectual stimulation, and individualized consideration, as illustrated in Figure 1.
[image: ]
[bookmark: _Toc212675185]Figure 1: Four elements of a transformational leader (Rana, 2022)
Idealized influence, according to Khan et al. (2022), refers to the presence of traits or the display of behaviors that followers admire and consider the person a role model. These are great leaders who are respected, worshipped, and relied upon. The leader provokes interest, creates awareness, and develops followers to visualize their interests in a way that benefits them individually. This leader will give employees’ needs priority over their own personal interests. This feature fosters confidence and admiration among followers. They tend to do the right things, exhibit high ethical and moral conduct, and refrain from using power to serve their own interests.
Inspirational motivation means that the leader has a clear vision and relays it to the staff. The leader will instill enthusiasm and hope in employees, enabling them to perform their jobs effectively.  Effectively. It must inspire passion and motivate people to strive for higher standards of performance. It is a form of art that inspires and motivates people (Kreyenberg & Seriki, 2023). One of the qualities of a good transformational leader is encouraging the team to accept the vision and motivating them to work towards tasks.
Additionally, they promote continuous learning, skill transfer, and career growth within the company. They are confident in the employee's skills. These are the sources of building confidence. Furthermore, they create an appreciation culture to form employees and emphasize their role in achieving set goals.
One-on-one consideration is vital in cases where people work in teams. A team is a group of diverse individuals, and the differences they possess should be acknowledged and accepted. The transformative leader understands the importance of teamwork and values the efforts of the employees towards realizing the vision. The leader is in a position to identify the needs and ambitions of an individual. The leader works as a teacher who takes time to train and coach employees. The leader understands the different qualities and potential of the employees and helps them to improve their strengths. To inspire and empower employees to achieve their full potential in support of the vision. The leader also provides the employees with professional development opportunities.
Intellectual stimulation is an essential element of effective leadership, as described by Ogola et al. (2017). The qualities of an intellectually stimulating leader are those who challenge their employees to be innovative, promote methodical problem-solving, motivate them to think critically, and encourage innovative thinking in their undertakings. The concepts suggested by the subordinates are not followed. Solutions are seen not as a burden but as potential and challenges. The employees are encouraged to employ problem-solving tactics, and their efforts and innovations are recognized and praised. They improve the intellectual ability of subordinates. They boost their innovativeness in management and problem-solving. They are also open to learning with their subordinates.
2.2.2. [bookmark: _Toc213639926]Transactional Leadership
Transactional leadership, according to Jaqua & Jaqua (2025), is a form of leadership that focuses on the provision of rewards and punishments between the leaders and the subordinates. The approach involves the use of rewards and sanctions to encourage people to achieve specific objectives. The responsibility of transactional leaders is to ensure that tasks are completed within a specified system of structures with clear expectations and related sanctions. Such an approach can increase efficiency; however, its effect on collaboration and innovation is based on job fulfillment, rather than creating a culture that encourages creativity and empowers employees.
According to Naeem & Nawaz (2017), personal attributes of transactional leaders form the basis of their leadership style, as they motivate employees and achieve corporate goals primarily through power, reward, and punishment procedures. Transactional leaders require confidence and motivation, and should have clear goals and plans, as well as the ability to communicate them effectively. Effective decision-making will enable executives to make quick and accurate decisions under pressure, thereby ensuring that the firm maintains a competitive edge in the market. However, too many of these traits can make the leaders dictatorial, selfish, or lacking in empathy, thus affecting the level of teamwork and unity. As a result, transactional leaders should be empathetic and flexible, understanding the desires and feelings of their employees, and adjust their leadership approach to meet different circumstances and needs.
Transactional leaders recognize the importance of organizational change and are skilled at implementing and driving change and improvement (Khairy et al., 2023). They are skilled at identifying opportunities and issues, and taking action to address change, enabling the firm to adapt to market competition and environmental changes. Despite the need to be adaptable, transactional executives must remain focused on the core values and long-term strategy of the organization as they seek to change.
Another critical aspect of transactional leadership is its emphasis on teamwork. These executives emphasize teamwork and strive to build viable teams and effective organizational cultures. Positive communication and interaction also foster the development of trust and teamwork among team members, ultimately enhancing the organization's performance. However, the question remains to find a balance between teamwork and personal freedom, where too much attention is paid to collaboration, which could hinder independent thinking and decision-making.
In this type of leadership, leaders encourage employees or subordinates to work hard in order to receive rewards. A reward could take the form of promotions, additional responsibilities, higher pay, or bonuses. Incentives and penalties can encourage employees to follow regulations, with the best performers receiving more rewards and incentives. In transactional leadership, managers reward individuals based on their performance and productivity.
In a transactional sense, employees are willing to perform tasks in exchange for payment. Rewards can include monetary compensation, psychological benefits, or an escape from a penalty. Rewards and gifts are given for the successful accomplishment of tasks. The effectiveness of transactional leadership requires a two-way connection, in which the leader sets the goal and the employee accepts and commits to achieving it. Leaders who adopt the transactional model of leadership must accept mediocre performance and dedication from their followers.
2.2.3. [bookmark: _Toc213639927]Servant Leadership
The servant leadership approach has its roots in ancient monarchy and was therefore focused on serving people and the country. However, the term “leadership style” was not fully applied until 1970, with the research by Greenleaf. The servant leadership pattern has gained greater popularity in the scholarship on leadership, as it is viewed as a comprehensive strategy towards work, leading to a sense of community and shared power in decision-making (Tripathi et al., 2021).
Servant leadership is a leadership model that emphasizes the leader's commitment to meeting the needs of others. This is a strategy that emphasizes providing services to others, fostering teamwork, and cultivating a sense of community within the organization. The concept of servant leadership promotes employee empowerment, encouraging a more positive organizational culture and creating a team environment where employees feel valued.
The concept of servant leadership, as described by Robert Greenleaf (1977), is characterized by the idea that leadership is a service to others. Servant leaders are more concerned with people and less concerned with company profit, as they believe in empathy, active listening, stewardship, and the personal development of their followers. This approach fosters trust, collaboration, and community, which aligns well with ethical and humanistic values. When it comes to situations of transformation, servant leaders empower employees to take charge of change, thereby reducing resistance and fostering participatory engagement. It has been demonstrated that strengthening social relationships enhances the behavior of corporate citizenship and long-term sustainability through servant leadership (Eva et al., 2019). The focus on collective decision-making and ethical behavior will ensure that the transformation processes are open and value-based, particularly in knowledge-based and service companies, where employee morale is a crucial factor in success.
The servant leadership style is gaining popularity, enabling leaders to adapt to diverse cultures. The style of leadership, on the other hand, may be viewed as a comprehensive strategy that involves followers through the development of positive relationships, moral values, emotional intelligence, spiritual values, and the empowerment of subordinates to maximize their strengths, guided by the altruism and ethical principles of the leader. A servant leader is a product of an internal need to serve, where a person is gradually motivated to become a leader (Su et al., 2020). As a leader, one should serve society regardless of their location, and in the process, they will be automatically recognized as a leader. However, the leader in charge can adopt a low-profile method, enabling all to experience the benefits of a good leader. A servant leader should always be humble, insightful, and have the willingness to develop.
The primary goal of a servant leader is to meet the needs of their followers, whereas the primary goal of a manager is to achieve the organization's objectives. The obsession of managers with results and control often creates an attitude of intimidation towards failure among subordinates, at the expense of growth. People should be encouraged and deliberate in their efforts to excel in their work. This does not mean that a servant leader is not concerned with the organization's goals. This implies that the organization's objectives will be fulfilled, as followers will be enabled to reach their full potential. A servant leader is a person who is committed to serving others, as opposed to a manager who is committed to serving the organization through its personnel. In turn, a servant leader attaches importance to individuals who make up the organization (Dutta & Khatri, 2017).
Servant leaders in goal setting express the vision, project the future, and have a broader vision. Managers put into practice plans, improve existing conditions, and adopt a narrow perspective. Servant leaders focus on the future through enabling their followers to reach their full potential (Heyler & Martin, 2018). Managers, on the other hand, focus on the best current abilities of their juniors. Managers often have a narrow vision aimed at fulfilling organizational goals, and thus, they implement preset strategies. However, servant leaders have a broader understanding of their followers, the organization, and the environment. This is one of the primary reasons why many managers fail in stressful situations.
2.2.4. [bookmark: _Toc213639928]Authentic Leadership
Authentic leadership is a positive approach that epitomizes the process of running a company. With good psychological qualities, authentic leaders can either directly or indirectly influence their followers to achieve the organization's developmental goals. Kelly (2023) proposes a complex and multifaceted look at real leadership. Many researchers argue that the authentic theory of leadership must encompass four fundamental aspects: self-awareness, relational transparency, inner moral values, and moderate processing.
Hilson (2018) asserts that leaders who display authentic leadership behaviors stimulate their subordinates to acquire positive characteristics such as self-awareness, internalization of moral values, balanced handling of information, and open communication between the subordinates and superiors. Authentic leaders inspire their followers to emulate them by being trustworthy, objective, knowledgeable about the organization's mission, and by demonstrating optimism, hard work, transparency, morality, a future-focused mindset, and dedication to doing the right thing. True leaders are also confident, hopeful, optimistic, determined, resilient, open, highly dedicated, and ethical.
Authentic leaders possess a clear understanding of their thoughts, actions, and inner convictions. In addition, a true leader is confident, optimistic, strong, and has good morals. Lehman et al. (2019) claim that authenticity encompasses holding personal values, such as thoughts, feelings, and beliefs, and the congruence of actions with these specific values. To the genuine leader, it is paramount not to hide the essential facts or make a choice without the awareness of the affected person.
Authentic leadership is based on self-awareness, openness, and ethical uprightness. It was developed in the early 2000s by Avolio & Gardner (2005) as a response to the crisis of trust in corporate leadership. True leaders are consistent with their core values, foster open channels of communication, and create psychologically safe environments where individuals feel appreciated and motivated. Authenticity in the context of change fosters trust and reduces anxiety by demonstrating consistency in a state of uncertainty. Research suggests that authentic leadership leads to improved employee engagement, organizational identification, and adaptability to major changes (Zhu, 2025; Dartey-Baah et al., 2025). When transformational activities are grounded in the values of ethical and emotional honesty, true leaders ensure that change initiatives are not only practical but also ethically sustainable.
2.2.5. [bookmark: _Toc213639929]Situational Leadership
Influence is the core part of leadership. A leader, regardless of their position, is someone who can influence others. To achieve and sustain a high-performing organization, leadership plays an important role. Lack of proper leadership can cause numerous problems that undermine a firm's performance, including poor resource management, high turnover rates, and low returns on investment.
In the modern business environment, where competition is the norm, companies must recognize the importance of developing their leaders and the impact it can have on the business. Organizations must equip their leaders with the necessary tools and resources that enable them to effectively manage the challenges of a more diverse workforce and a dynamic global economy. The effective acquisition of leadership initiates this.
Situational leadership was developed by Paul Hersey and Kenneth Blanchard in the late 1960s and described in the book “Management of Organizational Behavior” (1982) as having the understanding that no particular leadership style is the best one; effective leadership depends upon the preparedness and maturity of followers and on the task or situation at hand. The concept states that leaders should make two primary variables assessment: 
1. The Competence (abilities and talents).
2. The Commitment (motivation and confidence) of their subordinates. 
Leaders adapt their behaviors according to these standards in two dimensions: task behavior (the degree of guidance provided) and relationship behavior (the degree of socio-emotional support provided). This results in four basic leadership styles: telling (high task, low relationship), selling (high task, high relationship), participating (low task, high relationship), and delegating (low task, low relationship).
According to the situational leadership theory, which was proposed by Hersey & Blanchard (1982), effective leadership depends on the willingness and ability of followers, as well as task characteristics. Leaders need to adapt their style to support based on the situation’s needs. This flexibility makes situational leadership especially relevant in the context of transformation, as companies often face a changing environment and evolving employee skills during the change process. Depending on how new processes are being applied, leaders might have to rely on a directive style but shift to a participative approach as teams gain confidence. Graeff (1997) claims that situational leadership enhances flexibility and responsiveness, enabling leaders to strike a balance between structure and empowerment. Situational leaders can facilitate changes in behavior as they become aligned with both the maturity of the team and the complexity of the job; this allows the organization to maintain productivity even during periods of transformation.
Situational leadership is especially beneficial in the context of organizational transition, due to the unpredictability of the situation, the related changes in responsibilities, and the need for workforce readiness. During the implementation of a change initiative, employees and leaders may experience confusion or doubt, and leaders will need to employ a more prescriptive and directive strategy to provide structure and outline new expectations. When leaders become more proficient and understanding, their leadership style becomes more supportive and participatory, allowing teams to take responsibility for new procedures.
Situational leadership is a flexible style of leadership that is supported in the literature by empirical studies as one of the significant aspects of managing change. Graeff (1997) claimed that leaders who precisely evaluate the level of team preparedness and adjust their behavior, respectively, achieve better performance and satisfaction outcomes. Similarly, Novelli & Soua (2024) also found that situational leadership enhances employee flexibility in response to organizational changes, particularly when leaders demonstrate emotional intelligence in aligning their leadership style with the needs of their teams. Critics, such as Yukl et al. (2019), argue that the model oversimplifies leadership behavior and fails to adequately consider situation-specific factors, including company culture and external influences. In spite of these criticisms, situational leadership has remained vastly applied in leadership development programs due to its practicality and flexibility.
2.3. [bookmark: _Toc213639930]Organizational Change Models 
Any business organization is compelled to operate in a dynamic environment that constantly evolves, necessitating numerous concepts, tools, and theories related to organizational change. It is imperative that these ideas must be incorporated into their systems to facilitate the effective and successful implementation of the entire work process. Some of the change management models that can help an organization to embrace changes are described as follows:
2.3.1. [bookmark: _Toc213639931]Lewin's Model of Change
The first and most basic theory of organizational transformation is the Three-Stage Model of Change, developed by Kurt Lewin (1947). The model highlights change as a cyclical process consisting of three phases: unfreezing, changing (or moving), and refreezing, as illustrated in Figure 2.
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[bookmark: _Toc212675186]
Figure 2: Lewin's Model of Change (Junnaid et al., 2020)

The unfreezing phase is characterized by breaking the existing habits, attitudes, and structures to create awareness about the need to change, either through articulation of dissatisfaction with the status quo or through external forces. The transition stage brings new approaches, driving forces, and practices, which are facilitated through education and trial. Ultimately, these new behaviors are being incorporated into the company’s culture, policies, and norms (Santos et al., 2025). The Lewin paradigm is instrumental in analyzing the psychological and cultural aspects of transition because the long-term maintenance of the process requires both changes in attitudes and systems. Despite its simplicity, the model maintained a profound impact on the study of leadership and organizations due to its inclusion of the human element of change, the recognition of the fact that people need to unlearn before they can relearn. It can be argued that it is too static to fit modern, rapidly changing situations, though modern revisions, including those of Schein (1996), make it more relevant to continuous learning and adaptive leadership practices.
2.3.2. [bookmark: _Toc213639932]Kotter’s 8-Step Model
One of the most common models used for administering change in an organization is John P. Kotter’s (1996) 8-Step Process of Leading Change. Kotter assumed that successful change follows a systemic process of eight steps in his study at Harvard Business School that included (1) creating a sense of urgency, (2) building a strong guiding coalition, (3) developing a vision and a strategy, (4) selling the change vision, (5) enlisting a mass action, (6) producing short term wins, (7) sustaining change and consolidating gains, and (8) institutionalizing the new approaches into the culture as demonstrated in figure (3).
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[bookmark: _Toc212675187]Figure 3: Kotter’s 8-Step Change Model (Ghani et al., 2016)

Each step creates momentum and reduces resistance as it aligns employees with the transformation vision. This approach is instrumental when it comes to large-scale, structural changes that require a cultural rejuvenation and reorganization of operations. It has been proven that the model developed by Kotter enhances clarity and communication during the transition period, ensuring that leadership activities are structured to maintain engagement and confidence (Appelbaum et al., 2012). Opponents note that the linearity of the model does not align with the dynamic condition of iterative change (Pollack & Pollack, 2015). Its orientation towards vision, communication, and cultural foundation makes it necessary to study leadership-based transformation.

2.3.3. [bookmark: _Toc213639933]ADKAR Framework
The model developed as an individual-oriented approach to change management in 2006 is the ADKAR Model by Jeff Hiatt. ADKAR is an acronym that represents the five key elements individuals must go through to achieve sustainable change, as illustrated in Figure 4: Awareness, Desire, Knowledge, Ability, and Reinforcement.
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[bookmark: _Toc212675188]Figure 4: ADKAR Change Model (Walshe, 2025)
Unlike Kotter's detailed organizational process model, ADKAR focuses on individual change, arguing that the success of organizational change is achieved only when people adopt new behavioral patterns and attitudes. In the awareness stage, the employees understand the need to change, the desire helps in motivating them to take part, the knowledge equips them with skills and knowledge, the ability helps them translate what they have been learning into practice, and the reinforcement ensures the continuation of the change process through feedback, recognition, and rewards. The paradigm is particularly skillful in terms of guiding executives in their approach to employee engagement, training, and communication as vital elements of digital or cultural transitions. The relevance of ADKAR to different fields, including healthcare, education, and corporate restructuring, has been supported by empirical research, which also highlights that it can succeed in harmonizing human behavior with organizational goals. The ADKAR model places greater emphasis on the human element of change, thereby underscoring the need to complement broader strategic approaches, such as the Kotter and Lewin models, and ensure that changes spearheaded by leadership are both psychologically and operationally sustainable.
2.4. [bookmark: _Toc213639934]Organizational Transformation
Organizational transformation refers to a systematic and necessary change in an organization’s strategy, structure, processes, culture, or operations with the view of improving performance and ensuring long-term sustainability in an unstable environment. Unlike incremental change, which involves gradual improvement, transformation implies a radical, strategic change that re-establishes the value creation process and competitive strategy of an organization (Burke, 2023). It is often a response to external forces, such as technological shifts, globalization, or changes in consumer habits, or internal challenges, including ineffective performance, cultural stagnation, or leadership renewal. According to Waddell et al. (2016), change encompasses both tangible dimensions (systems, processes, and structures) and intangible dimensions (leadership, culture, and employee attitude). These aspects are aligned and determine the success or failure of transformation programs.
The process of reinvention of strategies under the guidance of leadership vision and involvement as a whole is the main feature of organizational transformation. It involves redefining corporate identity, restructuring strategic priorities, and developing flexibility. Kumkale (2022) claims that transformation requires companies to achieve ambidexterity, which is the ability of a company to utilize existing skills simultaneously with exploring new opportunities. Such a dual focus ensures that companies are efficient in their current processes and, at the same time, create new innovations to remain relevant in the future. It is commonly carried out by recognizing the need to change, developing a compelling vision to sell, involving stakeholders, and implementing new behaviors and systems into the organizational system.
The importance of organizational transformation has been on the rise significantly over recent years. The term refers to the fundamental change and redefinition of an organization's structure, culture, and activities, which enable an organization to adapt to changes or seize new opportunities. Organizational transformation aims to transform the organization into a desirable state. To ensure the success of changes, organizations must reconsider and redefine their approaches, focusing on the needs and experiences of people. The leadership plays a crucial role in facilitating this transition. The leaders should be change agents, guiding and monitoring the process, and influencing others to embrace and promote the new vision.
According to Anderson (2017), successful organizational change is based on competent leadership. Leaders should play the role of the center of change, initiating and guiding the process, and mitigating risks and possible resistance. Their role is not just in decision-making; they are visionaries who present an attractive vision of the future, hence bringing the entire organization to a shared purpose.
Leaders have to promote a sense of urgency and set clear expectations. Change is never an easy task, but it is driven by the compelling need to adapt to ever-changing market conditions or respond to industry changes. The leaders should ensure that everyone understands the emergency of the situation and their essential role in the change process. Leaders should be capable of setting clear, measurable goals that serve as a guide for the organization as it undergoes the change process.
Leadership alone is not enough for successful transformations. It is a team effort that requires all people at all levels of an organization to be empowered and motivated to embrace change. The involvement of all people throughout the organization is vital, and each individual is assigned a specific job with thorough knowledge of how to undertake it in a productive manner. The leaders have a role in creating an environment that encourages creativity and responsibility, which will allow their staff to be proactive, innovative, and contribute to the change. This involves developing trust, support, and resource allocation, as well as creating open communication channels that facilitate feedback and cooperation.
2.5. [bookmark: _Toc213639935]Importance of Leadership in the Change Process
Leadership is the process of influencing people to do what they should in a way that facilitates the easier achievement of group goals. Leaders are able to motivate employees, build confidence, and instill trust (Ghavifekr & Adewale, 2019). Modern institutions require skilled leaders who possess knowledge of the intricate and dynamic business environment. There are a significant number of approaches to leadership, and therefore, there are no universally required leadership skills or styles to adopt. Moreover, leadership plays a crucial role during times of transition, as it helps initiate transformation successfully by providing guidance, support, and direction to the desired path.
Burnes et al. (2018) argue that transformation and leadership cannot be separated because they are mutually exclusive. This view is supported in the article by Al-Haddad & Kotnour (2015), who argue that leadership is the only way through which organizations will be able to react to changing business conditions in a timely and efficient manner. According to the authors, leadership acknowledges the necessity of change in organizations, as this change can be critical to a firm's existence. Despite this complexity, executives embrace change because they believe it improves the organization and boosts performance.
Van den Heuvel et al. (2014) argue that research on change management has focused on process management. However, not every organization has managed to reach its objectives of a change initiative, despite extensive research on change management. With the continuous changes being experienced in organizations, including reengineering and the development of new methodologies, it is becoming increasingly important for employees to adapt to change, especially in adjusting their behavior to maintain the organization's competitive advantage. Corporations are seeking radical changes in processes, and the ability to restructure firm success depends on how well information technology is coordinated within the firm. Researchers have been encouraged to focus on the behavior of employees during times of change, as this topic has not received sufficient attention.
As Dominguez et al. (2015) note, the paradox of change involves organizations craving stability while simultaneously opposing change, yet they must also evolve constantly to remain successful in a competitive business world. Even though change is considered essential, changes that conflict with the firm's logic can be viewed by staff as illegitimate. It is therefore vital that changes be aligned with the company's vision and objectives. Most of the factors that influence a firm's adjustment include market competition, government laws and regulations, as well as environmental considerations. All these reasons can force the organization to act. Moreover, even when numerous measures are proposed for implementing change, the rate of failure in organizational change programs remains substantial. Effective organizational change requires an organization and its employees to be adaptable. Another common aspect that has been noted as important in avoiding failure in the event of change is the staff's preparation to embrace change.
The more the organization can learn and adapt rapidly in a changing environment, the higher its chances of survival are. According to Zafar and Naveed (2014), effective communication is a necessary aspect for countering resistance to change. The key messages employees should receive during the changes include clarifying how the change will impact the current situation, restating the organization's core values, explaining the benefits of the shift in both the organization and its employees, defining the final goals, and informing employees about the availability of alternatives and resources. One of the significant reasons behind the failure of change initiatives is a lack of adequate communication. Furthermore, van den Heuvel et al. (2014) assert that organizations are unsuccessful in implementing change when such change jeopardizes employees' identification with the organization. This concept is also referred to as employee organizational identification. Organizational leaders play a pivotal role throughout transitions as the organization adapts to the demands of the external environment. Failures in organizational change vary; they might result from minor technological faults, operational breakdowns, or significant failures stemming from transformational change plans and associated missteps.
2.6. [bookmark: _Toc213639936]Effectively Leading Change
Good leaders can foresee the negative consequences of change in an organization and prevent them. Among scholars, there is a general consensus that the inclusiveness of organizations, institutions, and countries in the face of dynamic change is facilitated by transformational leadership (Lewa et al., 2022). Some scholars argue that charismatic-transformational leadership is a more effective leadership approach, especially when an organization is undergoing transition. Leaders who regard their followers’ needs and treat them with respect and dignity ensure that their followers are encouraged to achieve higher performance and a greater commitment to their work.
Hartge et al. (2019) provide an outline of the functions of leadership that are critical to ensuring organizational change, which include providing accuracy in the scope and importance of the change, communicating its worth, providing feedback to the employees regarding the process of change, leading change, motivating employees, and allocating resources. Adil (2014) also developed a theory of leader encouraging behavior to change, which is essential and cannot be achieved without change. The concept suggests that executives should assess the strength of available resources and the needs of employees, communicate clear goals to them, and cultivate trust among employees.
Similarly, Caulfield & Senger (2017) identified themes such as ideal leadership, which are related to the functions that leaders perform during periods of change. The first of these functions is the role of an inspirational communicator, concerning how leaders communicate and why change is worthwhile. Second, there is honesty, that is, the quality of trusting the leadership of the firm. The third competency is the leader's knowledge and ability to implement change. Fourth, inclusion, or recruiting the assistance of the entire staff in the change process. The fifth principle is respect, which concerns how leaders should treat their workforce. Ultimately, decision-making refers to the leader's ability to make difficult decisions during a complex transformation process.
2.7. [bookmark: _Toc213639937]Previous Studies 
As Sami et al. (2024) explain, this study examines the ways in which multinational corporations operating in Baluchistan, Pakistan, apply transformational management to enhance the effectiveness of their organizational options. This paper highlights the significance of leadership in managing organizational change, considering the dynamic and rapidly evolving business environment. The strategy is grounded in transformational management theory. It is said to play a significant role in organizational change strategies, promoting creativity, inspiring, and fostering in-group insight and foresight in employees. The data were gathered using the Multifactor Leadership Questionnaire (MLQ) and the Project Implementation Profile (PIP) survey instruments to conduct a quantitative study among mid-level managers at Mondelez International (Hub) and Cnergyico Pakistan Limited (Hub). To enhance the success of other projects, the findings have indicated an excellent correlation between transformational leadership and organizational trade effectiveness. This is a behavior that involves intellectual stimulation, inspirational motivation, as well as personalized consideration, and is key to transformational leadership. The introduction of empirical data illustrating the greatness of transformational management in organizational change within the specific socio-economic and cultural context of Baluchistan can be discussed as one effort to enrich the current body of knowledge.
[bookmark: OLE_LINK2]As Cianos (2025) notes, based on the three-stage change model, socio-technical systems (STS) theory, digital transformation, and transformational leadership, this manuscript explores the topic of organizational change. The necessity for leaders to have a solid understanding of the dynamics of change and the ways to guide their teams through these change processes is more critical than ever, as they are confronted with the challenge of digital disruption of unprecedented complexity. STS theory presents an approach based on examining the ways social structures influence and are influenced by organizational environments, as well as the ways in which technical progress interacts with them. The change model proposed by Lewin is a process-based model that initiates, manages, and sustains change, divided into three stages: unfreezing, changing, and refreezing. This paper presents a complex and comprehensive perspective on digital transformation through the integration of two theoretical models, where the role of transformational leadership is vital in influencing the integration of an organization's technical systems with its culture, structures, and human dynamics.
According to Maisyura et al. (2022), leadership in organizational transformation, encompassing the traits associated with this style, is attempted to be explored in this paper through the use of the literacy study approach, which involves gathering information from books and scientific journals and then combining it with the author's perspective. In this study, the authors examined organizational transformation through the prism of leadership and the change it brings about, focusing on the charismatic and instrumental roles that leadership plays. Organizational change that is responsive to and even thrives in the face of sudden, unpredictable shifts in external factors is best facilitated by transformational leadership. A transformative leader is one who not only possesses the necessary information but also has the courage to act on it, take calculated risks, and implement a plan to bring about innovations that will ensure the transformation's success. Utilizing the 4R model of organizational transformation put forward by Gouillert and Kelly, which consists of reframing, restructuring, revitalization, and renewal, as well as the eight steps of Kotter's change model.
Mekonnen & Bayissa (2023) examined several public hospitals in Ethiopia's North Showa Zone, Oromia Region, to investigate the impact of different types of leadership —transformational and transactional —on the organizational readiness of health professionals to undergo change. In April 2021, researchers used a cross-sectional study strategy based on institutions for one month. Results are based on information gathered from 212 lower-level health professional staff. For both transactional and transformational leadership styles, the Pearson product correlation of organizational change readiness was determined to be low, positive, and statistically significant. The results showed that among health professionals, both transactional and transformational leadership styles significantly influenced the variation in organizational readiness for change. Healthcare workers' organizational readiness for change is best predicted by leaders with a transformational rather than a transactional style of leadership. The study found that when administrative personnel display transformational and/or transactional leadership characteristics, health professionals are more prepared for organizational change in terms of dedication and efficacy. Additionally, the study found that the two leadership styles can influence organizational change preparedness to a certain extent.
Baldomir & Hood (2016) argue that servant leadership is the most effective form of leadership for driving organizational change. Organizational change is facilitated by utilizing the three-step change model developed by Lewin (1958) and the five-factor servant leadership model proposed by Barbuto and Wheeler (2006). Leaders in organizations may do a better job of preparing their followers for change and guiding them through it if they adopt a servant leadership style. Organizations will inevitably undergo change. However, servant leaders can mitigate resistance to transformation by adopting a selfless leadership style and allowing it to drive the change.
Seifu & Jalata (2022) examined how Authentic Leadership (AL) practiced by branch managers influenced the execution of planned organizational changes by assistant branch managers. The study used a random selection of public sector banks (Commercial Bank of Ethiopia, or CBE) and private sector banks (Oromia International Bank, or OIB) to guarantee representativeness. Managers and assistant managers from branches in the Addis Ababa districts were randomly selected to participate in the study. Authentic leadership is a favorable predictor of the planned execution of organizational transformation, according to the research premise. A quantitative and two-stage cross-sectional research strategy was utilized in the study. Results showed that AL was a good predictor of POCI, or planned organizational change implementation, lending credence to the theory.
Said & Triatmanto (2024) examine the relationship between situational leadership, organizational change, and performance in the hotel sector. Data from 222 hotel management specialists in South Kalimantan Province, specializing in three- and four-star establishments, are analyzed using a quantitative manner. In order to examine the impact of both situational leadership and organizational change on performance, the data analysis technique utilizes SEM Amos in tandem. Empirically, this study found that the most decisive attitude in situational leadership is the ability to issue commands to hotel staff, particularly when overseeing their members during the settlement process. Furthermore, the most valuable contribution to organizational change is readiness to change, a mindset and attitude that must be implemented. Positive guest feedback on the quality of the hotel's products and services is the most important performance metric for five-star hotels in South Kalimantan. The impact of situational leadership on organizational performance can be mitigated through organizational reform.

2.8. [bookmark: _Toc213639938]Research Gap
Although numerous studies have been conducted in the area of leadership and organizational change, a considerable gap remains in understanding how diverse leadership styles impact organizational change across various sectors and cultures. Most earlier research has focused on transformational leadership alone, with little regard for the interplay of other forms of leadership, including transactional, servant, authentic, and situational leadership, with organized change-management models such as Kotter’s 8-Step Model, Lewin's Three-Stage Theory, and the ADKAR model. In addition, the majority of existing studies have focused on a specific industry, resulting in a lack of cross-sectoral and cross-cultural knowledge, particularly in the case of the Middle East, where socio-cultural peculiarities significantly influence leadership. Furthermore, the prevalence of quantitative methods in previous research has limited our understanding of the multifaceted, contextualized processes by which leadership fuels transformation. Hence, the study bridges these gaps by examining multiple qualitative cases across technological, public, corporate, and family business environments worldwide, as well as in the Middle East, to determine how leadership styles can be aligned with change-management frameworks to achieve sustainable organizational transformation.
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