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Abstract - Since change is a continuous process, several researches were conducted and examined the relation between 
leadership styles and strategic change management. However, the relation between leadership styles and specific change 
management model have never been conducted. The purpose of this research is to examine the relation between 
transformational leadership style and Kotter change model. PLS first order structural model was constructed and data was 
collected from 150 employees to study this relation. The results of this research indicated that a positive relation exists 
between transformational leadership style and Kotter change model.  
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I. INTRODUCTION 
 
Most Organizations nowadays continuously change 
to survive, compete or develop in a dynamic and 
complex environment [1]. Organization change 
entails any attempt to alter organization culture, 
structure, mission, vision, strategies, goals, objectives 
and work process [2]. Change management literature 
provided several change processes and concepts that 
assist organization leaders in responding to internal 
and external environmental forces [3]-[4]. 
Environmental forces that affect the organization can 
be internal or external, internal forces including 
customers, suppliers, competitors, while external 
forces include economic, global, political, 
demographics and socio-cultural conditions [5]. 
Accordingly, organizations seeking development 
should benefit from external environmental 
opportunities and avoid external threats to sustain 
competitive advantage [6]. It is predictable that 
organizations external environment in Middle East 
and North Africa (MENA) region will change in the 
upcoming years, for example, Lebanon is expected to 
enter the petroleum countries club in 2010, almost 
650 million barrels of liquid oil and 29 trillion cubic 
feet of gas were discovered after exploring 10% of 
Lebanese shores territory [7], this will contribute to 
the government revenues by 60% of profit share and 
almost 12% royalty fees on oil production,  and will 
lead to more economic growth [8]. While 95% of 
Lebanese organizations are considered as small-
medium enterprises (SME’s) as reported by the 
Lebanese Ministry of Industry [9], the foreseen 
economic growth will lead to more investments and 
major changes in current operating organizations.  
Kingdom of Saudi Arabia will also experience major 
societal and economical changes after announcing 
“Vision 2030” by the prince Mohammed bin Salman 
bin Abdel-Aziz Al Saud, in his vision the prince aims 
to increase private sector investments from 40% to 

65% , he also aims to increase non-oil exports from 
16% to 50%, additionally the new vision focused on 
tourism and entertainment investments [10]. The 
ambition from KSA leader relies on the success 
achieved by Sheikh Mohammed bin Rashid Al 
Maktoum and his “vision 2021” that placed Dubai as 
one of the top tourist countries around the world, this 
country will host Expo 2020. From Gulf area also, 
Qatar is also looking for more investment in 
infrastructure, hospitality and entertainment for 
hosting FIFA world cup 2020.  From North Africa 
region, Abdel Fattah el-Sisi – the president- promised 
Egyptians to recover fast from billion US dollars 
[11]. With the expected dynamic and unpredictable 
economic, technological and social environmental 
changes, transformational leaders who understand 
this style fundamentals and have skills, desire and 
courage to initiate change, can only accomplish 
organizational change successfully [12].  
According to Bass and Avolio (1992), 
Transformational Leaders are characterized by their 
charisma, integrity and trust. They motivate 
employees and intellectually stimulate them to 
achieve higher performance and beyond expectations 
[13]. Transformational leadership style is attributed 
by four pillars: the bad effects of Arab Spring. With 
power, he directed the government to turn the 
economy into more investment one, this will enhance 
business climate and  provide more employment 
opportunities to youth [10]. Back to Middle-East, the 
United Arab of Emirates reopened its embassy after 
closing it in 2011, as the Syrian conflict reached an 
end, UN expected that the cost of rebuilding Syria 
exceeds 350  
 
A. Idealized Influence: Using attributed Idealized 
Influence, transformational leaders associate with 
followers, build trust and respect and instill pride in 
them to act for the interests of the organization and 
group rather than their self-interests. While, through 
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Behavioral Attribute, leaders communicate their 
values, believes to gain support for their mission [13]. 
 
B. Inspirational Motivation: The Transformational 
leaders show optimism, enthusiasm, and create a 
compelling vision and future state. Leaders inspire 
followers, and express confidence that the goals will 
be achieved [13].  
 
C. Intellectual Stimulation: Here leaders direct 
followers to think and deal with problems from 
several perspectives and in new non-traditional ways. 
Critical, creative and innovative thinking is 
encouraged by creating supporting environment, 
while individual performance problems are not 
criticized in public [13].    
 
D. Individualized Consideration: This pillar is 
characterized by mentoring and coaching, employees 
are treated individually and not as a member of a 
group, leaders carefully identify, respect and address 
individual needs to develop their skills through two 
ways continues communication [13]. It is well known 
that there are several approaches to implement 
change, organizations change initiatives often aims to 
gain benefits such as increase in  productivity, 
effectiveness, efficiency and quality of service [14], 
and most importantly improvements, sustainability 
and competitive advantage [15].  Several scholars 
articulated that more than 65% of change initiative’s 
fail after several years of launching it [16]-[17]. One 
of the most comprehensive and commonly used 
change processes models is the eight steps change 
model proposed by Kotter, this model provide a 
detailed, organized and holistic approach to handle 
and manage change [18]. In this model is divided into 
3 stages and 8 steps, the first three steps aim to 
establish a climate for change, the next three steps 
aims to engage employees and the organization in the 
change, while the last two steps reinforce and 
maintain change. Kotter added that each step should 
be completed successfully before moving to another 
step; in action, leaders should first “Establish a Sense 
of Urgency” by convincing employees about the 
importance of change needed and the risks of not 
taking new direction resulting from the organization 
environment, once completed leaders then they 
“Create a Guiding Coalition” to form and structure 
the team effort [19]. In addition, the team should be 
characterized by its credibility, power, and expertise 
and shared change success goals. In the third step 
leaders ought to “Develop a Shared Vision” aiming to 
guide the change and set the ground for decision 
making and employees right actions that are based on 
high coordination [20]. The next step is to 
“Communicate the Vision”; Kotter articulates that 
successful leaders use every possible organizational 
communication channel to share the new vision in a 
continuous way, and then the leaders should 
“Empower Broad-based Action” by removing or 

isolating change barriers such as structural barriers, 
technological barriers, resources allocated, and 
change resisting team members, in this step 
employees should also empowered to take risks and 
innovative actions based on pre-established trust with 
their leaders. In the sixth step, leaders must create 
“Short-term Wins” to shed the light on the successful 
change attempts resulted from change efforts, this 
will help to get resisting employees onboard and 
evaluate short-term performance, in the following 
step transformational leaders instead of declaring 
victory, they “Consolidate Gains and Produce More 
Change” by adding new change tasks and project will 
keep an active sense of urgency [20]. Finally, leaders 
“Incorporate Changes into the Culture” by reinforcing 
the new values and practicing the new norms,  leaders 
also promote and reward employees who were 
engaged  in the change process, in addition, they 
communicate change success stories, especially for 
the new joiners [20].      
 
II. LITERATURE REVIEW 
 
The present research on leadership and change 
focused on general aspects, including resistance to 
change, reediness to change and change in general, 
and applicability of Kotte model.  For example , in 
the educational domain, Kotter model was applicable 
in enhancing instructors skills and curricula changes 
[21], and in creating a learning study community 
[22]. Kotter model was also applicable to implement 
change in Australian libraries [23] and in developing 
organizational competencies including innovation and 
credibility especially for management teams [24] in 
addition to organizational learning and knowledge 
retention [25].  
As for the role of leadership in change, it was found 
that leadership skills such as motivating employees, 
proper communication, traits and coaching are 
positively related to successful change management 
[26]. The role of managers is extremely important 
during mergers and major changes especially in 
supporting employees.Trust, commitment, 
productivity, and job satisfaction decreases during 
change initiatives [27].  
The key for the leaders to gain their employees 
support is to recognize, understand and address 
employee’s emotions at every change step. In such 
circumstances, it is also necessary to identify factors 
such as similarities and interests between employees, 
communication and integrity [28], such traits and 
behaviors are shaped by transformational leadership 
style.      
 
III. RESEARCH HYPOTHESIS 
 
In view of the link between transformational 
leadership style and change management, and the 
lack of researches that examine the relation between 
transformational leadership style and Kotter process 
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change model, this study aims to study this relation 
by formulating the following hypothesis: 
H1: A significant relation exists between 
Transformational leadership style and Kotter change 
model.  
 
IV. METHODOLOGY  
 
Data was collected from 150 employees working in 
14 Lebanese Small Enterprises that are already 
established change initiatives.  Using multi stage 
sampling methods by determining Mount Lebanon 
province as a cluster for the most located SME’s and 

then following simple random sampling, employees 
were asked to evaluate their current leader style -
through self-administered questionnaire- by 
responding to 20 Likert scaled statements adopted 
from Multifactor Leadership Questionnaire (MLQ 
5x) that is developed and validated by Bass and 
Avolio  [29]. Respondents were also asked to answer 
16 statements derived from Kotter change model 
theory, where 3 statements were utilized to measure 
each process step [30]. Accordingly, the following 
two stage reflective conceptual model was created 
referring to Becker, Kleinand and Wetzels as shown 
in Fig.1 [31].     

 

 
Figure 1- Reflective Conceptual Frame Work 

  
V. RESEARCH RESULTS  
 
5.1. Demographics  
First, demographics descriptive analyses were 
conducted. 96 (63.9%) of the employees were non – 
managerial employees, 36 (24%) were supervisors 
and only 18 (12%) were considered as middle 
managers (Table 1).  
 

Job Organizational 
Level 

Frequency Percent

None managerial 
position 

96 63.9 

Supervisor 36 24.0 

Middle manager 18 12.0 
Total 150 100.0 

Table 1 – Designation Level 
 
Out of 150 respondents, 29 (19.3%) of the 
respondents have an administration or logistics 
designation, while 28(18.7%) have a finance or 

accounting designation and 20 (13.3%) have a 
marketing or sales position (Table 2).  
 

Job Title Frequency Percent 

Operations 15 10.0 

Production 14 9.3 
Administration or 

logistics 
29 19.3 

Financial or Accounting 28 18.7 

Marketing and sales 20 13.3 

General management 23 15.3 

Human resources 8 5.3 

MIS and programming 5 3.3 

Engineering 8 5.3 

Total 150 100.0 

Table 2- Job Title 
 
As for the number of employees in all organization 
branches, 68 (45.4%) of the respondents said that 
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they are working in an organization that employs up 
to 24 employees, while 56 (37.3%) said that they are 
working in organizations that employ up to 99 
employees (Table 3) 
 

Number of Employees Frequency Percent 

10 to 24 employees 68 45.4 

25 to 99 employees 56 37.3 

100 to 250 employees 26 17.3 

Total 150 100.0 
Table 3- Number of Employees per Organization 

 
5.2. Model Measures  
For this research, reflectivefirst order hierarchal 
model was conceptualized to determine the relation 
between transformational leadership style and Kotter 
change model. Factor loading consistency was 
calculated through PLS in to determine low loads 
(<0.7) and exclude it from the research variables. 
Table 4 depicts each of transformational leadership 
style and Kotter model indicators factors loading, T-

value CR, CA and AVE. With respect to factor 
loading, most of the indicators showed a high factor 
loading ranged from 0.5 to 0.86, accordingly factors 
with loads <0.7 were excluded (marked as X in table 
4) to ensure high consistency , this will lead to high 
composite reliability and Average Variance Extracted  
[32]. Bootstrap t-value was also calculated to show 
that all indicators are valid for having > 1.65 value 
[33].  Additionally, reflective contracts Composite 
Reliability (CR) is acceptable for having a value 
greater than 0.6, while internal consistency reliability 
Cronbach’s alpha varied between good and 
acceptable, the highest value appeared is 0.9. 
moreover; convergent validity met the threshold since 
all AVE values were greater than 0.50 which is 
considered as minimum level [33].  
Fornell-Lacker criterion derived from PLS was 
utilized to determine discriminate validity of 
reflective indicator constructs. As indicated in table 
xx, the square root of AVE was the highest value 
across and below each pair of constructs [34] 
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Table 4- Assessment of First Order Reflective Measurement Model 
 
FL: Factor Loading, S: Status, t: t-value, CR: Composite Reliability, CA: Cronbach’s alpha, AVE: Average Variance 
Extracted II: Idealized Influence, IM: Inspirational Motivation, IS: Intellectual Stimulation, IC: Individual Consideration  
 

 
Table 5- FornellLacker Criterion Discriminant Validity 
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Latent variables were extracted from the first order construct to be used as reflective indicators. PLS algorithm 
factor loading showed a high factor loads for exported indicators (refer to Fig.2), additionally CR, CA and AVE 
were also highly consistent (Refer to Table 4) [32]- [33].  
 

 
Figure 2- Simple Conceptual Model, Derived from Extracted Latent Variables 

 
Finally, To ensure discriminate validity, Fornell-
Lacker criterion was also utilized, the results verified 
model discriminate validity (Table 4)  [34]. 

 
Table 6 - FornellLacker Criterion Discriminant Validity of 

Simple Model 
 
R2 value of the leadership outcome appeared to be 
0.51, this value is considered as moderate, and 
indicates that Kotter change model is predicted by 
transformational leadership style [35]. The value of  
F2 came as 1.04, thus a large effect exists from 
transformational leadership on Kotter Change Model 
[36]. Based on Hair and colleagues, 5000 bootstrap 
was conducted to determine path coefficients and test 
proposed hypothesis [37], the results supported H1 
and indicated that leadership style and Kotter Change 
model  are  strongly significant and positively related  
(β = 0.71, p<0.00), thus the correlation is positively 
related by 71%, thus the more transformational 
leadership practices the more increase in Kotter 
Change Model applicability (Refer to Table 7). 
 

Table 7- Hypothesis Test 

VI. CONCLUSION 
 
In the light of the foreseen changing organizations 
environment especially in MENA region, this paper 
aimed to measure the relation between 
transformational leadership style and Kotter change 
model. PLS first order reflective model was created 
to determine this relation, this model was supported 
through validity and reliability of constructs. To do 
so, data was collected from 150 employees working 
in Lebanese SME’s that are initiating change. The 
results of bootstrapping showed that a high 
significant positive relation exists between 
transformational leadership style and Kotter change 
model.  Since this relation has never been studied 
before, this research would enrich leadership research 
by providing insightful information on the relation 
between leadership styles and Kotter model. 
Additionally, this research proved that leader who are 
following transformational leadership style will 
succeed in their change initiatives if they follow 
Kotter Change models. As the change is also 
expected in Arab and African countries, this research 
could be repeated in these countries to determine if 
same relation will exist as Lebanon. 
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