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Abstract

Due to its importance to an organization, leadership has been one of the hot-
test topics in organizational science for decades, resulting in a proliferation of
theories. To account for recent development of leadership theories, we con-
ducted a review of the literature on the subject that covers the past 15 years
(2002-2017). This paper aims at studying new development in leadership theory
such as evolutionary leadership, the relationship between personality traits and
leadership styles, and leadership culture, questioning their practicality, and giving
directions for future research. Our review was carried out from a relational pers-
pective: Leader-member relationship and individual-organization relationship.
Having in view the evolutionary theory, we observed similarities between the
five levels of leadership, leadership styles and types of organization culture.
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1. Introduction

An increase interest of the subject by researchers has been observed for decades
and this seems not to slow down [1]. Prior to the current decade Gardner and
colleagues noted an exponential rise of scholarly research related to leadership
[2]. The rise of leadership theories during the last decade [1] is evidence of its
importance. The importance of leadership to the organization can be examined
from the perspective of leadership culture.

Leadership is vital to an organization’s success and has a significant influence
on its financial performance. As such many leadership studies observed that an
organization is dependent upon the ability of its managers to lead. Wang and

colleagues observed that over a century of leadership research has consistently
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established that organization’s efficiency is strongly dependent on leadership
quality [3]. The choice of a CEO is as vital as the choice of the industry in which
the company operates. Both decisions account for 15% variance in the business
entity’s profitability [4].

Organizational culture, defined as a means of creating significant competitive
advantage [5] [6] can be shaped through leadership. Leaders can define beha-
vioral standards or norms that guide individual or collective conduct in an or-
ganization [7]. Leadership can also define the values of an organization [8]. Lea-
dership ensures harmony and cohesion of the organization and guarantees goal
congruence [9].

The field of leadership is complex and requires a multi-level analysis to better
comprehend the phenomenon [10]. According to Wang and Howell, the concept
of leadership is not simple and to grasp the phenomenon a deeper analysis is
needed [11]. DeRue and colleagues also regarded leadership as a compound
concept that necessitates multiple mediating and moderating factors for a better
understanding [12]. Dinh and colleagues observed that traditionally leadership
studies focus on the analysis at a personal, dyadic, group, and organizational le-
vels [1]. The present review covers leadership at relational and organizational
levels taking into account the evolutionary view. Evolutionary Leadership is a
dynamic and an unending process of learning where leaders constantly push
their boundaries and those of their followers to achieve a higher vision they

connected with [13].

2. Leader-Member Relationship and Personality

People are different and effective leaders do not lead them the same way [14].
This poses a need for leaders to know their followers. Good leaders do not lead
everyone the same way because every person is different, and you are not on the
same level of leadership with every person. In an attempt to help leaders know
members more, Anderson et al (2017), examines followers from generational
differences perspective [15]. They observed that the new generation, in addition
to being increasingly individualistic, is more interested in work-life balance and
extrinsic rewards. To fill these generational gaps, they came out with a number
of recommendations such as preselection, Realistic Job Previews (RJP) and Ex-
pectation Lowering Procedures (ELP), socialization, performance, appraisal,
education and training of managers, and reverse mentorship. Hybels (2016)
viewed leadership as a leader-follower relationship to achieve a common goal
[16] and a considerable number of studies observed that a quality relationship
between colleagues and supervisors at the workplace reduces stress, turnover in-
tentions and increases job satisfaction and performance [17] [18]. This observa-
tion calls for the following question: how do leaders and followers build and
maintain relationships? Previous studies on the subject matter examined the re-
lationship only from an employee perspective giving all the attention to the

management of their careers, but the development of the relationship should be
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examined from both perspectives [19]. In an attempt to fill this gap, Nahrgang
and colleagues established that the development of relationship at the initial
stage is determined by the agreeableness of the leader and the extraversion of the
member. They also observed that at a deeper stage, performance of both the
member and the leader becomes a predictor of the quality of their relationship.
They came out with the observation that extraversion and agreeableness are im-
portant factors in the development of leader-member relationship particularly at
the early stage. The period of experiment seems too short and the research was
not conducted in a real-life situation like the workplace.

The personality factors analysis was extended by others research. Ozbag
(2016) extended the personality factors to five by adding to extraversion and
agreeableness, Neuroticism, Openness to Experience, and Conscientiousness but
restricted the scope of the research to ethical leadership [20]. As opposed to the
work of Nahrgang, Morgeson, & Ilies (2009), the study only looked at the rela-
tionship from one perspective, how followers perceive their leaders, and ob-
served that neuroticism negatively correlates with ethical leadership, while
agreeableness is positively associated with it. No significant association of extra-
version and ethical leader was noted but conscientiousness was associated with
it. Ozbag (2016) did not successfully link the findings to practical implications
and his experiment is not a field study. Field studies carry more credibility and
their relevance in real-life situations is less questionable.

Many scholars expanded the scope of leadership styles and studied their rela-
tionship with personality traits but found weak links. For de Vries (2012) found
the explanation in the low level of self-other agreement among leaders and fol-
lowers [21]. Extraversion, Conscientiousness, and Openness to Experience have
been associated to leadership emergence and effectiveness [22]. However, many
studies concluded that the Big Five-Factor Model cannot accurately predict
transformational and transactional leadership [12]-[23]. De Vries (2012) used
the HEXACO model [24] and observed that personality is a significant correlate
of leadership styles [21]. However, he seemed not to have considered the evolu-
tionary theory of personality and ultimately leadership style.

Different personality types have been associated with different leadership
styles and evolutionary psychology approaches personality from an adaptive
perspective based on circumstances. How about leadership in which the style has
been correlated with personality? Can the leadership of an individual also evolve

over time based on the situations?

3. Evolutionary Leadership

Leadership has been recently approached from an evolutionary perspective [25].
Contrary to other leadership theories, Evolutionary Leadership is a dynamic and
an unending process of learning where leaders constantly push their boundaries
and those of their followers to achieve a higher vision they connected with [13].

Evolutionary leaders are models committed to transform their person, followers
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and the organization as a whole. Maxwell (2011) seems to share the evolutionary
theory viewpoint and identified five levels that every leader has go through in
their leadership development from Positional Level to Pinnacle Level which only
those naturally gifted with leadership can reach [14]. At the Relational Level,
where the leader builds relationship with members who then become followers,
could be associated with agreeableness. At the Production Level, leaders have to
exhibit more of task-oriented leadership style which has been associated to the
personality trait of conscientiousness [21]. At the People Development Level,
leaders need to show characteristics of a Charismatic Leadership style such as
energy, expressiveness and social confidence [21]. That are expressions of
Extraversion personality-trait.

Studies mentioned above focused on individuals but how have leadership and
organization as a whole been linked recently? We will answer this question from
an organizational culture standpoint because of its influence on all employees
and the processes across the organization, as well as the fact that it is one of the

most examined in management science [5].

4. Leadership and Organization Culture

Organization culture is a broad and complex issue that comprises of shared val-
ues, attitudes, beliefs, assumptions, artifacts and behaviors. Culture is a predictor
of organization success [6]. Tharp (2009) identified four types organization cul-
ture: control, compete, collaborate, and create [26]. The control type of culture is
internally focused and characterized by bureaucracy, standardization, hierarchy,
control and monitoring of people and processes. Here internal organization is a
key success factor for the organization. The compete-type is outwardly oriented
and focuses on building good relations with suppliers, customers, contractors,
legislators, regulators, and on competiveness and productivity. In the collaborate
type of culture team cohesion is valued, the organization tends to believe that
there is strength in numbers and acts like an extended family driven by ethics
and high morale. An organization with create type of culture promotes innova-
tion and creativity and tends to be flexible and can easily adapt to change. Tharp
(2009) is of the view that no organization culture is better than the other and
depending on the circumstance some cultures might be more suitable. This
study tends to view culture from a static perspective. However, organization
culture can be subject to intentional alteration or can evolve [6]. As mentioned
above, culture and leadership has been viewed by many researchers as key fac-
tors for organization success. This leads to the following question: can culture
and leadership be combined to achieve greater organization success?

Actually, leadership has also been studied from a cultural perspective and has
been termed leadership culture [14]. “Leadership Culture exists when leaders are
routinely and systematically developed, and you have a surplus of leaders” [6].
According to Hogg (2016), in leadership culture, the entity purposely invests re-

sources to develop leaders not only within senior management but across the
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whole organization [27]. For the Center for Creative Leadership (2017), it is “the
self-reinforcing web of beliefs, practices, patterns and behaviors. It’s the way
things are done, the way people interact, make decisions and influence others”
[28].

Miller (2017) perceived leadership as the “only sustainable competitive ad-
vantage” and “the cornerstone of all great organizations” [6]. However, leader-
ship cannot be effective unless it is rooted in the culture of the organization. This
is the reason why he said a culture that ensures the consistent development of
leaders places the organization in a winning position [6]. For Maxwell (2011) the
effectiveness of leadership is assessed, not only on the attainment of objectives,
but by how much the leader gets things done through leaders he has raised [14].
Through developing leaders, sustainable growth can be achieved. Hogg (2016)
defined five steps in creating leadership culture which are in a progressive order:
definition of culture, leadership culture into hiring, accountability in leadership
development, exposure to decision making through coaching and mentoring,
and professional skills development across the organization [27]. He is of the
view that the responsibility to create leadership culture rests upon senior execu-
tives. Hogg (2015) pointed out five things effective leaders do to create leader-
ship culture: clearly define the purpose, walk the talk, practice self-awareness,
recognize the value of people, and create transformative organizational change
[29]. Miller (2007) identified five keys to creating leadership culture: define,
train, practice, measure and model [6]. This a simplistic way of viewing organi-
zation culture which is itself a complex concept in such that it is uniform across
the whole organization but there can be, for instance, departmental cultures
[26].

5. Findings

Our review enabled us to draw some similarities between the five levels of lea-
dership [14], leadership styles and types of organization culture [26] all based on
the evolutionary theory [25]. This is summarized in the Table 1 below.

At the Position Level, leaders rely on “rules, regulations, policies, and organi-

zation charts to control their people” [14]. This seems to describe an autocratic

Table 1. Comparison of individual and organizational leadership development.

Evolutiona i i i Organization
voluti 'I'Y 5 Levels of Leadership Leadership Style  Personality Traits ganizati
Leadership (Maxwell) Culture (Tharp)
(Van Vugt) " Individual Organization

Pinnacle Transformational ? ?
PeopleDevelopment Charismatic Extraversion Create
Production Task-oriented ~ Conscientiousness Compete
Permission Supportive Agreeableness Collaborate
Position Autocratic ? Control
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leader when looked at from organization viewpoint, it bears similarities with the
control-type of culture [26]. At the Permission Level, leaders build relationship,
trust, and an agreeable working environment [14]. This description is close to
collaborate-type of culture and supportive leadership which has been associated
with agreeableness [21]. At the Production Level, leaders “get things done!” and
the emphasis is on performance. This picture seems to paint compete-type of
organization culture, where results matter and task-oriented leadership of which
conscientiousness is the predictor [21]. At the People Development Level, lead-
ers empower and raise other leaders [14]. This portrays charismatic leadership to
which extraversion has been associated [21]. Empowerment of potential leaders
calls for the need to give them the opportunity to create and innovate, and for
this reason we associate create-type of organization culture with People Devel-
opment. At the Pinnacle Level, the reputation of the leader “transcends their po-
sition, their organization, and sometimes their industry” [14]. This depicts

transformational leadership.

6. Practical Implications

Doing things casually or randomly barely leads to achievement but when things
are done on purpose and with intentionality, effectiveness and efficiency are in-
creased [14]. Furthermore, there is a need to measure or quantify progress to-
wards achievement of a defined goal [6]. Our research suggests intentionality
and measurability in leadership development for both individuals and organiza-
tions. Taking the evolutionary viewpoint, we extended the five levels of leader-
ship [14] by identifying at each stage the leadership styles that both individuals
and organizations are to exhibit in order to increase the effectiveness of their
leadership. It is important to take note that results cannot be achieved without
cohesion, which cannot be built without relationship. For relationship to spring
there must be agreement. Therefore there is a need for the organization and lea-
dership to bring on board people with vision similar to that of the group. This
calls for clarity of vision which is the starting point because without it there
cannot be comparison of visions. Through their good performance individuals
show that in actual fact their vision is the same as that of the organization and
qualifies to be assigned a greater responsibility. Effective leaders will ascend to
the next level that is the development of leaders, where they train others to be-
come like them.

We proposed a systematic approach to leadership culture development based
on the five levels of leadership and correlate them to leadership style to enable
leaders and organizations assess the effectiveness of their leadership and help

them to be more intentional about their ascension.

7. Direction for Future Research

De Vries (2012) established that agreeableness, conscientiousness and extraver-

sion significantly correlate respectively with supportive, task-oriented, and cha-
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rismatic leadership styles [21]. We observe in our research that the “Position
Level” and the “Pinnacle Level” reflect respectively autocratic and transforma-
tional leadership styles. However, the correlation between these two leadership
styles with personality traits has not clearly been established as it is for suppor-
tive, task-oriented, and charismatic leadership styles.

Our review enabled us to establish a relationship between leadership styles
and organization culture. We connected Autocratic, Supportive, Task-oriented,
and Charismatic leadership styles respectively with Control, Collaborate, Com-
pete, and Create cultures. However, the question “to which culture-type can

transformational leadership can best be associated?” is still unanswered

8. Conclusion

In conclusion, instead of being static, leadership is a corporate journey to reach a
shared destination. For this matter it requires from leaders and organizations
intentionality, the capacity for development to move to the top, and the ability to
measure progress towards the defined common goal. Though individuals have
their personalities and organization their cultures, both can evolve. Further stu-
dies could find the personality traits that best correlate autocratic and transfor-
mational leadership styles and the type of organization culture that can be asso-

ciated with transformational leadership.

Comment to the Author

This paper aims at studying new development in leadership theory such as evo-
lutionary leadership, the relationship between personality traits and leadership
styles, and leadership culture, questioning their practicality, and giving direc-

tions for future research.
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