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ARTICLE INFO ABSTRACT

Keywords: The digital transformation is fundamentally changing traditional
Artificial Intelligence leadership processes. In particular, the deployment of Artificial
(4l), Intelligence (Al) in leadership roles presents organizations with
Leadership, new psychological and organizational challenges. This paper
Al-based Leadership, conducts a systematic literature review to examine the current state
Trust in Al of research concerning Al as a leader, identifies existing research
Human-AI Interaction, gaps, and discusses future fields of action. The findings reveal that
Psychological Leadership empirical evidence regarding the perception and acceptance of Al-
Competence supported leadership is scarce, especially from a psychological

perspective. This underscores a significant need for research on
how to effectively design human-Al interaction within leadership
contexts.

1. Introduction

The ongoing digitalization is leading to a situation in which Artificial Intelligence (AI)
increasingly takes on tasks that were traditionally reserved for human leaders (Brynjolfsson &
McAfee, 2014). Al can make decisions, coordinate teams, and even generate personalized
instructions (Glikson & Woolley, 2020). This shift has implications for various leadership
styles. For instance, transformational leadership, which focuses on inspiring and motivating
employees through vision, charisma, and individual consideration, may be difficult for Al to
emulate authentically (Bass, 1985; Bass & Riggio, 2006). Similarly, transactional leadership,
which is based on structured tasks, clear goals, and performancebased rewards, appears to be
more compatible with Al systems, as these can be programmed to monitor performance metrics
and provide contingent feedback (Burns, 1978; Bass, 1990). In addition, servant leadership,
which emphasizes empathy, listening, and the well-being of employees, poses significant
challenges for Al implementation, given its inherently human-centric orientation (Greenleaf,
1977; Eva et al., 2019).

On the other hand, aspects of laissez-faire leadership, characterized by a hands-off approach,
could unintentionally emerge in Al-supported environments if responsibility is shifted too
heavily to autonomous systems without sufficient human oversight (Skogstad et al., 2007).
However, it remains unclear how employees respond to Al-supported leadership and which
psychological mechanisms are necessary to foster acceptance and trust. Perceptions of
authenticity, fairness, empathy and competence play crucial roles in this context and are tightly
linked to the leadership style being simulated or enhanced by Al (Glikson & Woolley, 2020;
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Brynjolfsson & McAfee, 2014; Araujo et al., 2020). This paper therefore systematically
examines the current state of research and analyzes the challenges and opportunities that arise
from Al-based leadership, particularly with respect to its alignment or misalignment with
established leadership theories and styles.

2. Theoretical Background

2.1. Digitalization and Al in Leadership

Continual digitization fundamentally transforms organizational structures and leadership
processes. In recent years, Al has evolved from a purely supportive technology to an active
component of organizational decision-making. Jarrahi (2018) emphasizes that Al systems not
only automate operational tasks but increasingly act as independent agents in strategic
decision-making processes. His analysis highlights that Al systems are capable of making data-
driven decisions, detecting patterns in large datasets, and thereby relieving leaders of complex
tasks. He advocates for a symbiotic human-machine collaboration in which the complementary
strengths of both actors are deliberately leveraged to manage complex, uncertain, and
ambiguous decision-making situations efficiently and effectively. Additionally, the systematic
review of the literature by Aziz et al. (2024) offers a comprehensive overview of the role of Al
in leadership processes. The authors identify key topics such as ethical dilemmas, challenges
in human-Al interaction, and long-term risks associated with the integration of Al into
leadership roles.

The study underscores that Al is altering the nature of leadership by transforming decision-
making, control mechanisms, and motivational techniques. It calls for more empirical research
to better understand the complex relationship between Al and leadership and to develop
effective strategies for successfully integrating Al into leadership practices. Frimpong and
Wolfs (2024) analyze, through case studies of large organizations such as IBM, Google, and
Amazon, how Al influences leadership practices. They demonstrate that Al improves decision-
making, automates repetitive tasks, and strengthens employee engagement. At the same time,
they point to challenges, including ethical issues and the need for new leadership competencies.
These studies illustrate that the integration of Al into leadership roles brings both opportunities
and challenges. Al fosters data-driven decision-making, has profound effects on leadership
structures and dynamics, and ultimately increases internal process efficiency. Simultaneously,
it raises questions about social influence, interpersonal communication, and moral
responsibility. Therefore, the successful implementation of Al in leadership requires not only
technological adjustments, but also a reevaluation of traditional leadership models and
practices, as well as a deep understanding of the psychological and social implications of this
transformation.

2.2. Trust and Acceptance in Al Systems

The acceptance of Al systems within organizational contexts is largely dependent on the trust
of users. Trust is considered a psychological prerequisite for overcoming uncertainty and
perceived loss of control associated with autonomous technologies. Particularly in Al-
supported leadership, where decision-making authority is partially transferred to machines,
trust becomes a critical determinant for successful implementation (Mayer et al., 1995).
Glikson and Woolley (2020), in their review, demonstrate that trust in Al is significantly
influenced by how transparent, understandable, and error-tolerant a system is perceived to be.
The more clearly users comprehend the functioning of an Al system, the more likely they are
to accept its decisions, especially in sensitive contexts such as personnel management, which

17



Journal of Advanced Research in Leadership, 4(2): 16-34, 2025

traditionally relies on interpersonal trust. McKnight et al. (2011) further emphasize that trust
in technological systems is based on three core factors: perceived ability (competence),
integrity, and benevolence of the system or its developers.

When these characteristics are not met, due to a lack of transparency, limited explainability, or
unexpected behavior, users’ willingness to adopt such systems drops significantly. This is
particularly true for systems that make autonomous decisions or aim to simulate social
interactions. Madhavan and Wiegmann (2007) also stress that technical trust is determined not
only by functional reliability, but by the system’s ability to cooperate with human actors. In
leadership contexts, this means that an Al system must not only make correct decisions, but
also act in a socially compatible manner by providing explainable feedback, demonstrating
consistent behavior, and communicating in a situationally appropriate way. Overall, trust is a
key predictor of the acceptance of Al-supported leadership. It does not arise automatically from
technical performance but requires deliberate efforts to ensure explainability, transparency, and
human-centered interaction design. A lack of trust is one of the primary reasons for the rejection
of such systems by both employees and leaders.

2.3. Current State of Research on AI-Supported Leadership

The academic discourse on the use of Artificial Intelligence in leadership contexts is still in its
early stages. Although recent studies show that Al is increasingly involved in decision-making
processes, such as data analysis, forecasting models, or personnel planning (Jarrahi, 2018;
Wilson & Daugherty, 2018), a systematic examination of Al as an autonomous leader is still
lacking. In particular, the psychological and interpersonal demands that characterize traditional
leadership remain largely unaddressed. Glikson and Woolley (2020), in their comprehensive
literature review, emphasize that trust, emotional resonance, and social perception are central
factors for the acceptance of Al in leadership. However, there is a notable lack of empirical
studies exploring whether and how Al can exert leadership in the sense of interpersonal
influence.

While many studies investigate Al in organizational settings as a supportive tool (e.g., for
decision-making assistance), there is a shortage of conceptual frameworks and empirical
research that analyze Al as an independent bearer of leadership responsibility. Jarrahi (2018)
proposes a model of “augmented intelligence,” in which humans and machines make decisions
collaboratively. Still, it remains unclear how such systems perform in social leadership
situations, such as in motivation, conflict management, or relationship building. Moreover, the
research highlights a gap between technological feasibility and human acceptance. Initial
conceptual contributions, such as those by Raisch & Krakowski (2021), discuss how Al might
assume traditional leadership functions like control, motivation, and goal-setting. However,
they also warn of social side effects such as loss of trust, dehumanization, and cognitive
dissonance among employees. Overall, there is a clear need for further research: While existing
literature provides valuable insights into technical integration and efficiency gains through Al,
it neglects the psychological, social, and cultural dimensions of leadership. The role of Al as a
leadership subject, in the sense of a socially accepted, empathetic, and trustworthy entity,
remains mostly theoretical and empirically underexplored.

3. Methodology

This study is based on a systematic literature review, following the established guidelines by
Webster and Watson (2002) and vom Brocke et al. (2009). The objective was to
comprehensively capture, analyze, and identify research gaps regarding the role of Artificial
Intelligence (AI) in leadership contexts. The literature search was conducted across the
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academic databases: Scopus, Web of Science, Google Scholar, EBSCOhost, PsyncINFO,
Business Source Premier, AIS eLibrary. These databases were selected because they provide
comprehensive coverage of peer-reviewed research in management, organizational
psychology, information systems, and human factors, thereby ensuring both disciplinary
breadth and methodological quality of the included studies. In addition, selected leading
journals from the fields of management, organizational psychology, information systems, and
human factors were included. The search strategy was based on a combination of relevant
keywords and Boolean operators, including:

» “Artificial Intelligence AND Leadership”
“Al AND Decision-Making”

“Human-Al Collaboration”

“Trust in Artificial Intelligence”

’Algorithmic Management AND Leadership’

Search results were initially screened based on title, abstract, and keywords. An iterative
screening process was applied to ensure the quality and relevance of the included studies. After
removing duplicates, studies were excluded if they did not align with the thematic focus of this
review. A total of 72 peer-reviewed articles were ultimately included. These studies were
systematically coded and examined in terms of their research design, theoretical framing,
thematic focus, and key findings. For the purpose of methodological transparency, all reviewed
studies were documented in a structured review chart. The inclusion criteria for the final sample
were as follows:

 Peer-reviewed journal articles, academic books, or book chapters

 Published primarily between 2010 and 2024, with relevant foundational works from
earlieryears also considered

e A thematic focus on Al in decision-making, management, or leadership processes
* Inclusion of empirical, conceptual, or theoretical studies

e A clear reference to psychological, social, or organizational aspects of Al in
leadershipcontexts

Exclusion Criteria:

e Focused exclusively on technical aspects (e.g., algorithmic optimization without
socialcontext)

» Were non-academic publications (e.g., reports, opinion pieces)
» Lacked any reference to leadership or its organizational embeddedness
 Duplicate records or inaccessible full texts

The analysis followed an integrative approach, aiming to identify both descriptive patterns
and conceptual linkages among the selected contributions. The goal was to generate a
nuanced picture of the current research landscape, detect dominant paradigms, and highlight
open questions for future inquiry.
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3.1. Review Chart

To gain a structured overview of key research topics at the intersection of Artificial Intelligence
(AI) and leadership, a content-based, qualitative categorization of the contributions according
to their respective areas of focus (findings) was conducted. Building on this, recurring thematic
priorities were identified that are particularly prominent in the academic discourse on Al. The
resulting focus themes serve as column headings in the present Table 1. Each of these
categories represents a significant dimension discussed within the analyzed literature. The
assignment of each publication to one or more thematic categories was based on a content-
analytical interpretation of the individual studies. An ”X” in a given cell indicates that the
corresponding article makes a substantial contribution to the respective topic. Assignments to
multiple categories are not only permissible but often necessary, as many of the research papers
address several themes concurrently.

Table 1. Review Chart of the Literature Analysis (own compilation)
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3.2. Key Findings of the Literature Review

Academic engagement with Artificial Intelligence (AI) encompasses a wide array of questions
and thematic focal points. At the center are both specific applications and limitations of Al
systems, as well as overarching research trends and thematic clusters derived from recent
literature. The following summarizes the central problem areas and developmental trajectories
in six subfields.

3.2.1. Bias, Prejudice, and Ethical Challenges

One major tension in Al research concerns algorithmic bias and perceptions of unfair treatment.
Studies such as Binns et al. (2018) and Awad et al. (2018) show that algorithmic decisions are
often perceived as unfair, particularly when they reduce human complexity to numerical
categories. Mittelstadt et al. (2016) further highlight systematic transparency deficits that can
lead to ethical dilemmas. This issue is exacerbated by cultural differences in evaluating fairness
and moral preferences, as shown by Awad et al. Research into “machine behavior” (Rahwan
et al., 2019) calls for Al to be regarded as autonomously acting entities, raising fundamental
questions of control and accountability.

3.2.2. Limitations and Explainability of AI Systems

Another area of tension involves the technical and conceptual limits of explainability in Al
systems. Gunning & Aha (2019), Ribeiro et al. (2016), and Rai (2020) advocate for increased
efforts in the field of Explainable AI (XAI) to foster trust and ensure accountability. However,
Xu et al. (2019) demonstrate that explainability often comes at the cost of model accuracy,
making practical implementation challenging.

3.2.3. Public Perception and Acceptance of Al

Public attitudes toward Al are strongly shaped by skepticism and bias, especially in sensitive
applications. Studies such as Longoni et al. (2019), Burton et al. (2020), and Castelo et al.
(2019) examine the phenomenon of ‘“algorithm aversion,” where people reject Al-based
decisions even when they are objectively superior. Acceptance is also context-dependent and
influenced by emotional, cultural, and moral factors (Gillespie et al., 2025; Roundtree, 2024;
Dorner, 2024).

3.2.4. Application Areas and Organizational Perspectives

The practical application of Al is broad but domain-specific. Key fields of use include:
1 Leadership and management (Frangos, 2022; Schmitt, 2024)
2 Human Resource Management (Kaushal et al., 2023)
3 Medical diagnostics (Jussupow et al., 2021)
4 Sales and service (Syam & Sharma, 2018; Huang & Rust, 2018)
5 Education and training (Sposato, 2025; Kandasamy, 2024)

Other contributions analyze the organizational prerequisites for successful Al implementation
(Nguyen & Elbanna, 2025; Yuan et al., 2024) as well as the opportunities and risks in
traditional work contexts (Raftopoulos & Hamari, 2023). The concept of “collaborative
intelligence” between humans and Al is emphasized by Jarrahi (2018).

3.2.5. Trust and Human-AI Interaction
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A significant research strand is dedicated to understanding how trust in Al can be cultivated.
Empirical studies (e.g., Hancock et al., 2011; McKnight et al., 2011) and systematic reviews
(Glikson & Woolley, 2020; Mehrotra et al., 2023) identify key factors influencing trust in Al
systems. Special emphasis is placed on transparency, explainability, and emotional intelligence
(Riley & Dixon, 2024; Shamim et al., 2023).

3.2.6. Al in Leadership and Teamwork

The impact of Al on leadership and teamwork is another central cluster. Studies on Al-
supported leadership (Alharbi, 2025; Estherita & Shanmugam, 2024) show potential for Al to
serve in a supportive leadership role, particularly in transformational leadership. However, it
remains unclear whether Al merely supplements or potentially replaces human leadership
(Hougaard et al., 2024; Zaman, 2025). The use of Al in teams also raises questions about role
distribution, perceived autonomy, and effective collaboration (Seeber et al., 2020; McGrath et
al., 2024).

3.2.7. Summary

» The acceptance of technological systems and trust in Al are generally well-researched.

o Theoretical and ethical considerations of Al as a leader exist, but there is a lack of
empirical studies.

e Human-Al collaboration is examined primarily at the operational level, not in
leadership relationships.

» The psychological mechanisms underlying leadership are largely neglected in the
context of Al-supported leadership.

 Although there are empirical studies on psychological conditions for building trust in
Al these do not focus specifically on Al in leadership roles.

3.3. Research Gap

Despite increasing academic interest in the integration of Artificial Intelligence (AI) into
business and management, empirical research on Al in explicit leadership functions remains
limited. While conceptual papers highlight the potential of Al-supported leadership (Glikson
& Woolley, 2020; Jarrahi, 2018; Berente et al., 2021), there is a lack of robust empirical studies
that validate these ideas in practice. Initial questions remain regarding the acceptance,
effectiveness, and psychological impact of Al in leadership roles. A deeper understanding
requires interdisciplinary approaches that consider psychological, organizational, and
technological perspectives to explore the implications of Al-enabled leadership for practice
and theory.

4. Discussion

This paper has examined the role of Al-supported leadership and the conditions under which it
may be meaningfully integrated into organizational contexts. The findings indicate that Al has
the potential to enhance leadership by increasing efficiency and fairness, reducing human
biases and errors in decision-making, and enabling more data-informed and individualized
approaches to employee development. However, these opportunities are counterbalanced by
notable challenges. Among them are the potential erosion of the social and relational
dimensions of leadership, ethical concerns related to responsibility and transparency, and the
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risk of emotional distancing or alienation among employees. These results partially confirm
the expectations laid out in the research questions. While the analysis provides valuable
insights into how Al can contribute to leadership and under what conditions it may be accepted,
it also reveals that Al should not be understood as a replacement for human leaders. Instead,
the evidence supports the need for hybrid leadership models, in which human and artificial
agents complement one another. Such models require careful attention to role clarity,
communication dynamics, and ethically grounded design to ensure both psychological safety
and team acceptance. That said, several methodological limitations should be acknowledged.
Although the literature review was conducted systematically, there remains a non-negligible
risk that relevant studies, particularly recent or interdisciplinary ones, may have been
overlooked. This limitation should be taken into account when interpreting the breadth of the
conclusions. Ultimately, the successful integration of Al into leadership practice requires more
than technological competence; it demands a deep understanding of human behavior and social
interaction. Al systems must not only deliver accurate decisions but also exhibit emotional and
social intelligence in order to be perceived as trustworthy and legitimate. Without intentional,
psychologically informed design, Al-driven leadership risks being met with skepticism or
passive resistance. Therefore, future research and practice should prioritize human-centered,
empirically grounded approaches to ensure that the transformative potential of Al in leadership
can be realized without undermining motivation, cohesion, or well-being within teams.

5. Conclusion and Perspectives

Artificial Intelligence is set to play an increasingly important role in leadership processes in
the future. For Al to be successfully accepted and utilized as a leader, it must integrate classical
psychological leadership principles such as trust, communication, motivation, and empathy.
These human-centered aspects are critical for shaping Al systems that are not only functionally
competent but also socially and emotionally aligned with organizational values and employee
expectations. For future research, several areas are particularly important:

e Empirical investigations into the perception of Al leadership How do employees and
leaders experience, evaluate, and respond to Al in leadership positions?

» Development of psychological models for human-Al interaction in leadership Which
mechanisms drive trust, motivation, and resistance, and how can they be positively
influenced?

 Design of hybrid leadership models (Human + AI) How can responsibilities be shared
meaningfully between humans and Al in leadership contexts?

From a practical standpoint, the insights of this review suggest that organizations should begin
to reflect on the potential integration of Al into leadership practices. This does not necessarily
mean replacing human leaders but rather identifying areas where Al can complement
leadership by enhancing transparency in decision-making, supporting unbiased evaluations, or
improving the timeliness of feedback. Such applications remain context-dependent and must
be carefully aligned with organizational culture and employee expectations. In this regard,
organizational “code of conduct,” which today primarily focus on human leadership and
employee relations, may in the future need to be extended to explicitly address the role of Al
in leadership. This includes clarifying potential areas of application, defining boundaries for
Al involvement, and outlining procedures for employees to voice concerns when dissatisfied
with Al-supported leadership. While concrete implementation strategies require further
empirical evidence, the review highlights that preparing organizations for hybrid forms of
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leadership, combining human judgment with Al-supported functions, can serve as an initial,
low-risk pathway toward leveraging the potential of Al in leadership.
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