
Adrian looks out the window, searching the sky for clues.

Four months ago, the firm had purchased a new A.I. tool which automates the entire
data compilation (from the city field teams) and generates a detailed analytical report
on eight business dimensions (at the national head office). The tool was installed
smoothly; all six members of Adrian’s team were trained on how to use it well.
Things looked so promising!

Fast forward to the current week: Adrian’s team has been fretting and fuming. Sally
and Keith claim that ‘the so-called automated output’ requires manual verification &
edits. Esther has been unhappy about the analytical report – only six of the eight
dimensions are properly represented. Simon is refusing to work with the new tool, as
it does not provide an Excel version of the final report, for him to comfortably tweak
the graphs. Mira has requested a transfer to another Dept – she is okay with any
other team as long as she gets to work on legacy systems. 

Adrian starts to wonder, ‘what went wrong with the transition?’. He looks out the
window, searching the sky for inspiration.

1

Change Leadership Acumen

December 2025 Issue No. 34



2

What Is the Difference Between ‘Change
Management’ and ‘Change Leadership’?
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The fundamental distinction lies in their
approach and focus. 

Change Management is a systematic,
process-driven methodology that
emphasises structured frameworks,
project timelines, risk mitigation, and
ensuring compliance with new
procedures. 

It is essentially about managing the
technical and procedural aspects of
transition through established
methodologies and control mechanisms.

Change Leadership, however, goes
beyond these operational elements by
focusing on the human and emotional
dimensions of transformation. 

It involves creating compelling visions
that inspire people to move beyond their
comfort zones, building coalitions of
support across the organisation, and
empowering individuals to become active
participants in the change journey rather
than passive recipients of new
processes. 

While change management asks, "How
do we implement this effectively?"
change leadership asks, "How do we
make people genuinely want this change
to succeed?"

According to Prof. John Kotter, "Change
leadership is just fundamentally different;
it's an engine. It's more about urgency.
It's more about masses of people who
want to make something happen. It's
more about big visions. It's more about
empowering lots and lots of people." 

He further explains, "Leadership
defines what the future should look
like, aligns people with that vision,
and inspires them to make it happen
despite the obstacles."
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Who Are Change Leaders?
What Capabilities Do They
Carry?
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Change leaders exist at every level of
an organisation, each bringing unique
strengths to support the
transformation effort.

At the top management level, Change
Architects see the big picture and
understand how changes ripple
throughout the organisation. 

They excel at building coalitions, making
tough decisions under uncertainty, and
crafting compelling stories that connect
emotionally with people. 

Most importantly, they model the
behaviours they expect from others,
showing vulnerability and continuous
learning that gives others permission
to embrace change.

At mid to senior levels, Change Leaders
act as essential bridges between vision
and execution. They deploy cultural
acumen to build strategies for handling
resistance to change. They cascade the
vision from the top and monitor
organisational dynamics to spot potential
issues. 

These leaders build trust across
different groups and create zones of
psychological safety where people feel
comfortable expressing concerns and
trying new approaches.

At the supervisory level, Change
Supervisors are the human face of
transformation. 

They possess deep empathy and
practical insights into the impact of
change on day-to-day processes. They
recognise each team member's
unique needs and fears. They excel at
listening, celebrating small wins, and
making overwhelming changes feel
manageable by breaking them down into
micro-transitions that people can master
one at a time.



In a survey titled “Most Important Capabilities for Leaders to Improve”, 85% of the
respondents voted ‘LEADING CHANGE’ as the no.1 priority.

Leading change 

4

Need of the Hour 

Source : Kotter International

Strategic-thinking Accountability Agility Decision-making



Which ‘Organisation-Wide’ Change Initiatives
Require the Immediate Attention of Change Leaders?

According to Prof. John Kotter, certain
changes demand the immediate
attention from change leaders:

Policy changes and business
process transformations may seem
straightforward, but actually disrupt
established working styles and
communication patterns built over the
years. 

Employees need leaders who can
explain not only what is changing,
but why it matters and how it
benefits everyone.

Leadership transitions create
uncertainty that flows through every
level of the organisation. When
employees see changes at the top,
they question what it means for their
future. 

Change leaders must quickly
provide clarity on the way forward
and demonstrate that the
organisation’s commitment to its
people remains consistent.

Organisational restructuring,
mergers, and acquisitions challenge
people’s sense of identity and
belonging. These changes affect roles
and jobs, as well as culture, career
opportunities, and the social networks
that make work meaningful. 

Change leaders play a crucial role in
allaying fears and insecurities. This
can never be achieved by withholding
information or communicating with
ambiguity.

Technology transitions, as Adrian
realises, combine technical complexity
with human adaptation and pose a
formidable challenge. They often
trigger anxiety around role redundancy
and skill obsolescence. 

These moments call for strong
change leaders who can bridge the
gap between technological
capabilities and human readiness.
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Why Is It So Vital for Leaders to ‘Handle
Resistance to Change’?

Resistance to change is a natural
human response that leaders must
understand and address
thoughtfully.

When people face change, they often
experience fear of the unknown, worry
about losing control, or concern about
how changes might affect their job
security. 

Organisations also contribute to
resistance when they fail to
communicate clearly about why
changes are necessary, do not provide
adequate training, or when their
actions do not align with their stated
values.

Effective leaders know that
handling resistance is not just
about overcoming obstacles; it is
essential for success. Unaddressed
resistance can lead to sabotage,
whether passive or active, and can
undermine even the best-planned
initiatives. 

When leaders take the time to listen
to concerns and provide support,
they can convert resistors into
advocates who help drive change
forward. 

This approach maintains team morale,
builds trust, and demonstrates that
leadership genuinely cares about
supporting people through transitions. 

Ultimately, change initiatives
succeed or fail based on how well
leaders manage the human side of
transformation.



How Are ‘Change
Leadership Responsibilities’
Evolving in the New World 
of AI?
The rise of artificial intelligence is
fundamentally reshaping what it
means to lead change. Traditional
change management focused on
implementing discrete projects with
clear beginning and end points.

Today’s leaders must navigate
continuous, overlapping changes
while helping their teams integrate
AI tools into daily work. This
includes addressing fears around job
displacement and helping people see
AI as a collaborative partner rather
than a threat.

The most successful change
leaders in the new world of AI
combine strong digital literacy with
authentic, people-focused
leadership. They understand that
while technology can provide powerful
tools to predict change outcomes, the
fundamental human aspects of
change, such as trust, communication,
and empathy, remain more critical
than ever. 

These leaders think systemically
about how changes impact the
business, while maintaining the
agility to adapt quickly as new AI
technologies emerge.
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Change leadership in today’s AI-driven
world requires a delicate balance between
technological advancement and human-
centred approaches. 

Leaders like Adrian must recognise that
successful change is not just about
implementing new tools, but about creating an
environment where people feel supported,
heard, and empowered to adapt.

The story above illustrates that even well-
planned technology implementations can
fail without capable change leadership.
Adrian’s next steps should focus on:

Understanding each team member’s
specific concerns
Providing additional training, coaching, and
support
Adjusting the new tool implementation
based on feedback
Communicating the long-term vision and
benefits
Creating a safe space for experimentation
and learning

As organisations continue to integrate AI
and other transformative technologies,
leaders must evolve their approach to be
more empathetic, agile, and human-centred,
while leveraging data and technology to
make informed decisions about managing
change.

Conclusion
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PERSOL Consulting (PCG) is a leading
provider of HR consulting, learning and
development, advisory services, and career
transition/outplacement solutions. We are
part of the PERSOL Group, a global human
resource, consulting and professional
services firm dedicated to empowering
individuals, organisations, and societies.
 
PERSOL is Asia-Pacific’s leading Staffing
and HR solutions partner. Created to meet
the evolving workforce needs of the APAC
market, we operate across 140+ offices in
13 markets, delivering innovative talent
solutions at scale. In 2025, our businesses
unified under the PERSOL name, reflecting
our bold vision for the future of work and
our Group’s Vision: Work and Smile.
 
PERSOL Consulting is running four
services:
1. Organisation Development (OD)
2. Learning Academy (LA)
3. Career Transition / Outplacement (CTO)
4. Advisory Services (AS)
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