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1. INTRODUCTION

The organizational environment without realizing it must continue to experience changes
that will directly or indirectly affect the sustainability and existence of the organization,
especially the external environment which can occur not only domestically but also globally.
Rapid developments in information and communication technology have the greatest role in
creating unpredictable and unplanned global changes.

The world revolution is already in round 4.0 where all human activities are no longer
limited to traditional and conventional ways, but everything is connected to a data-based
system supported by computer technology and internet networks that connect the world at any
time without space and time limits. The Covid-19 pandemic that emerged in the middle of 2019
made the use of digital-based technology faster. New work models and patterns oriented to
social distancing require workers/employees to be able to master information technology that
connects them with office tasks that they must complete immediately.(Maisyura et al., nd).

Transformation is the re-establishment and conversion of a pre-existing order into a new
pattern due to a fundamental change so that old structures and behaviors are abandoned and
replaced with new ones. Organizations are required to move effectively and efficiently in order
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to adapt to environmental changes that occur so that they can continue to exist and maximize
profits and improve organizational performance and survive in global competition.
Organizations like it or not, like it or not, have to transform. Organizational transformation will
only be successful if it is driven by a visionary leader who understands the importance of
change. the purpose of change and how to make changes so that organizational transformation
can really bring the organization to a better state/performance. Only transformational leaders
are able to respond to each of these changes, transformational leaders are able to collaborate
with various conditions and circumstances as a form of challenge that must be resolved to face
change. The role of transformational leadership in organizational transformation is as the
spearhead who will be able to manage change by developing a clear, directed and systematic
organizational strategy. Transformational leaders are able to collaborate on various conditions
and circumstances as a form of challenge that must be resolved to face change. The role of
transformational leadership in organizational transformation is as the spearhead who will be
able to manage change by developing a clear, directed and systematic organizational strategy.
Transformational leaders are able to collaborate on various conditions and circumstances as a
form of challenge that must be resolved to face change. The role of transformational leadership
in organizational transformation is as the spearhead who will be able to manage change by
developing a clear, directed and systematic organizational strategy.

This paper tries to describe the characteristics of transformational leadership and the
important role of transformational leadership in organizational transformation which focuses
on organizational culture change strategies that are responsible for facing challenges and
minimizing obstacles to achieving the vision, mission and goals of the organization in the midst
of a complex, changing environment. planned and cannot be controlled/impeded.

2.  METHOD

This research uses a literacy study method sourced from books and writings in scientific
journals which are then compiled with the author's point of view, this paper tries to explore the
role of leadership in leading organizational change with all the characteristics possessed by this
leadership style.

3.  RESULT AND DISCUSSION
Leadership

Talking about leadership, there are many opinions that try to describe leadership theory.
Leadership (leadership) is the implementation of an activity that involves the influence of a
leader on the people he leads, with the ability to coordinate and communicate the vision and
mission as well as how the process of achieving organizational goals, leadership is a way how a
leader is able to influence his followers with ability, example, and charisma to make them do
something as expected so that it will make it easier to achieve the goals that have been
set(Zainal et al., 2019). This opinion is in line with Kartono who stated that leadership is a
process of interaction that is correlated, integrated and involves the ability/influence of a leader
on the one he leads. Leadership shows a reciprocal interaction that provides both positive and
negative feedback to the organization as a form of implementation of techniques and strategies
as well as the leadership style of a leader and his followers.(Kartono, 2009).

GR Terry & LW. Rue emphasized that leadership is an activity that has the ability to
influence others in acting and doing what should be in accordance with the needs of the
organization in achieving organizational goals.(Widyastuti, 2019). Or in other words, leadership
is related to the way or expertise of a person who is able to influence and coordinate the people
he leads to do something he wants to achieve the desired goal. Sedarmayanti (2009: 120)
reveals that leadership is:

a. The ability of a leader to influence the behavior of his followers.
b. Alignment of interactions between actions and goals to be achieved.
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c. Asetof procedures/ways of directing other people/groups to achieve goals.

d. Manage individual/group activities collectively through joint efforts in order to achieve
goals.

e. Coordinate individual/group activities in an effort to achieve goals in certain
circumstances(Siswatiningsih et al., nd).

Thus it can be said that all processes related to the use of communication skills/skills,
coordinating a person to influence others to behave in accordance with what you want, to
achieve the goals that have been set through the techniques or expertise they have and
charisma and example are the definition of leadership., which is considered by followers to be
able to change the situation for the better and able to achieve goals, not only organizational
goals but also individual goals of followers. New leadership performance is considered effective
when a leader is able to direct his followers to give their best performance for the achievement
of organizational goals and prioritize the interests and success of the organization compared to
their personal interests.

Transformational leadership

Reviewing the leadership styles inherent in a leader, we can never deny the
transformational leadership model, because the organization continues to transform and will
certainly never be separated from the leader as the spearhead in managing organizational
change. Transformational leadership is a leader who has characteristics that show charismatic
behavior, raises motivation by paying attention to individuals so that they are able to give
confidence to their subordinates to appear in front and lead change with confidence so that
every step of change that is taken gets full support from members of the organization they lead.
(Ali etal., 2016).

Hughes et al. (2012: 542) argues, transformational leaders have vision, rhetorical skills,
and good impression management and use them to develop strong emotional bonds with their
followers, thereby encouraging followers' emotions to be aroused and willing to give their best
performance to realize their leader's vision (Ritonga et al., 2019).

Almost with the same opinion, Bass (1985) in Natsir (2004:2-3) states that
transformational leadership as a form of leader influence on the people/subordinates they lead,
they will feel motivated because they believe, are proud and loyal and respect their superiors,
and automatically they will be motivated to do more than what the organization expects (Ali et
al,, 2016). A transformational leader can motivate members in three ways, namely:

a. Encouraging members to be more aware of the importance of the value of the results of a
job,

b. Encouraging members to put more importance on the organization than personal interests,

c. Trying to increase the needs of members. higher order needs, such as self-esteem needs
and actualization needs (Siswatiningsih et al., nd)

Aviolo (1994, in Case, 2003), argues that the main function of a transformational leader is
to provide services as a catalyst of change (catalyst of change), but at the same time also act as a
controller of change (a controller of change). Case (2003), states transformational leadership as
an agent of change (an agent of change). Transformational leadership emphasizes a rational and
emotional approach to motivating its members so that they can create commitment compared
to loyalty which is more based on intensity (Aprilita, 2012).

An effective transformational leader will show the following characteristics :
See themselves as agents of change,

Are very careful risk takers,

Have trust in members and are sensitive to their needs,

The ability to guide and direct,

Very dynamic, flexible and open to experience,

Has cognitive abilities, discipline, and is able to analyze problems carefully, and

me a0 TR
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g. Hasaclear view/vision.(Terry, 2021)

Effective transformational leadership behavior can never be separated from the following
3 things according to Yukl (2009) :

1. Job OrientedThis type of behavior pays great attention to the completion of work, is able to
maximize individual and other resources effectively and efficiently, and carries out all
organizational activities in an orderly, controlled and sustainable manner.

2. Relationship Oriented, relationship-oriented, meaning that it pays more attention to
fostering good relations with other parties and increasing cooperation and teamwork,
motivating for increasing job satisfaction, and building loyalty to the organization.

3. Change Oriented, oriented to change, paying attention to improvements in strategic
decisions, as well as adapting to changes in environmental behavior, increasing the values
of creativity and innovation, so as to be able to make major changes in the way
work/process, products, and services, and encourage and commit to change (Subarino,
2011)

While relating to the characteristics of transformational leadership, Komariah and Triatna
describe the characteristics of transformational leaders, namely :

a. Broad-minded and far-sighted and always strives to innovate for organizational
development not only in the present but also in the future.

b. Has a role as an agent of change and a catalyst that plays a role in changing the
organizational system for the better.(Komariah &, Aan; Triatna, 2008).

Organizational Transformation

Organizations are established to achieve the goals that have been planned. Chester I.
Bernard defines organization as a system of activities that are managed/coordinated by two or
more people (Wibowo, 2008: 335). There are four characteristics contained in the organization,
namely: 1. The existence of business coordination, 2. Having a common goal. 3. Has a system of
division of labor, 4. There is a hierarchy of power. The organization is a dynamic system that
continues to develop based on the needs of the organization as well as opportunities and
changes in the organizational environment both internally and externally, thus requiring the
organization to be ready to change and transform at any time to adapt to changes in its
environment.

Organizational transformation is a change effort made for immediate and comprehensive
organizational development and tends to be impromptu which is carried out so that the
organization can adapt to environmental changes that occur suddenly without being predictable
in advance. This change is usually centered on 3 organizational elements, namely:
organizational structure, management processes, and organizational culture. So the point is that
it is categorized as a transformation if the change occurs under the following
conditions:(Soetjitro, 2011):

1. The occurrence of a massive transition that requires organizations to change the old
patterns used in dealing intensely with various company operational activities, such as
business operational methods, production techniques and other methods related to
business activities.

2. Uncertainty in the environment outside the organization such as policy changes, changes in
bureaucratic structures, takeovers, and increasingly fierce competition that requires
leaders to be proactive to compensate for changes that occur very quickly.

3. A crisis occurs, where the situation is non-negotiable, forcing the leadership to take
concrete steps to save the organization so that it can continue to exist in the future.

In these conditions, the characteristics of the transformation that need to be recognized
are as follows :

a. Environmental Discontinuity, transformation is needed if the changes that occur in the
environment have been such that the way of managing and running the organization with
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the old managerial strategies and practices can no longer be used.
Revolutionary ChangeOrganizational transformation can be said to be revolutionary if
there is a rapid and sudden shift in the functional organization, such as downsizing the
organization or carrying out basic restructuring actions.
Changing Approaches to Bring about Changeln carrying out organizational transformation,
they usually use a directive/executive approach taken by top management to anticipate
changes. The approach used is a “top-down” approach because:
Management that initiates change
Management decides when initiatives are followed up.
Management decides the form, nature and type of change.
Management who determines when it is time to implement changes
Management determines who will be responsible for implementing decisions related to the
change.

In connection with the above, there are three dimensions that must be considered by the

management of the organization, namely;

a.
b.
c.

Timeframe of change, long term or short term,
The level of support from the organizational culture, and
The form, type and level of environmental uncertainty.
Referring to the 3 elements above, the organization can examine 4 types of approaches

that can be used to support change(Arifin, 2017)that is :

1.

Approach based on the participation of organizational members in change. used when the
change is intended to maintain and maintain the current performance of the organization in
adapting to its environment as well as evaluating alternatives to deal with changes that will
occur.

Charismatic transformation. Usually applied to changes that are radical and must be
implemented as quickly as possible and supported by the organizational culture.

. Forced change. Usually used when changes are needed not in matters of a principal nature

and usually apply for a long period of time, and there is no support from the organizational
culture.
dictatorial transformation. This approach is appropriate to use to create changes in the
organization in crisis conditions, restructuring is needed even though it sometimes clashes
with the organizational culture that has been accepted and agreed in advance.

Some positive things with organizational transformation (Mauludin et al., 2021)is :

. Organizations/Companies can compete mainly in the 5 forces mentioned by Porter,

namely: pcompetitors in industry, consumers, potential competitors, substitutes, and
suppliers.

The company's business can run more effectively and efficiently, according to Wahyu
Mujarudin in his journal, changes in the roles and functions of human resources can run
effectively and efficiently, which requires organizational transformation.

. The creation of a more conducive organizational environment so that employees can be

more productive, because the transformation of the organization itself will change the old
culture into a new culture that makes the company environment supportive for more
productive employees, according to Brown (1998:227) about a strong culture, first a
culture that is Strong will align the goals of the members of the organization, secondly
create motivation among members of the organization, a feeling of comfort when working
in the company increases their commitment and loyalty.

Transformational Leadership in Organizational Transformation

In the midst of complex and sudden changes in the environment and full of uncertainty,

organizational transformation is absolutely necessary so that organizations can survive and
thrive in the midst of global competition. Change requires competent leaders to manage change
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as well as subordinates who are able to carry out change strategies, both of which need to be
empowered to be able to complete their tasks well, especially in business where all are focused
on how to change structure and behavior to develop into a new company driven by innovation. .
Many organizations carry out business transformation with great enthusiasm, but most do not
fully understand the underlying concept of change and therefore the success rate is still low.
And the biggest challenge is how to get a leader who is able to be the motor of this
transformation. Effective leadership is absolutely necessary in carrying out organizational
transformation, because every change requires a participatory leadership style that treats
subordinates as partners, subordinates will feel cared for and appreciated and trusted to
participate in problem solving and decision making so as to stimulate the growth of innovation
and creativity which ultimately will improve the performance of the subordinates.

It is very necessary to know how the relationship between leaders and organizational
transformation and why leadership plays an important role as the spearhead of transformation,
leaders and change are two things that cannot be separated, meaning that leaders are always
required to be able to carry out maneuvers for organizational development through various
steps. changes in the organization with new ideas and proper planning to make improvements
and changes. To do this, a leader must be able to read and study the context of the institution
and the situation in the institution he leads

Then the question arises again why organizations must transform? every time the
organizational environment continues to change, both planned and incidental changes. Because
organizations must always be ready to transform, both small and large changes will certainly
have an impact on the organization. Organizational transformation is the task of all members of
the organization, but the leader is responsible for any change and prepares himself and the
institution for the changes that will occur.(Rahmasari, 2019). Leaders are required to have
intelligence to see the future. The ability to coordinate, organize, and supervise the
transformation process that is being implemented is absolutely needed from change leaders,
although effective leadership is highly dependent on complex interaction patterns between
leaders, followers, and situations. In general, an effective leader will carry out 2 basic roles,
namely charismatic roles and instrumental roles. Charismatic role / charismatic role relates to
how a leader must have the power to envisioning, empowering and energizing to motivate their
followers, and an effective leader must also fulfill an instrumental role as a planner, controller
(supervisor) of the organization and behave in respect of each role of organizational members
in contributing. them for change. From the charismatic role, an important part of the leadership
role is to determine where an organization is going and to build commitment so that the goals
set can be implemented and succeeded. There is no effective leadership without a clear
vision(Shalahuddin, 2016).

Leadership can not be separated from the sharing of influence both internally and
externally. External influences on leadership come from followers, namely members of the
organization who are agents of change themselves. Transformational leadership has the ability
to communicate what the followers want effectively because a leader in the leadership process
has skills that are quite reliable in terms of:

Ability to manage yourself (self management).
Ability to manage cognitive complexity (managing cognitive complexity),
Ability to manage cultural relativity,
master the law,
Having and mastering team building skills, impression management, trust management,
and generativity,
6. Knowledge of relevant or related tasks.

From the discussion above, it can be said that organizational transformation cannot be
separated from the big role of transformational leaders as the spearhead who moves quickly
and surely to anticipate any changes in the organizational environment that are increasingly

G W
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fast and unpredictable. Leaders must be flexible in understanding all the potential possessed by
individuals and the various problems faced by these individuals to achieve the best performance
of the organization.

In carrying out fundamental changes in every aspect of the organization requires careful
preparation and systematic steps so that the transformation carried out can run well. A leader
as the spearhead of the organization must have strong power and influence that is able to
motivate all members of the organization to support organizational transformation. Kotter
conveyed 8 steps of Organizational Change / Transformation known as Kotter's 8 Steps Changes
Model which has been widely applied by large and successful organizations in carrying out
transformations to face internal and external obstacles and challenges of the organization
where transformational leaders are required, namely:

1. Incease UrgencySotrang leaders must be able to instill a sense of the importance of changes
made so that all members of the organization are motivated to immediately implement the
planned changes. Leaders must find clear assumptions/reasons for what they should do.
There must be a sense of 'very urgent need' that not only the leader but the subordinates
can see as well.

2. Build The Guiding team,the leader manages the formation of a work team that will direct
the process of change (change agents) who have appropriate and adequate capabilities and
credibility both in terms of team members and implementation techniques. For this reason,
leaders must communicate regularly with these agents in order to establish the goals of
change, support each other and minimize frustration that may arise.

3. Get The Right Vision,Jeadermust be able to translate the vision correctly into a strategy that
is challenging to implement. With a clear vision, every member of the organization will
want to follow the direction of the changes that are being carried out, so that the changes
will not stop in the middle of the road. With the right strategy, everyone will be able to see a
clear direction regarding the stages that will be carried out in the form of implementation
in the operational routine of the organization.

4. Communicating for Buy In, the leader communicates the vision and strategy clearly so that
there is a common and clear understanding that can be accepted by all levels, and the
important thing is that the vision is simple, uncomplicated and provides real examples (role
models) and is easy to implement. Good communication can be done by: content
(metaphor, analogy, simplicity, stories, etc) & context (repetition, multiple forums, role
models, events, etc) and other communication channels that are easy to understand and
understand.

5. Empower Action,Leaders can overcome obstacles effectively that arise and can enrich
experience in managing change so as to increase self-confidence. In addition, support in the
form of adequate work equipment (resources) must also be considered so that everyone
can act to achieve the vision. Leaders also play a role in providing encouragement so that
the team is able to get out of the standard mindset and can take breakthrough steps that
have never been done before.

6. Create Short Term Win, leaders motivate to createsmall/short-term wins. Because the
results of change in general cannot be achieved in a short time, it is necessary to celebrate
small (short term wins) in the form of giving awards so that the enthusiasm of these change
agents can be maintained so as not to dim. Leaders must continue to strive to keep team
spirit alive because the process of change requires strong physical & mental stamina in the
long term.

7. Don't Let Up,leaders must ensure that the transformation process does not stop in the
middle of the road, the change process must continue until the vision is realized. Leaders
must continue to strive to increase their sense of urgency so that the flame of change does
not dim halfway. Leaders must always show that this process of change will continue until
the vision is set. If necessary, the leader can make changes to the system, structure, policies,
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procedures and organizational culture so that it is in accordance with the desired
conditions.

8. Make change stick.Leaders must be able to ensure that change is used as an organizational
culture so that change really takes root to the lowest organizational structure. Kotter
warned, if one of the stages is passed, then organizational transformation will only result in
an "illusion of speed” (virtual speed) which will only result in imperfect changes.(Ritonga et
al.,, 2019)

From the organizational transformation steps proposed by Kotler above, it can be seen
that the leader plays an important role in every stage of the process and the eight steps can only
be done using the concept of organizational transformation proposed by Gouillert and Kelly
(1995) where there are four approaches or approaches. known as 4R (Reframing, Restructure,
Revitalization and Renewal)(Soetjitro, 2011):

1. reframing, is an approach taken by shifting the concept of an organization or company. This
reframing will open a new pattern of how the company's goals can be achieved. There are 3
elements in reframing: (1) achieving mobilization, (2) creating a vision and (3) building a
measurement system.

2. restructuring, related to the form or structure of the company, restructuring means
changing the company structure to be more ideal to face the challenges that exist so that
the company can run well.

3. revitalization is an effort to encourage company growth by involving and linking all
elements of the company with its environment.

4. renewal is an approach to company or organizational renewal related to the HR element
because with the support of HR leaders can carry out or accelerate the transformation of
the organization. Renewal System can be done by:3 ways, namely (1) Creating a reward
structure (Create a reward structure), (2) Designing individual learning (build individual
learning) and (3) Organizational development.

4. CONCLUSION

Organizational transformation is an absolute and non-negotiable thing if the organization
wants to maintain its existence and adapt to a changing environment that is complex, fast and
full of uncertainty. If organizations do not do this, it is certain that they will not be able to
survive and compete in the global business arena and will be immersed in the inevitable
environmental changes. Competition in the 4.0 era is based on a technological war that demands
a big role for a leader to synergize with these changes, transformational leadership is seen as
the most appropriate leadership style for these conditions, leaders who are passionate and
challenged to face any environmental changes and are ready for a transformation.
Transformational leadership plays an important role in the success or failure of the
transformation carried out in the organization. With three main behaviors that form the
character of leadership, namely creativity, energetic and philosophical insight. Which can
generate enthusiasm in the transformational leader, so that he is always dynamic and adaptive
to the changing organizational environment.
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