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study therefore investigated the impact of leadership styles on organisational
change implementation. The study developed an integrated framework
combining the direct effect of some leadership styles on organisational change
implementation. In order to validate the conceptual framework, empirical
research was conducted with a realist perspective. Primary data was collected
through a questionnaire from change implementation officials at the Nigerian
National Petroleum Corporation (NNPC) headquarters Abuja. The findings from
the study reveal that a combination of the values of democratic and
transformational leadership styles contribute to change implementation,
therefore making the proposed model imperative for adoption.
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INTRODUCTION

Many organisations are yet to understand the impact of leadership and the various leadership styles, and how
they influence change implementation in organisations. Pastor and Mayo (2008) believe that failure to adhere to
predominant leadership styles such as transformational, democratic or transactional will limit the level of effectiveness
and commitment, and consequently reduce change implementation strategies. Northouse (2016) opines that
transformational and transactional leadership styles help organisation leaders to build strong ethical values capable of
supporting change implementation. More so, studies confirmed that transformational and democratic leadership styles
tend to increase subordinates’ contributions and commitment to organisational change and success (Avolio & Bass,
2004). This means, exploring the impact of various leadership styles will increase the efficacy and understanding for
change implementation. In another development, Pastor and Mayo, (2008) believes that leadership styles have the
tendency to either reduce or increase the value of workforce when responding to change. More so, Northouse(2016)
is of the view that leadershipis always at the centre for organisational change implementation in organisationsbecause
it increases psychological support for members.

Studies have explored the impact of leadership on change implementation and conclude that leadership is a
critical element for managing change in organisations (Vigoda-Gadot, 2007; Neves & Caetano, 2009). This means, the
failure or success of organisational change deeply depends on organisational adoption of a predominant leadership
style (Hassan, Prussia, Mahsud, & Yukl, 2018). Therefore, this current study seeks to investigate the effect of
leadership on organisational change implementation in the Nigerian Petroleum Corporation of Nigeria. Accordingly
therefore, the research effort sought answers to the following questions;

e Does leadership style have a positive and significant effect on organisational change implementation?

e What styles of leadership are capable of leading organisational change implementation?

LITERATURE REVIEW
Organisational Change

Organisational change is defined differently by different authors. While some authors defined it as a process
where an organisation is going through a transformation or a change in culture(Sharma & Khokle, 2017), others think
that it is a process where an organisation is restructuring itself to meet current demands (Judson, 1991). Similarly,
Sengupta et al. (2006) defined organisational change as the adoption of a new idea or behaviour, or a way in which
an organisation altered its existing structure to increase effectiveness and achieve set objectives. Jick (1993) sees it
as a planned or unplanned response to pressures from both inside an organisation and from the external
environment. Lewis (2011) defines organisational change as a creation of an effective communication that will lead
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the organisation’s desired state. The critical issue about these definitions is that, each author keeps referring to the
need for organisations to overcome challenges in order to achieve desired objectives. However, in order to overcome
such challenges, organisational members must resume process modification by adopting measure of re-engineering
business processes and incorporate factors such as leadership which are capable of driving the change process.

Researchers such as Alas and Vadi (2006) and Alsharari (2019) believe that organisations may require
modification from time to time in order to ensure stability and predictability, which often leads to restructuring and
enhancing change implementation. However, lack of organisational stability when modelling change may lead to
confusion and uncertainty which often leads to a state of paralysis (Lewis, 2011). This is why Alas and Vadi (2006)
agreed that change involves elements of organisational systems which must sustain and align together in achieving
the desired change. The literature on organisational change usually considers a step-by-step approach leading to a
successful change, as evidenced in organisational change theories (Grieves, 2010, Andreeva and Ritala 2016).
Organisational change implementation is not only a change philosophy or a structure of set of change assumptions
(Graetz and Smith, 2010), but a practical way in which organisations adopt and practice change theories in order to
make change happen effectively (Hayes, 2010, Thakhathi 2016). Change will only be effective and successful if
organisational change processes are followed with due principles and a stated approach (Burnes, 2004). Hayes (2010)
viewed that organisational change implementation entails thoughtful planning and sensitive implementation,
consulting and effectively involving people in the change process.

The concept of change has attracted new initiatives with critical consideration of the integration of
management concepts such as leadership and different leadership styles, as values for developing and expanding
people’s capacity to effectively participate in change implementation (Grieves, 2010). Studies shows that the
integration of change models will improve the understanding and quality of people’s involvement in change
implementation (Sengupta et al., 2006; Hostetler, 2007; Lewis, 2011 and Gungadeenet a/ 218). More so, change
models have shown the importance of paying attention to critical factors that influence effective change
implementation in organisations, such factors are often considered as the necessities for increasing the technicalities
involved in change implementation. Bolman and Deal (2003) believe that such management techniques increase
opportunities for change and as well reduce barriers such as ambiguities and incompetence. In addition, Brisson-
Banks’ (2010) study concludes that in an organisation’s transition period, change models can be combined to form
new models to best fit with current circumstances which could form a unique method and strategies capable of
proving additional insights into possible ways of improvement. Brisson-Banks (2010) further stressed that the
combination of management techniques increases skills which become extremely valuable to facilitate change in a
transition period. Evidence of empirical investigations shows that organisation change implementation is developed
from existing change theories (Susanto, 2008; Self and Schraeder, 2009; Senior & Swailes, 2010), and such change
theories help to develop frameworks to enhance practical directions for organisational change implementation.

Lewin’s (1947, 1952) change theory, which faced numerous criticisms, has been adopted as the basis for
developing frameworks capable of increasing the understanding of organisational change implementation. Lewin who
is noted to be the first psychologist to work on change, argued that the process of managing change is in three
stages which are; (1) unfreezing current behaviour, (2) moving to the process of new behaviour and (3) refreezing the
new behaviour. Lewin (1947) relate change with group dynamics and further argued that it is important to emphasise
group behaviour to change, rather than focusing on just one individual (Dent and Goldberg, 1999), because the
individual is in isolation and is constrained by group pressures to conform. Consequently, Schein (1988) adds that
managing change at a group level should focus on factors such as group norms, which relate to accepted types of
organisational culture, and interactions/socialisation which are in line with adopting a predominant leadership style.

Lewin who adopted action research to develop his theoretical position about change stressed that change can

only be achieved by helping individuals to reflect on new insights into the existing situation (Smith, 2005). Schein’s
(1996) work reflected on Lewin’s theoretical thought that ‘one cannot understand an organisation without trying to
change it’ (p 64). This means it is more important in understanding the processes and procedures that could result in
change from the individuals and groups’ perspectives. Furthermore, it was stressed that for change to be effective, it
must involve the participation and collaboration of all those concerned about the change (Lewin, 1947; French and
Bell, 1990; Day et al, 2002). Lewin believes that for change to be effective the following are necessary:

e Step 1, unfreezing. That human behaviour is based on a quasi-stationary equilibrium supported by a complex
field of forces. Meaning, before an old behaviour can be discarded (either unlearnt) and new behaviour
successfully adopted, the equilibrium needs to be destabilized (unfrozen). Although, Lewin did not believe
that this would be easy or that the same techniques could be applied in all situations. Hence it was further
noted that ‘unfreezing’ the present level may involve different problems in different cases (Lewin, 1947).

e Step 2, moving:Unfreezing is not an end in itself, it does ‘create a motivation to learn but does not
necessarily control or predict the direction’ (Schein, 1996: 6). Lewin (1947) viewed that it is necessary to
take into account all the forces at work to identify and evaluate the available options to enable people to
move to a more acceptable set of behaviours.

e Step 3, refreezing:This seeks to stabilize the situation at a new quasi-stationary equilibrium in order to
ensure that new behaviours are relatively safe from regression (Lewin, 1947). The new behaviour must be to
some degree matched with the rest of the behaviour either adapting to some king of related change
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practices (Schein, 1996). This is why effective change must require organisational culture, social norms,

policies and practices capable of establishing and consolidating change(Cummings & Worley, 2001).

Lewin’s theory has been criticised over time; for example, Burnes (2004) argued that Lewin’s theory is only
suitable for small change projects, and it ignores organisational powers and politics identified in Morgan’s (1986)
study which viewed organisational politics as a metaphor or critical factors that influence the organisational change
process. Morgan (1986) believes that organisations are rational systems and can find ways to overcome limitations
however, over reliance on some metaphors can increase organisational politicisation. But, Lippitt ef a/ (1958) adds
that after the unfreezing phase, there is a need to establish a change relationship, and after the refreezing phase,
there is the terminal relationship. In order to support this claim, Lippitt established a stage change model which re-
classified organisational change into three stages of such as (1) clarification or diagnosing the problem, (2)
examination of alternative routes and goals and establishment of goals and intentions for action and (3) the
transformation of intentions into actual change efforts.

After reviewing Lewin’s three steps change model, Schein (1980) came up with a new way to describe the
situation surrounding unfreezing and freezing in organisations. Schein viewed that the way to unfreeze an
organisation is either, to move the organisation from the current status quo to a future state and freeze the changes,
that for unfreezing to work well, members of the organisation would need to embrace change and see the need for
such change. Schein equally noted that the need to be dissatisfied with the current status quo must be observed, and
once such perception is introduced people will then see the gap between what has been and what should be. Then,
this will be conceptualized to motivate people in order to reduce implementation gaps in order to achieve desired
change. However, Schein (1980) did not offer a clear step by step change conceptualisation as indicated in Kotter’s
(1996) study which shows a chronological order of the organisational change implementation process as follows:

1. Establish a sense of urgency. change means uncertainty about what the future looks like (Alas et al.,
2011); uncertainty makes people uncomfortable hence people would prefer the status quo. Furthermore,
people tend tomistrust things about which they are uncertain (Smith, 2011). Therefore people need to be
encouraged about the need to make change happen (Kotter, 1996).

2. Form a powerful high level coalition to guide and lead the change: a group is needed with enough
power and influence to be responsible to effect change in an organisation. Kotter (2002) posited that such
group should be surrounded by people with vision and a sense of what is happening outside the organisation,
credibility within the organisation, knowledge, and good communication skills. Some people may exemplify
more than one of these qualities, but each of these qualities should be essential for developing a strong vision
and communicate clearly such vision to the rest members. More so, the members need to work together and
commit fully to the perceived change.

3. Create a vision of the organisation’s future. to help focus and direct the change (Kotter, 1996). It is
important to develop a vision that reflects in line with an understanding of organisational culture and what its
members value (Kotter, 1996), as well as creating the strategies for achieving the vision that will helpexpedite
the change (Kotter, 1996, 1998).

4. Communicate that vision widely, repeatedly and consistently. from theleadership level down through
all organisational levels, in language and inactions and behaviours (Kotter, 1996).

5. Empower people in the organisation to act on the vision: either removing obstacles tochange, improve
processes and systems, encourage and enable people to takerisks, engage in non-traditional thinking and
activities (Kotter, 1996).

6. Plan for visible short-term performance improvements: enable these to occurand recognise people’s
achievement and the work of those who have enabled thatachievement (Kotter, 1996).

7. Consolidate improvements and produce more change: as change takes effect,build on the credibility
and confidence of that results, extending the reform orstructures, systems and processes and encouraging
and growing change agentsin the organisation (Kotter, 1996).

8. Institutionalise new approaches: clearly articulate the connections between thenew ways of working
towards organisational successes and encourage change leadership and anchor the changes into the
organisationalculture (Kotter, 1996).

Authors such as Appelbaum et al. (2012) argue that Kotter’s (1996) change model lacks rigorous fundaments,
and did not show who is coordinating the change process. However, it was an instantaneous success at the time it
was advocated and it still remains a key reference in the field of change management (Appelbaum et al, 2012).
Kotter's book titled Leading Change has been used to support conceptual frameworks in order to assist change
management and implementation (Buchanan et a/, 2005). Kotter's organisational change model has been cited in
recent academic textbooks such as Langton et a/ (2010) and has contributed to several articles on organisational
change and management (Jansen, 2004; Todnem, 2005; Lines; 2007; Sidorko, 2008; Zakariasen et al., 2008; Brisson-
Banks, 2010; Farkas, 2013). For example, Parker et al. (2013) adopted Kotter’s (1996) change management principles
to construct what they called Alignment of PRINCE2 and change management activities, to identify key stakeholders
that could influence the success of a project change. Accordingly, Alignment of PRINCE2 and change management
activities are used to enhance change activities such as creating a sense of urgency, form a powerful coalition, create
and communicate a vision, assessing the readiness for change and capacity for change, building the understanding
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for change, and developing the potential necessary for implementing change. Brisson-Banks (2010) confirmed that
most successful business change models of recent times are based on Kotter’s (1996) change model, and it has been
the key mechanism for leading organisational change (Kouzes and Posner, 2007). Also, Alas et al’s (2012) study
shows that the steps in the process of change in Chinese and Estonian organisations were analysed on the basis of
the steps contained in Kotter's change model. Farkas (2013) found that Kotter's (1996) change model provides a
pragmatic structure for change culture through behavioural change and change leadership regardless of positional
authority in an organisation. Mitchell's (2013) argument suggests that change can only be effective when
organisations adopt a predominant leadership style capable of leading the change effectively, however recent
researchers have over time raised concerns about what types of leadership is necessary for effective change
implementation. Thus, this study views leadership as a critical variable for change implementation andmeasure the
existing gap between leadership types and change implementation.

Leadership

Experts in the study of leadership have given nhumerous meanings to leadership, for example, some scholars
view leadership as a process of influencing people to achieve an organisational objective in a way that makes it more
coherent and cohesive (Bennis & Namus, 1985). Others view leadership as a process of leading people in the right
direction in order to achieve set objectives, as another group of scholars view leadership as a process that ensures
successfully accomplishing desired goals through motivating people to excel in specific areas (Crawford et al, 1997;
Northouse, 2010). Yukl (2013) define leadership as an attempt to equip, train, and influence subordinates who have
diverse gifts, abilities, and skills, to focus on organisational mission and objectives. Yukl (2013) further noted that
leaders are enthusiastic people who ensure that subordinates are emotional and physically coordinated to achieve the
organisational mission and objectives.

Related research on leadership shows that leadership exists in the minds of both the leaders and those led
(Bass, 1985; Bass & Avolio, 2004). Hofstede et a/. (2010) confirm that statements from those who are led are a better
reflection of the actual meaning of leadership. Carlyle (2007) also argued that the understanding of leadership can
best be summarised in terms of an interdependent relationship between structure, process and outcome. Similarly,
Gill (2006) posits that leadership entails having the skills and capabilities of creating a vision for inspiring trust,
including team building and emotional intelligence.

The literature on leadership evidences that leaders accomplish their tasks through an innovative flexible
means of education, training, support, and protection that provide subordinates with what they need within the
reason and scope of the organisation’s resources to accomplish objectives (Bass, 1985). Leadership has over the
years evolved as a crucial aspect of management for stimulating subordinates to change their motives, beliefs, values
and capabilities so that their own interests and personal goals become congruent with organisational change
processes, which make leadership very interesting, important and effective (Bass, 1985; Gill, 2006; Hofstede et al,
2010). This makes leadership very important in maintaining organisational success (Crawford et a/, 1997). But,
leadership often fails when organisational leaders fail to identify and adopt a leadership style capable of leadership
change implementation (Northouse, 2010). Studies in the area of leadership have shown thatleadership styles such as
democratic, autocratic, transformational and transactional have been identified to either increase or reduce
organisational change implementation (Avery, 2004; Bratton et al, 2005; Zastrow & Kirst-Ashman, 2009; Sapru,
2013).

The study at Jowa University conducted by Lewin and his associates explores three leadership behaviour
types namely; autocratic leadership, democratic or participative and laissez-faire to have influence people’s behaviour
in change participation (Avery, 2004). For example, autocratic leadership style: where leaders have absolute power
over subordinates or a team shows that, employees have little or no contributions in decision making even where
such decisions would create an opportunity for them (Sapru, 2013). The leader centralised authority, dictated
methods of work and limited employees’ suggestions (Avery, 2004), this leadership style usually leads to high staff
turnover or absenteeism. Unlike the autocratic leadership style, the democratic leader tends to involve subordinates
and hence, considers their suggestions in decision making. Accordingly, in democratic leadership, delegating authority
is encouraged as a fair level of participation in deciding on work methods and goals. Sapru (2013) agrees that
democratic behaviour encourages feedback and gives opportunity for training or coaching. Avery (2004) equally
affirms that it increases job satisfaction and enables skills development. Self-confidence is enhanced among
employees. More so, employees are ensured of feeling in control of their own destiny and able to promote what they
want. With this type, workers are motivated to effectively and efficiently engage with their job well by more than just
a financial reward (Avery, 2004). In another development, Jordan and Troth’s (2011) study shows that democratic
leadership style enables organisational leaders to actively engage subordinates in organisational development by
encouraging them to increase their inputs and participation as one family. Spence (2009) study further shows that
democratic leadership behaviour was better at enhancing feedback and increasing work alignment among employees.

In another development, Stone et al’s (2004) view that transformational leaders improve the process where
leaders and followers engage in a mutual process of raising one another to a high level of morality and motivation.
Transformational leadership style has been described as a process through which leaders effect a radical change in
the behaviour of subordinates (Jabnoun & Rasasi, 2005). Transformation and transaction leadership styles have
become popular concepts in recent times (Northouse, 2010). Stone et al (2004) state that researchers and
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practitioners around the World have adopted both styles in a variety of organisations; either changing the
management focus or were used to correct a particular situation. Cardona (2000) sees transactional leadership as an
economically based exchange relationship which promotes uniformity by providing extrinsic (positive or negative)
rewards to co-workers, whilst transformational leadership style enhances a work-based exchange relationship that
promotes teamwork and team building by providing fairer extrinsic rewards which appeal to the intrinsic motivation of
the collaborators.

Transactional leadership style on the other hand focuses on the basic management process of controlling,
organising, and short team planning and encourages exchange of awareness, motivation and self-interest rather than
self and organisational interest (Northouse, 2010). Transactional leaders are often influential because it is in the
interest of subordinates to do what the leader wants (Avery, 2004) by interaction and negotiable agreement. Avery
(2004) further states that transactional leadership is dependant to a great extent on the leader’s skill, confidence in
choosing direction and obtains the followers’ cooperation to be effective. More so, leaders with transactional theory
motivate, direct, control, develop and teach followers with relevant skills (Bratton et a/., 2005). But, transformational
leadership style focuses on creating changes in followers’ values, self-perceptions, and psychological needs for
organisational development (Pastor & Mayo, 2008). This suggests that transformational and transactional theories
may add value to workers’ relationships at the workplace. But, while the transactional leader looks into promoting
economic and social justice of employees, transformational leaders promote an articulated and compelling vision for
the future and establish the difference between success and failure (Avery, 2004).

Crawford (2005) noted that where organisational leaders do not identify a dominant leadership style capable
of leading they face problems of innovation, and the inability to manage information and knowledge. Crawford and
Strohkirch’s (2002) study of the relationship between leadership styles and organisation change implementation
suggests that leadership requires further investigation based on ‘problems perfection’. Other major limitations of
leadership styles include communicating clear expectations about effectiveness, effort and commitment to the task at
hand (Pastor & Mayo, 2008). In addition, another challenge associated with leaders is where leaders’ failed to show
concern for their followers’ welfare. Such leaders should have engaged their followers in frequent dialogue on
improving strategies and moving the organisation forward. Doing so may help followers reframe problems and
approach old situations in innovative ways, enhancing teamwork rather than criticizing individual members’ for their
mistakes (Pastor & Mayo, 2008). Davis (2006) noted that other challenges associated with leaders in organisations
also include ethics and values which are the platform for developing the transformational process and trust. Despite
the challenges faced by organisational leaders, studies have proven that the relevant styles are characterized with
leader/subordinate’s connections (Walumba et al, 2007). Thus the leaders’ interaction and relationship with their
subordinates are guided by mutual goals of improved performance, development and accomplish change
implementation. This can be achieved through commitment from followers when leaders attend to emotions, values,
ethics, and long-term goals when there is management organisational change.

EMPIRICAL REVIEW AND HYPOTHESES DEVELOPMENT

Studies have affirmed that transformational leadership style is associated with visioning, empowerment, and
individual consideration as elements of sustaining organisational change implementation (Pastor & Mayo, 2008).
Avery (2004) agreed that transformational leaders promote and encourage vision for the future and establish the
difference between success and failure. While the literature on organisational change has focused on change
leadership behaviours, the leadership literature posits that transformational leadership has been characterised for
particularly being effective in driving organisational change (Bass, 1998; Nemanich & Keller, 2007; Raoprasert &
Islam, 2010). Studies on transformational leadership did not investigate leader behaviours in terms of a particular
change (Herold, et al., 2008), however they assume that transformational leaders are naturally good at handling any
kind of change especially implementing organisational change (Nemanich & Keller, 2007; Herold et a/., 2008; Caldwell
et al., 2009). Also, studies that compared variations in leadership styles found that the elements of transformational
leadership style have a relationship with organisational change implementation (Bass & Riggio, 2006; Detert & Burris,
2007; Herold et al, 2008), and generally influenced subordinates’ attitude and behaviour in responding to
implementing organisational change. Other researchers believe specifically that, transformational leaders are able to
transform subordinates’ beliefs and values by creating a vision of the future and inspire them to work toward
achieving organisational change (Cardona, 2000; Ivey & Kine, 2010).

Researchers have demonstrated that transactional leadership style has both direct and indirect impact on
employee involvement in strategic decisions towards organisational success (Gu et al, 2012). However, it was
specifically reported that transformational leadership style has a greater impact than transactional leadership when it
comes to employee’s behavioural integration towards decision making leading to change (Gu et al., 2012), and plays
a significant role in mediating organisation change. Riaz and Haider (2010) found that transactional leaders provide
vision and model organisational business units, but could not motivate employee’s involvement and participation in
organisational change implementation compared to the transformational leaders. More so, another study found that
the transactional leader does focus on employees’ innovation but centres more on the role of supervision and group
performance which is dominated by exchange between leader and subordinates and only motivated by rewards
(Walumba et al, 2007). James’s (2005) study equally confirmed this position and added that transactional leaders
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focus more on contingent reward when the job is completed. This is further confirmed in the work of Eid et a/ (2008)
which shows that transactional leaders only pay attention to reward in the form of getting the work done.

A comparison of transactional and transformational leadership styles suggest that both add value to the workplace
environment, but the transformational leader is better because there is more attempt to provide subordinates with
opportunity to contribute to workplace improvement and change implementation (Limsila & Ogunlana, 2008). This
position is contained in James (2005) when he concluded that the transactional leader only recognises employees
after tasks are completed. This clearly shows that both transactional and transformational leadership styles are
important, but the arguments empirically evidenced that the transactional leadership style may have lesser impact on
organisational members compared to transformational leaders especially when engaged in change implementation.
Based on the foregoing, the following hypotheses are formulated:

e Ha: Transformational leadership style has positive and significant effect on organisational change

implementation.

e Hb: Transactional leadership style has positive and significant effect organisational change implementation

than transformational leadership style.

The leadership literature also compared democratic and autocratic leadership styles and confirmed that
participative leaders are more associated with democratic leadership behaviour, while despotic leaders are more
autocratic in nature (Marshall, 1986; Alder et al., 1995). Also known as authoritarian leadership style, autocratic
behaviour is said to have absolute powers over team members (Oyster, 1992). Either the subordinate has little or no
contributions in decision making even where such decisions would create an opportunity for them (Sapru, 2013).Vito
et al. (2011) posit that autocratic leaders often obtain and maintain power. The leader is always at the centre of
authority, dictating methods of work and limiting employees’ suggestions. Oshagbemi and Ocholi (2006) add that this
leadership style usually leads to high staff turnover or absenteeism. Other studies equally viewed that managers
adopting autocratic style force or impose changes on organisational members with insufficient or no consultation,
taking action without considering the effects on the members (Ellinger et a/,, 2008). This category of leaders are seen
as uncaring, self-serving management/undermining, with depriving and intimidating behaviour who always omit giving
recognition or praise for the good work of their subordinates (Ellinger et al, 2008). In spite of these views, the
autocratic leadership style is recommended in a bureaucratic culture as it helps leaders to achieve results (Awan and
Mahmood, 2010).

Unlike the autocratic style, the democratic leaders are more compliant and consider the views and suggestions of
other members of the organisation in decision making. Sapru (2013) confirmed this when he concluded that
democratic leadership style encourages feedback and gives opportunity for training or coaching. Oshagbemi and
Ocholi (2006) affirm this and added that democratic leadership style increasesemployee’ssatisfaction and enables
skills development, which often leads to self-confidence and passion to accomplish organisational goals. Avery’s
(2004) view is in conformity with this when he confirmed that organisational members who are associated with
democratic leadership style are better motivated and can effectively and efficiently engage with their job

Another critical observation of the impact of democratic leadership style shows that it encourages a situation
where a team is guided by leaders who allow all individuals to be involved in the decision making process that
determines the future of the organisation (Erwin and German, 2010). More so, democratic leadership style is believed
to enable organisational members to share managerial skills in order to bring the best out of them (Saameet al.,
2011). This position supports the view that the democratic leader attempts to organise and discipline their
subordinates in the right direction, whereas the autocratic leader is undisciplined and poorly organised with less
attention paid to developing skilful subordinates (Moore et al., 2005; Weyer, 2007). Autocratic leadership is further
linked to a situation where the leader achieves the organisational objectives through people (Bourantas and
Papalexandris, 1990; Eagly and Carli, 2003; Moore et al, 2005; Weyer, 2007), whereas the democratic leader
achieves goals with people (Eagly and Johnson, 1990; Savery, 1993 Oshagbemi and Ocholi, 2006; Stephens and
Greer, 1995; Miramontes, 2008). This empirical position which is equally confirmed by Northouse (2010) suggests
that democratic leadership style is characterised with more organisational member’s participation in organisational
change implementation than autocratic leadership styles. Based on this empirical position the following hypotheses
are formulated:

¢ Hc: Democratic leadership style has positive and significant effect on organisational change implementation.

e Hd: Autocratic leadership style has positive and significant effect on organisational change implementation.

130|Page



European Scholar Journal (ESJ)

Transformational
Ha

Leadership Style (TFLs) \

Transactional Leadership Hb

style (TSLs)  _’

Hc

Democratic Leadership //V Organisational
Style (DLs) Change
Implementation
Hd (oci)
Autocratic Leadership Style /

(ALs)

Figure 1: Leadership Style and Organisational Change Model

As demonstrated above, the model collectively brings all the research hypotheses together in one location and
assumes that for an organisation to successfully implement change there must be a high emphasis of leadership
capable of leading the change. It assumes that organisational members must be equipped to have the required
leadership behaviour in order to participate in the change implementation. Theories of organisational change suggest
that people make change happen and not that changes make people happen. Based on this premise, we further
postulate that to increase the degree and intensity of change implementation, organisations should adopt leadership
styles such as transformational, transactional, democratic or autocratic. In this sense, the above framework seeks to
provide explanations of the adoption of a predominant leadership style for understanding organisational change
implementation. Also, it seeks to provide explanations on the effect of each leadership style on organisational change
implementation. Therefore, it is envisaged that this framework would make a novel contribution by giving a more
refined understanding to the relationship between leadership styles and organisational change implementation.

ASSESSING THE INSTRUMENTS

Holt et a/ (2007) reviewed 32 instruments that measure organisational change. The instruments collectively
measure aspects of organisational change which are the change content, change process, internal context and the
individual characteristics. This was further used to define a comprehensive attitude that influences all the factors. The
first perspective, which is the change content, refers to initiatives being introduced in the organisation in either of the
ways of adapting to behaviours leading to organisational change. Content is characteristically directed towards the
administrative, procedural, technological, or structural characteristics of the organisation. Holt et a/. (2007) come to a
conclusion that change is the extent to which organisational members believe that they qualify and are capable of
implementing perceived organisational change projects successfully if the right attitude and behaviour is established
alongside other strategies of implementing the change. According to Holt et a/. (2007) change instruments measure
the intervening role of organisational members and their level of participation in organisational change
implementation.

In order to assess the impact of leadership style on organisational change implementation Jogulu (2010)
adopted the multifactor leadership questionnaire (MLQ) to link the impact of leadership styles on organisational
effectiveness. Bass and Avolio (1994) have recommended the adoption of the MLQ for accessing leadership behaviour
especially in a situation where the behaviour of a team is the unit of analysis. Kirkbride’s (2006) study used the MLQ
to study leadership styles with the full range leadership development intervention in organisations. This has been
used to assess leadership implication for organisational success and effectiveness. For example, Darvish and Pour
(2013) used the MLQ to measure employee job satisfaction and outcome of leadership style and conclude that
leadership is a strong predictor to organisational job satisfaction. However, critics view the MLQ to predominantly
focus on the impact of leadership on organisational effectiveness (Epstein, 1999), and hence emphasized the need to
develop a leadership instrument for creativity through competencies. More so, Northouse's (2010) Leadership Styles
Questionnaire was added to combine different leadership styles when measuring different leadership styles in a single
study. Hence, adopting both instruments will benefit this study and most especially, help to measure organisational
member’s attitude to change in line with leadership behaviour.
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METHODOLOGY

Exploring the impact of leadership on organisational change implementation requires a realist perspective,
however, a comparison of realism, interpretivism and positivism will help draw a conclusion of the understanding of
the research philosophy necessary for exploring the factors affecting other factors in business research (Saunders et
al, 2009; Bryman & Bell, 2011). Densin and Lincoln (2008) relate positivism to natural science and observable social
reality. Hence most researchers who assume the positivistic paradigm are able to collect experimental observable data
for statistical analysis (Collis & Hussey, 2003). Saunders et a/. (2009) viewed that the interpretivism paradigm is more
of a qualitative approach which enables researchers to discover hidden details of the phenomenon, hence it is
recommended for research in the business and management areas. But, Galliers (1990) argued that a realist
perspective as a paradigm will impact more on business research since it enable researchers formulate hypothesis
testing, quantify variables and inference, which can be drawn from population samples. Scholars such as Saunders et
al. (2009) and Sekaran and Bougie (2010) linked the realist perspective with quantitative and qualitative research
design which enables researchers to use a questionnaire to collect a large amount of data. Considering the nature of
the currentstudy which requires a large sample and data collection, the realist perspective will be a better fit as it will
enable us collect quantitative data from the NNPC, and explore the impact of leadership style on change
implementation.

Employees in the NNPC were given the opportunity to participate in this study. The participants who are
change implementation personnel received the questionnaire with an attached letter explaining the purpose of the
study. In order to encourage the participants, notice of three weeks was given to the participants to complete the
questionnaire and return appropriately. Also, contained in the covering letter was a plea for the participants to
participate objectively, freely, frankly and impartially to the questionnaire. Confidentiality for data collection was
strictly assured. A total of 196 questionnaires were returned and five missing cases recorded amounting to 9.8
percent of missing data.

RELIABILITY AND CONSTRUCT VALIDITY

In order to validate the conceptual model presented in Figure 1, the measure covers each aspect on a six-
point Likert scale: Cronbach’s coefficient alpha was used to measure and estimate the degree of the internal
consistency of all constructs (Field, 2013). All the scales have a high reliability and values of Cronbach’s alpha derived
for the constructs ranging from 0.769 to 0.889. Field (2013) posits that Cronbach’s Alpha (a) is the most common
measure of scale reliability. Authors have considered that Cronbach’s Alpha should not drop below 0.7, and that an
alpha value of 0.7 or more signifies reliable measures (de Vaus, 2002; Shah, 2011; Mueller et al., 2012). We assessed
the construct validity of each construct by using a principal components factor analysis (Pallant, 2010). Our result
shows that all factors loaded and Cronbach’s Alpha was acceptable (see Table 1).

Table 1: Reliability and Validity of Instruments

Numbers of Items | Factor Loading Percentage of | Value of
Variance Cronbach’s Alpha
explained
0OCI 10 0.783 — 0.890 69.373 0.889
TFLs 10 0.656 — 0.839 61.721 0.790
TSLs 10 0.726 — 0.919 75.449 0.855
DLs 10 0.633 - 0.899 67.841 0.839
ALs 10 0.699 - 0.816 59.646 0.769

FINDINGS
Regression Analysis Result

As indicated in Table 3 the regression analysis shows that transformational and democratic leadership style
were better contributing to organisational change implementation. As indicated, transformational leadership style was
found to have the highest positive and significant impact with organisational change implementation (B = 0.353, p <
.001). Consequently, Ha is supported and retained in this study. The regression analysis shows a lesser impact of
transactional leadership style on organisational change implementation (f = 0.093, p = 0.430), indicating support for
Hb which viewed that transformational leadership style have a lesser impact on organisational change implementation
than transactional leadership style. Also, the regression analysis shows that democratic leadership style is impacting
positively with organisational change implementation (B = 0.338, p < 0.001). Hcis supported and retained. Finally,
the regression analysis indicated a negative impact of autocratic leadership style on organisational change
implementation (f = -0.103, p = 0.128). This result shows that Hd'is rejected.
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Table 3: Multiple Regression Result

Unstandardized Standardized T- test | Sig Model
Coefficients Coefficient Summary
Sig of F =
.000
Model B S.E B
TFLs .360 .093 .353 3.875 |.000
Dependent TSLs .095 117 .093 791 430
Variable DLs .342 .098 .338 3.485 | .001
ALs -.117 .076 -.103 -1.503 | .128
0OCI Adjusted R2
=.648

DISCUSSION AND IMPLICATION

The results obtained from these analyses show that transformational and democratic leadership styles were
the most supportive leadership styles necessary for increasing the impact of organisational change implementation.
The regression analysis result indicates that transformational leadership style has a positive effect on organisational
change implementation (B = 0.353, p < .001) and the positive impact of democratic leadership with organisational
change implementation (B = 0.338, p < 0.001) shows that transformational and democratic leadership styles have a
better influence on organisational change implementation in this study. Therefore, a modification of the proposed
conceptual framework as illustrated in Figure 1 became necessary to empirically show the results of the data analysis
and hypotheses testing. Thus, the revised conceptual framework presented in Figure 2 shows the empirical evidence
of the findings from the study.

Transformational
Leadership Style (TFLs)

(B =0.353, p <0.001)

A\ 4

Organisational

Democratic Leadership Change
Style (DLs) Implementation
(ocr

Figure 2: Validated Conceptual framework

This means that our study found transformational and democratic leadership styles as an associate factor
capable of impacting better to organisational change implementation and concluded that in order to portray effective
leadership style organisational leaders need to be conversant with the values of transformational and democratic
leadership characteristics. The findings further indicate that by emphasising on the values of democratic and
transformational leadership styles, organisational leaders would better encourage organisational members’ ability to
contribute maximally in the workplace as well as accomplish organisational goals. Also that, a reliance on the values
of democratic and transformational leadership styles will improve organisational member’s judgment in making a good
decision and be creative when faced with change implementation problems. While democratic leaders enhance higher
productivity which enables them to provide solutions based on group participation and contributing to change
implementation, transformational leaders on the other hand reduce the tension of a one man show but increase the
level of members’ participation by inspiring and motivating them with the sense of overcoming organisational
challenges when engaged with the change implementation process. The findings in this study have empirically shown
that transformational and democratic leadership styles are better adopted to cope with organisational turbulent
periods, for example, when individuals, or groups as well as the organisation as a whole face difficult times,
transformational or democratic leadership style can be used to influence and change the situation due to the fact that
leaders with such characteristics are more decisive and can inspire confidence and trust on members when carrying
out responsibilities. Unlike other leadership styles, transformational and democratic leaders are more likely to
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encourage their subordinates by stimulating them to develop creative solutions to problems while opposing issues
relating to resistance to change. This is in alignment with Bass and Riggio (2006), and Loon et al. (2012) who viewed
that leaders with the characteristics of transformational/democratic styles are better with the capacity of managing
organisational crises, but providing opportunities to foster and inspire courage and stimulate enthusiasm for
organisational members to see the need to recognise growth and achieve change implementation results.

Therefore, we support the argument that transformational and democratic leadership styles are the best
supportive leadership style for increasing people’s readiness for change as well as increasing the impact of
organisational change implementation. This is because both leadership styles better direct organisational members’
attention towards the requirements for change implementation as indicated in our analysis. We also support the
argument that transformational and democratic leadership styles better boost subordinates’ involvement in decisions
that are critical for organisational success and change implementation (Caldwell et a/, 2009), and the argument that
transformational and democratic leadership styles will better support performance feedback and improve opportunities
which are major requirements to increase employee’s readiness for change and organisational change implementation
(Herold, et al., 2008; Caldwell et al, 2009; Raoprasert & Islam, 2010;Larsson & Eid, 2012).

Based on our findings, we argue that organisations that associate with the values of democratic and
transformational leadership styles are better for increasing members’ readiness for change and contribute more
towards change implementation. We conclude that the characteristics of democratic and transformational leadership
styles are better associated with high organisational change implementation as both leadership styles provides
organisational members with a more friendly environment necessary for inspiring, motivating, stimulating and
encourage organisational members to be actively involved in change implementation. The findings of this study have
contributed to the existing literature of organisational change management by developing and validating a conceptual
framework for explaining the relationship between leadership styles and organisational change implementation.

CONCLUSION

We investigated the role and impact of leadership on organisational change implementation, and our
empirical research revealed that transformational and democratic leadership styles are the effective leadership styles
increasing the impact of organisational change implementation. Therefore, organisational members who ranked their
organisations high with the values of transformational and democratic leadership behaviour will participate more on
change implementation, while those who rank their organisations low on transformational and democratic leadership
behaviour may resist change implementation. So, organisational leaders such as the NNPC must ensure that the
characteristics of transformational and democratic leadership behaviour are emphasized in order to inspire member’s
interest and increase their level of participation in change implementation programs as this may lead to unfreezing
current behaviour but refreezing new behaviour capable of increasing the level of change implementation.
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