
Leadership reset.

Re-set leadership?

Andrei Ion, PhD
SHL Romania 

University of Bucharest, Psychology

Society for Industrial Organizational Psychology



2

Leadership: current approaches

Popular leadership models...

Transformational Leadership: the leader inspires and motivates followers through vision, passion, and shared goals.1
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Servant leadership: Leader prioritizes the needs of followers to foster community and shared power. 

Situational leadership: Leader adapts leadership style to the maturity and competence level of followers in a given 
task. 

Authentic leadership: emphasizes genuine, transparent, and ethical leadership, with leaders build trust and 
loyalty by being genuine.

Network leadership: leaders  build connections across diverse, often decentralized groups, to foster innovation, 
adaptability, and collective problem-solving.
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Leadership: current approaches

Leadership-focused HR 
processes: 

Recruitment: Recruiting future leaders1
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Performance Management: Setting expectations, monitoring, and evaluating leadership performance criteria.

Succession Planning - Preparing and identifying future leaders to fill critical roles.

Leadership Development Programs: Offering coaching, mentoring, and training to enhance leadership 
capabilities.

Compensation and Rewards: Recognizing and rewarding effective leadership behaviors.
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Any communalities?! 
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Conventional thinking about leadership is 
“leader-centric” 
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Five common myths about leadership!
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#1 Leadership is about bright traits
Key assumption: To understand leadership we need to understand the best leaders…
…and we do this at the expense of understanding followers and their relationship with the leaders
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#2 great leaders share some common traits

• Key assumption: specific traits or 
qualities (e.g., intelligence, charisma) 
are the only essential ingredients. 

• Taken together, follower 
characteristics and their relationship 
with the leaders matter more than 
the leaders’ characteristics. 

• …plus, traits (antecedents) of 
leadership translate into actual 
behaviors via mediators. 

Follower 
traits 

L-M-X 
relationship
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#3: ‘Dark traits’ of ‘Dark Lords’
• Curvilinear relationships, both U and inverted-U – useless for prediction 

Source: Landay et al., (2019). Shall We Serve the Dark Lords? A Meta-Analytic Review of Psychopathy and Leadership. Journal of Applied Psychology. 
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#4 Leadership consistency 

• …across persons and situations 

• Key assumption: Once we identify a “leader” and invest in him/her the leader will be the key ingredient for the 
organization’s success. 

• Research shows that within-person fluctuations in leadership effectiveness are as large as between person 
differences…
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Four ways to think differently about 
leadership!
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#1 enable leaders’ insights

• From individual assessments to talent dashboarding for 
leaders

• From leadership traits to network leadership models 
(conceptualize and measure leader-member exchanges)
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#2 look beyond the leaders
• Dyads, teams and their (not)corresponding behaviors and 

attitudes 

• Example – use the incongruence line if you want your 
teams to be creative

Source: Liu et al., (2020). Leader–follower risk orientation incongruence, intellectual stimulation, and creativity: A configurational approach. Personnel 
Psychology. 

Bartels et al., 2021. With a frown or a smile: How leader affective states spark the leader-follower reciprocal exchange process. Personnel 
Psychology. 
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#3 Contextualize…align, but not always
• Dyads, teams and their (not)corresponding behaviors and attitudes 

Source: Song et el., (2020). A multiplex view of leadership structure in management teams. Personnel Psychology, 31 (2).
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#4 Shift the explanatory lenses
• From static, sequential, binary and unidimensional conceptualizations…

• …to dynamic, cyclical, multi-determined, non-linear phenomena 

Source: Song et el., (2020). A multiplex view of leadership structure in management teams. Personnel Psychology, 31 (2).
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#4 Shift the explanatory lenses
• From static, sequential, binary and unidimensional conceptualizations…

• What caused this event? 
• What is the main factor explaining leadership performance? 
• What happened first?
• What are the key lessons that can be learned here?
• Which factor is the most important determinant of leadership success? 

• To…dynamic, cyclical, multi-determined, non-linear ones:
• How do different influences interact to produce this result?
• What recurring cycles or feedback loops are present in this phenomenon?
• How might changes in the surrounding environment alter the outcome?
• How does the process evolve or shift over time?
• Are there tipping points where a slight change might drastically alter the system?
• How does the interplay across various levels (individual, team, organization, etc.) affect the overall system?

Source: Song et el., (2020). A multiplex view of leadership structure in management teams. Personnel Psychology, 31 (2).
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Think about Leadership as a
“mani-fold” space 
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Think about Leadership as a
“mani-fold” space 
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Think about Leadership as a
“mani-fold” space 

HR processes focus 
here…

…and here…



except your patients didn’t ask for 
it. 

Good luck out there!

…and remember: leading 
people is like doing therapy…

• all complaints should be submitted at: andrei.ion@shl.ro
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