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Abstract

Organizational change has become a strategic necessity for firms operating in dynamic and competitive environments. This
conceptual paper examines the combined influence of leadership and human resource (HR) practices in driving successful
change initiatives. Drawing on existing literature, the paper explores how leadership styles shape employee readiness,
engagement, and commitment, while HR practices provide the structural and developmental support required for effective
transformation. The analysis highlights the importance of coordinated leadership—HR approaches in fostering a supportive
organizational culture, reducing resistance, and addressing contextual challenges that impede change implementation. The
paper further identifies key barriers such as misalignment between leadership and HR, cultural constraints, and employee
resistance and emphasizes the critical role of psychological, cultural, and motivational factors in shaping change outcomes.
Overall, the study proposes an integrated understanding of leadership and HR as mutually reinforcing forces essential for
sustainable and effective organizational change.
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1. Introduction

Companies need to undergo a strategic organizational change due to the nature of the market. The success of change
initiatives is dependent on how effective the leadership is in managing the processes and the strategic role of the Human
Resource (HR). Leaders shape how employees view change. They influence how willing employees will be to change and
work and keep up performance. A study suggests that leadership styles that boost motivation, trust and psychological well-
being can improve employee performance, particularly when coupled with positive psychological capital (Baig et al.,
2021). There is therefore a need for leaders who can help workers overcome uncertainty and create resilient engaged
workers.
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Fig: Interdependence of Leadership & HR in Organizational Change Source: Own processing
HR also plays an important role in enabling and institutionalizing change. A crucial part of effective change involves

leadership and employees’ active involvement. According to Hussain et al., 2018, classical frameworks like Kurt Lewin’s
three-stage change model emphasize it. The HR bridges the gap between leadership and the workforce by communicating
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change and developing competencies. It also designs a supportive system so that employees can meaningfully participate
in the change process. As organizations are increasingly becoming agile and transformative, the total influence of leadership
and HR becomes central to creating readiness for change, reducing resistance and facilitating lasting organizational
development.

In this paper it is proposed that the ‘leadership’ and the ‘HR’ jointly constitute the agents of change who operationalise
change initiatives. It is additionally proposed that leadership and HR produce employee commitment and performance
through a series of processes. Finally it is proposed that there are strategic interdependencies between leadership and HR
with respect of change which can determine success or failure of change initiatives.

1.1 Background of Organizational Change

Organizational change is something businesses do all the time because of technology, globalization, sustainability and
workforce change. They are all happening fast. Constantly molding themselves, the organization’s structure, processes and
strategies can remain competitive in dynamic markets. As change becomes more complex and more dynamic, effective
leadership will become an increasingly important driver of change. Leadership affects the direction and speed of change,
and impacts on how employees feel about the new initiatives, the readiness and support employees give to it (Musaigwa,
2023). Over the last decade or so, various organizations have started paying attention to sustainability-oriented change.
Mentorship models such as green transformational leadership show that managers can motivate workers to exhibit
proactive, change-ready behaviours away from their actual work in order to enable future-oriented organizational change
processes. For example, leaders who stress environmental values and put forward a compelling sustainability vision foster
greater personal

initiative in employees as well as strengthen their identification with the organization’s green . (Du & Yan, 2022) As
companies increasingly incorporate ecological and social dimensions in their change agendas, such leadership-driven
behaviour is essential.

Change in organization perspective that we will take in this chapter, its effectiveness requires something more complex
and radically different than changing structures and procedures. What’s needed is changing people. This depends on
leaders, engagement and alignment of the identity of the organization with priorities entering region. Grasping change and
leadership as dynamic concepts provides the context for exploring the way HR and leadership work hand in glove to
facilitate effective change initiatives.

1.2 Importance of Leadership and HR in Change Initiatives

To manage organizational change, leadership and Human Resource may be required to implement a successful
organizational change. Leadership structures strategy, inspires employees and encourages an environment supportive of
change. When leaders react to changes, it influences how employees perceive, interpret and react to the changes. In this
way, leadership behaviour is a core determinant of organizational readiness. Research shows that helping people changes
and expecting to get results really works. Employee readiness can be enhanced with strong commitment from change
leadership, supported by culture to align people with change expectations. This shows leadership effectiveness is not just
decision-making; it is also forming cultural dynamics that will sustain change.

CHANGE MODEL

J1

[ ORGANIZATIONL CHANGE J

SHIFERF FROM STDINUE SELIGHT COLDEST FLAMBOOST THO
REFFPPENEL MOLD FLATONS CHANGE UND MODEL
PRAOVEM DE(SST GHIDLER POA CHANGE ORGANIZATION METIIEN
DEAGE ELAIING I HODEL CHANGE MODEL

Fig: Importance of Leadership and HR

Source: Own processing

2526



European Economic Letters
ISSN 2323-5233

Vol 15, Issue 4 (2025)
http://eelet.org.uk

The HR function complements the Leadership in implementing certain strategies through processes, building capabilities,
and systems. As organizations increasingly transform digitally and structurally, the role of HR is strategic in redesigning
jobs, enabling skills, driving innovation and engaging employees throughout the change process. In places that help people
to get higher education, HR and leadership jointly build competencies, facilitate communication that supports generating
innovative

behaviours, and promote an adaptive organizational mindset (Kaputa et al., 2022). When they work together, they help
make sure new technologies, processes, and social innovation practices get used in the institution.

In other words, the person in charge or the leader gives a company the vision of strategy to inspire. Whereas, the HR
department does continuous monitoring and aligning employees with their vision, building their capabilities continuously!
When these three elements are in place, they together create an effective and resilient change system that improves
organisation readiness, reduces resistance and sustains change.

1.3 Aim and objective

The aim of this conceptual paper is to examine the interconnected roles of leadership and human resource (HR) practices
in facilitating successful organizational change initiatives, with a focus on how leadership behaviour, HR strategies, and
employee-related factors interact to influence change readiness, implementation, and outcomes.

Objectives of the Study
1. To analyse the role of leadership styles in shaping employee readiness, engagement, and commitment during
organizational change initiatives.
2. To examine the contribution of strategic HR practices such as training, communication, capability development and
employee support in enabling smooth change implementation.
3. To explore the interplay between leadership and HR functions in building an organisational culture that supports
transformation and reduces resistance to change.
4. To identify the key challenges and barriers that create misalignment between leadership and HR during change
processes.
5. To propose an integrated conceptual understanding of how leadership—HR coordination enhances the effectiveness
and sustainability of organizational change.

2. Review of literature

Author(s) Year Aim Objective Scope Findings
Baig, S. A., Igbal, | 2021 | Examine impact Investigate Employees in Leadership styles
S., Abrar, M., of leadership moderating role of | organizations under significantly affect
Baig, I. A., Amjad, styles on positive various leadership employee
F., Zia-ur-Rehman, employee psychological styles performance; positive
M., & Awan, M. performance capital psychological capital
U. strengthens this effect
Hussain, S. T., Lei, | 2018 | Review Lewin’s Critically examine Organizational Leadership and
S., Akram, T., change model role of leadership change contexts employee
Haider, M. J., and employee involvement are
Hussain, S. H., & involvement crucial for successful
Ali, M. change; Lewin’s
model is widely
applicable but needs
contextual adaptation
Musaigwa, M. 2023 Explore role of | Assess how leaders Organizational Effective leadership
leadership in influence change settings positively affects
managing change outcomes change adoption and
performance
Du, Y., & Yan, M. | 2022 | Investigate green | Examine mediating Employees in Green
transformational role of personal environmentally transformational
leadership initiative and conscious leadership encourages
moderating role of organizations proactive employee
green behaviors,
organizational strengthened by
identity personal initiative and
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organizational
identity
Engida, Z. M., 2022 Study effect of | Examine mediating Employees in Change leadership
Alemu, A.E., & change leadership role of organizations positively impacts
Mulugeta, M. A. on readiness to organizational undergoing change | readiness for change;
change culture organizational culture
mediates this
relationship
Kaputa, V., 2022 | Examine digital Explore its role in Higher education Digital
Loucanova, E., & transformation in social-oriented institutions transformation drives
Tejerina-Gaite, F. higher education innovations socially oriented
A. innovations and
improves institutional
adaptability
Lewa, P. M., 2022 Explore Assess strategies Organizations Transformational
Mburu, M. M., transformational for change undergoing leadership facilitates
Murigi, R. M. M. leadership in management dynamic changes effective change
dynamic contexts management in
dynamic and
uncertain contexts
Mikotajczyk, K. 2022 | Examine changes Investigate Organizations COVID-19
in employee organizational adjusting HR accelerated employee
development post- response to strategies development
COVID-19 pandemic initiatives and
adaptive training
approaches
Asbari, M., 2021 | Manage employee | Connect leadership Organizational Leadership enhances
Hidayat, D. D., & performance to readiness for employees readiness for change,
Purwanto, A. change improving
performance
outcomes
Li,J. Y, Sun, R., | 2021 | Explore employee Assess role of Employees during Transparent
Tao, W., & Lee, Y. coping with transparent internal COVID-19 communication
change during communication improves coping,
pandemic engagement, and
acceptance of
organizational change
Njuguna, A. W., & | 2021 Study effect of Examine Agro-processing Business process re-
Wanjohi, P. business process performance firms in Nairobi engineering improves
re-engineering outcomes organizational
efficiency and
performance
Schwarz, G. M., | 2021 Analyze Frame process of Organizations Failures often result
Bouckenooghe, D., organizational failure undergoing change | from communication
& Vakola, M. change failure gaps, poor leadership,
and resistance;
structured approach
reduces risk
Darmawan, A. H., | 2020 Examine Identify causes and Organizations in Resistance arises
& Azizah, S. resistance to strategies Southeast Asia from poor
change communication and

culture; proactive
strategies improve
acceptance

Paais, M., & 2020 | Assess impact of
Pattiruhu, J. R. leadership,

Investigate effect
on employee

Employees in
organizations

Leadership,
motivation, and
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motivation, and satisfaction and culture significantly
culture performance enhance satisfaction
and performance
Sha, M., Lei, Z., 2020 Study Examine Employees in Transformational
Song, X., & transformational | moderating role of organizations leadership boosts
Sarker, M. N. L. leadership on intrinsic creativity; intrinsic
creativity motivation motivation
strengthens effect
Bauer, T. N,, 2019 Examine Investigate New employees in Servant leadership
Perrot, S., Liden, newcomer moderation by organizations enhances positive
R. C., & Erdogan, proactive servant leadership outcomes of proactive
B. behaviors behaviors
Ghavifekr, S., & | 2019 Assess change Examine effect on Employees in Change leadership
Adewale, A. S. leadership impact organizational Malaysian improves staff
citizenship organizations engagement and
behavior discretionary
behaviors
Hartge, T., 2019 Study leader Assess subordinate Organizations Effective leader
Callahan, T., & behaviors during perception of undergoing radical communication
King, C. radical change communication change improves employee
perception and
change acceptance
Sandybayev, A. 2019 Investigate Assess Organizations with Effective
entrepreneurial organizational entrepreneurial entrepreneurial
leadership effect performance focus leadership improves
performance
outcomes
Burnes, B., 2018 Reimagine Explore leadership Organizational New approaches to
Hughes, M., & By, organizational approaches for settings change leadership
R.T. change leadership change enhance engagement,
communication, and
adaptability

2.1 Research gap

When you look at the current literature on leadership and organizational change, an explicit gap appears. Many papers have
studied the impact of different leadership styles, namely transformational, servant and green transformational leadership
styles on employee performance, employee engagement and employee readiness to change. Moreover, it is not clear how
much motivation leadership styles interact with organizational culture and contextual factors like digital transformation,
crisis or rapidly changing industry conditions. Furthermore, many studies center on performance, creativity, or employee
satisfaction without considering the mechanisms, such as communication practices, employee initiative or psychological
resources that lead to changes. Also, studies that collect data on different leadership dimensions along with organization
and environmental variables are in short supply, especially in developing or non-Western economies. This highlights the
chance to investigate how leadership effectiveness varies with the different contextual, cultural and psychological variables
and what leads to effective change in a business organisation.

3. Role of Leadership in Change Initiatives

The success of organizational change largely relies on leadership, especially in an uncertain, complex and fast-changing
environment. The leaders will always be a catalyst who shift organizations from one state to another, influence employee
behaviour ultimately. Further, create conditions that facilitate adaptation and innovation. How managers act, speak and
decide on various matters shapes how employees respond to being changed.

According to the leadership style, employees may readily accept change. The potential of transformational leadership to
inspire and motivate employees through the effective communication of a compelling vision, the generation of trust, and
support for innovative thinking has been widely recognised. In dynamic and diverse settings, transformational leaders help
in creating a culture that demonstrates inclusion, openness and shared accountability, which enhances the organizational
capacities to adjust to new realities (Lewa et al., 2022). With help on a one-on-one basis and by promoting intellectual
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stimulation, the leaders compel the employees to develop the confidence, adaptability, and commitment to adopting the
change successfully.

Leaders Influence Employee Engagement Commitment and Psychological Security in Organizational Change. Leaders can
motivate employees to stick with the organization and the transformation if they are empathetic, promising developmental
activities and creating a supportive environment. The recent developments especially accelerated by COVID-19 have
revealed the increasing significance of leadership in activating continuous employee learning, reskilling, and building
resilience. Leaders who focus on their employees’ growth and well-being enhance engagement and foster long-term
commitment despite major organizational disruptions (Mikotajczyk, 2022).

When organizations undergo change, it is important to communicate clearly and get people’s input. Successful leaders
communicate objectives clearly, clarify ambiguities and provide timely feedback that explain the rationale behind the
decision. When managers make their decisions with a broad scope of agreement, it encourages employees to take ownership
of the decision and the processes in order to repair and improve things without blaming. In fact, inclusive decision-making
reduced resistance and strengthens trust between employees and leadership. In contexts that change rapidly, leaders who
are collaborative can enhance the agility of their organization by allowing employees to voice their displeasures, give
suggestions and take part in the change.

Table: Role of Leadership

Metric Numeric Context/Source Detail
Value
Organizational Change Initiatives 70% A widely cited figure in change management literature for
Failure Rate the percentage of change initiatives that fail to achieve
their intended goals.
Change Project Failure Attributed to 33% A key reason for change project failure, ranking second
Lack of Support from only to employee resistance.
Management/Leadership
Change Project Failure Attributed to 39% The leading reason for change project failure, which
Employee Resistance to Change leadership plays a vital role in mitigating through effective
communication and support.
Increase in Change Success Due to 23% The increase in change success likelihood found in a
Data-Driven Leadership Capgemini Invent study for organizations with data-driven
leadership.
Increase in Change Success Due to 27% The increase in change success likelihood for organizations
High Data Maturity that have a high level of data maturity (which leaders are
responsible for promoting).

Graph: Role of Leadership

Numeric Value

= Organizational Change Initiatives Failure Rate

= Change Project Failure Attributed to Lack of
Support from Management/Leadership

= Change Project Failure Attributed to Employee
Resistance to Change

Increase in Change Success Due to Data-Driven
Leadership

= Increase in Change Success Due to High Data
Maturity
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The table underscores the crucial role of leadership in organizational change. About 70% of change initiatives fail, with
33% of failures due to lack of management support and 39% due to employee resistance, highlighting how leaders influence
engagement and buy-in. Data-driven leadership increases change success by 23%, and high organizational data maturity
adds a 27% improvement, showing that leaders not only guide change directly but also build the capabilities that enable it.
Overall, effective leadership is a key factor in achieving successful change initiatives.

4. Role of HR in Change Management

HR functions are necessary for the effectiveness of any organizational change initiative. When organizations change
because of technology, restructuring, process engineering or due to an external crisis, HR acts a the central coordinating
function that links people, processes and strategy. Through its policies and practices, HR ensures employees have the right
equipment and support to be motivated to change as well as the organization.

Strategic HR practices provide a foundation for effective implementation of change. HR experts help in bringing change
within the company by modifying a number of policies according to the new goal. Through the establishment of
performance indicators, the promotion of participatory leadership, and the strengthening of change readiness, HR can create
the conditions needed for transformative steps to take place. (Asbari et al., 2021). Similarly, in business process re-
engineering, the human resources function ensures that the right employees are deployed in the redefined roles as well as
that the organizational structures are in place to enhance efficiency and performance (Njuguna & Wanjohi, 2021). HR is
not an administrative function but an agent of change in organizational transformation as per the strategic contribution.
As businesses embrace new technologies, systems, and processes, their staff’s competencies need to change too. HR plays
an important role in providing training and development to employees in order to develop such qualities in them to meet
the requirements of change. It is essential to minimize disruption, resistance and confidence of the workforce through skill
alignment. HR facilitates the learning intervention, coaching, and capability enhancement of employees to equip them to
perform effectively in redesigned roles or different working conditions. These processes help develop adaptability, a
continuous learning mindset, and innovation, which are especially useful for change processes involving quick digital
transformations or process automation.

A strong support system along with employee well-being, are major factors that determine how employees cope with and
respond to organizational change. HR functions lead the way with supportive environments, pushing for transparent
communication and psychological safety while having resolutions in place where employees can voice concerns. Be it
crisis or normal times, transparent internal communication reduces uncertainty and builds trust among employees, enabling
them to better cope (Li et al.,, 2021). HR motivates employees by recognizing their efforts, involving them through
programs, counselling them and providing wellness programmes. When the emotional and practical needs of employees
are fulfilled by HR, it leads to enhanced employee morale and resistance-free commitment towards organizational
transformation.

Table: Role of HR in Change Management

Metric Value HR's Influence and Context
HR Executive Involvement 99% The percentage of HR executives who report leading or playing a major
in Change role in organizational change initiatives, underscoring HR's central position
in transformation efforts.
Increase in Change Success 38% The increase in success rate for change initiatives in companies with
from Effective effective communication strategies, which is a primary HR responsibility.
Communication
Manager Preparedness for 82 The percentage of HR leaders who believe managers are NOT equipped to
Change lead change, highlighting a critical training and development gap that HR is
responsible for closing.
Success Rate with 88% The percentage of businesses with excellent change management (a
"Excellent Change framework HR implements) that met or exceeded their objectives,
Management" compared to $13\%$ with poor management.
Employee Intent to Stay 46% The increase in employee intent to stay with an organization when they are
(Retention) actively engaged in major change initiatives (a core HR function for
mitigating change-related turnover).
Reduction in Employee 24% The reduction in employee negative emotions (anger and anxiety) in
Anger/Anxiety organizations that prioritize open, transparent communication, a key part of
HR's change communication strategy.
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Likelihood of Achieving 50% Organizations that align operating model changes with effective change
Long-Term Growth management are $50\%$ more likely to achieve long-term growth (HR
ensures this people/model alignment).

Graph: Role of HR in Change Management
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The table shows HR’s key role in successful change. HR executives lead 99% of initiatives, and effective communication
boosts success by 38% while reducing employee anger and anxiety by 24%. Although 82% of managers are unprepared
for change, HR training can address this gap. Excellent change management leads to an 88% success rate versus 13% with
poor management. HR involvement also improves employee retention by 46% and increases the likelihood of long-term
growth by 50%, highlighting HR’s central role in driving effective and sustainable change.

5. Interplay Between Leadership and HR

The success of any organizational change relies on both leadership and HR and how they work together to help employees
through the complexity of the change itself. When the leadership provides a strategic steer while HR operationalizes people-
centred processes, there arises coherence in the organisation which helps prepare and insulate from resistance while
enhancing performance overall. Together, they create a cohesive system that promotes cultural alignment, employee
engagement and sustainable change results.

For managing multiple types of organizational change, coordinated action between leaders and HR practitioners is essential.
Leaders create vision and expectations and behave differently to model change while the HR converts them into policies,
programs, and support. When leadership and HR do not support one another, there would be gaps in structure and
motivation that would slow down the change. Research shows that employees often abandon change initiatives due to
poorly designed, uncoordinated, and unexecuted policies (Schwarz et al., 2021). An aligned approach between leadership
and HR can mitigate these risks by linking strategic decisions with employee-centric implementation practices for
consistency throughout the change process.

When an organization possess strong culture, transformational initiatives become more automated with successful
execution. To me, the main role of both leaders and HR is to create and reinforce this culture. The conduct and decisions
of leaders have an effect on the organization’s cultural norms, and the hr institutionalizes cultural norms through
recruitment, performance management, communication, and learning. Culture also affects employee experience and
response to change immeasurably. When cultural alignment is low, organizations will encounter more resistance, more
uncertainty, and less willingness to change (Darmawan & Azizah, 2020). A culture created together by the leaders and the
HR creates openness, shared responsibility, and psychological safety. So, workers can support and sustain any change.
The effectiveness of leadership-HR collaboration in managing change is mediated and moderated by psychological and
situational factors. The culture of an organization can either enhance or reduce the effect of HR practices and leadership
behaviour on the outcomes of employees. A positive culture can improve motivation, trust, and satisfaction and in turn will

2532



European Economic Letters
ISSN 2323-5233

Vol 15, Issue 4 (2025)
http://eelet.org.uk

affect performance and commitment to change (Paais & Pattiruhu, 2020). Psychological capital - optimism, resilience, and
confidence - helps employees internalize change messages and manage through change. When the leadership behavior and
HR practices together create such psychological resources, the employees become more adaptive and less resistant. It would

boost the success of the overall change.

6. Challenges and Barriers in Change Implementation

Barrier / Challenge Causes / Factors Role of Leadership Role of HR References
Resistance to Change | Fear of uncertainty, lack Inspire confidence, Provide supportive Sha et al.,
of clarity, perceived loss | communicate effectively, systems, facilitate 2020
of control, job security use transformational involvement, address
concerns leadership to motivate concerns
employees
Weak Leadership-HR Leaders push change Ensure strategies align | Develop capabilities, | Ghavifekr
Alignment without HR support in with HR, coordinate structure roles, &
capability building, implementation communicate Adewale,
communication, or role consistently 2019
restructuring
Miscommunication Inconsistent messages, Provide clear, consistent Standardize Bauer et
and Confusion unclear expectations, guidance; engage communication, al., 2019
fragmented processes employees reinforce change
processes
Cultural and Rigid culture, Adapt leadership Facilitate culture- Ghavifekr
Contextual Barriers hierarchical norms, risk behaviors to cultural sensitive change &
aversion, context, promote initiatives, support Adewale,
national/institutional openness and creativity adaptation 2019
constraints
Low Employee Lack of intrinsic Use inspirational Implement Sha et al.,
Engagement / motivation, unclear leadership to foster engagement 2020;
Motivation purpose or benefits of engagement and programs, recognize Bauer et
change proactive behaviors contributions, build al., 2019
trust
Poor Change Adoption Disengagement due to Promote ownership, Align HR practices Ghavifekr
/ Low Citizenship ineffective leadership or | model desired behaviors with change goals, &
lack of organizational monitor adoption Adewale,
support 2019

Conclusion

Organizational change is no longer an episodic event but a continuous and strategic necessity in a competitive, technology-
driven and volatile environment. This conceptual paper has discussed how leadership and HR together constitute the core
driving agents of successful change initiatives. The review of literature shows that leadership influences the direction,
clarity and emotional experience of change, while HR operationalizes the processes that enable employees to adapt, reskill
and remain committed to transformation. Change succeeds when these two functions act in an aligned and integrated
manner, shaping employee readiness, reducing resistance and building organisational resilience.

Leadership plays a particularly critical role by providing a compelling vision, communicating change effectively and
fostering trust. Research indicates that employees interpret change largely through leaders’ behaviour how leaders
communicate, support and respond during transitions shapes employees’ perceptions of fairness, clarity and confidence
(Hartge et al., 2019). Leaders who adopt entrepreneurial, adaptive or transformational styles are more capable of energizing
employees, promoting innovation, and driving performance under uncertain conditions (Sandybayev, 2019). However,
leadership alone cannot sustain change unless HR structures, systems and employee-support mechanisms reinforce these
behaviours and translate strategic intentions into practical actions.

The HR function ensures that change is institutionalized by aligning skills, shaping culture, facilitating transparent
communication and providing psychological and operational support throughout the transition. HR-led processes help
employees understand expectations, develop new capabilities and feel supported as they navigate change. When leadership
and HR operate in a coordinated manner, they can shape a strong culture that encourages learning, adaptability and shared
responsibility.
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Finally, the paper highlights the need for reimagining organizational change leadership in modern contexts. Traditional,
linear approaches to managing change are insufficient because organizations now operate under complex and fluid
conditions. Scholars argue for flexible, participatory and context-sensitive leadership models where collaboration between
leadership and HR is central (Burnes et al., 2018). The integration of leadership, HR practices and employee-centred
strategies creates a holistic system that drives sustainable change.

In sum, the effectiveness of organizational change depends on the dynamic interplay between leadership and HR. Their
combined efforts influence not only structural and procedural adjustments but also the psychological and cultural
dimensions of change. For organizations aiming to remain competitive and adaptive, strengthening leadership—HR
partnerships is not optional it is a strategic imperative.
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