
www.ijcrt.org                                                                   © 2025 IJCRT | Volume 13, Issue 8 August 2025 | ISSN: 2320-2882 

IJCRT2508634 International Journal of Creative Research Thoughts (IJCRT) www.ijcrt.org f532 
 

Agentic Leadership: AI As A Leadership Enhancer 
 

Dr. Prachi Goyal 

Assistant Professor, 

Department of Commerece, 

Government PG College, Sector -1 Panchkula, Hariyana. 

Abstract 

This paper introduces and critically examines the Agentic Leadership Model, a paradigm that integrates 

artificial intelligence (AI) as an active amplifier of leadership traits such as empathy, transparency, and 

empowered autonomy. Drawing on leadership theory, AI integration, and empirical applications, the study 

highlights the distinctiveness of Agentic Leadership compared to transformational, servant, authentic, and 

adaptive leadership models. The paper also discusses practical applications, challenges, and ethical dilemmas, 

before outlining future research directions. By situating AI as an agentic partner rather than a passive tool, 

Agentic Leadership provides a blueprint for responsible, human-centered leadership in the digital era. 
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1. Introduction 

1.1 Background 

Leadership has historically evolved in close alignment with societal, organizational, and technological shifts. 

From Max Weber’s (1947) classical bureaucratic and hierarchical models, which emphasized order and 

authority, to Burns’ (1978) transformational leadership, which highlighted charisma and visionary influence, 

and Greenleaf’s (1977) servant leadership that emphasized moral responsibility and care, scholars have 

continuously sought to explain the dynamics of influence and authority. In the late twentieth and early twenty-

first centuries, authentic leadership (Avolio & Gardner, 2005) emerged, underscoring the importance of 

transparency, relational trust, and alignment between values and actions. 

Each of these frameworks was a response to the challenges of its era. For example, transformational 

leadership resonated during times of organizational change and globalization, while servant and authentic 

leadership models responded to rising demands for ethical corporate governance. Yet, as the digital revolution 

accelerated, these frameworks confronted limitations in addressing the complexity and velocity of information 

flows that now characterize modern organizations. 

Artificial Intelligence (AI) has become a transformative force across industries, shifting the landscape of 

decision-making, communication, and organizational culture. Initially confined to automation and data 

management, AI today extends into cognitive domains such as natural language processing, predictive 

modeling, and affective computing. This has enabled machines to not only optimize workflows but also 

interpret emotions, provide ethical audits, and augment human decision-making processes (Brynjolfsson & 

McAfee, 2017). 
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The emergence of the Agentic Leadership Model (2025) reflects a conceptual breakthrough. Unlike earlier 

leadership theories that treated technology as a peripheral enabler, this model positions AI as an agentic 

collaborator—actively amplifying leadership traits such as empathy, transparency, and empowered autonomy. 

It suggests that leadership effectiveness is no longer derived solely from human capacity but is co-constructed 

through human–AI collaboration, where machines process complex information while humans anchor ethical 

vision and relational sensitivity. 

1.2 Rationale 

The urgency of conceptualizing Agentic Leadership stems from the convergence of several contemporary 

dynamics: 

Technological Convergence: Rapid developments in generative AI, natural language models, and affective 

computing mean machines now operate not only at the level of efficiency but also in relational and cognitive 

domains (Shrestha, Ben-Menahem, & von Krogh, 2019). 

Organizational Demands: The rise of hybrid and remote work cultures has stretched traditional leadership 

frameworks. Leaders are now required to maintain engagement and accountability across digital platforms, 

often relying on AI-driven insights into team morale, productivity, and psychological well-being (Chamorro-

Premuzic, Wade, & Jordan, 2018). 

Global Challenges: Leaders today face crises such as climate change, pandemics, and geopolitical instability, 

which require rapid synthesis of vast amounts of data and adaptive responses beyond the scope of human 

intuition alone (George et al., 2022). 

Ethical Imperatives: Increasing public demand for transparent and fair governance necessitates systems that 

can trace and justify decisions. AI-driven transparency and fairness audits can help address these 

accountability challenges (Rahwan et al., 2019). 

Together, these conditions make Agentic Leadership not a futuristic speculation but a necessary paradigm for 

navigating complexity in the 21st century. 

1.3 Research Objectives 

This study sets out to examine the theoretical and practical foundations of the Agentic Leadership model with 

the following objectives: 

To critically assess the theoretical underpinnings of the Agentic Leadership Model within the broader 

discourse of leadership studies. 

To examine the role of AI in amplifying leadership qualities such as empathy, transparency, and empowered 

autonomy. 

To compare Agentic Leadership with established frameworks (e.g., transformational, servant, authentic, 

adaptive leadership) in order to highlight its distinctiveness and contemporary relevance. 

To identify and analyze application areas where Agentic Leadership can be practically implemented, 

including education, healthcare, corporate governance, and public policy. 

To propose a conceptual framework that integrates human–AI collaboration into leadership practice and 

serves as a foundation for future empirical testing. 
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1.4 Research Gap 

Although the intersection of AI and leadership is gaining scholarly attention, existing literature is fragmented 

and incomplete. Current research primarily addresses three aspects: 

AI as a decision-making tool: emphasizing predictive analytics, dashboards, and scenario planning. 

AI as a managerial assistant: automating scheduling, workflows, and resource allocation. 

Ethical concerns: focusing on bias, accountability, and job displacement. 

What is missing is a comprehensive framework that conceptualizes AI not merely as a tool but as an agentic 

partner in the leadership process. Most established leadership theories remain anthropocentric, assuming 

humans are the sole agents of influence and relational authority. By contrast, Agentic Leadership recognizes 

AI’s capacity to act as a collaborator in enhancing empathy, scaling transparency, and supporting ethical 

decision-making. This study addresses that research gap by framing leadership as a co-created human–AI 

process. 

1.5 Significance of the Study 

The implications of Agentic Leadership are multi-dimensional: 

For Theory: It challenges traditional paradigms by introducing distributed agency, where human and AI share 

roles in leadership. 

For Practice: It equips leaders with tools to enhance empathy, decision quality, and inclusivity at scale, 

particularly in hybrid and globalized organizations. 

For Policy: It provides a foundation for integrating ethical AI governance into leadership practice, aligning 

with international frameworks such as the EU AI Act (2024). 

For Education: It offers a roadmap for designing leadership curricula that emphasize AI literacy, ethical 

decision-making, and human–AI symbiosis. 

By situating Agentic Leadership as both a practical necessity and a theoretical advancement, this study 

contributes to the evolving discourse on leadership in the digital era. 

2. Literature Review 

2.1 Evolution of Leadership Theories 

Leadership has been one of the most widely debated concepts in organizational sciences, and its theoretical 

foundations have evolved alongside social and technological change. Early trait theories (Stogdill, 1948) 

emphasized innate leader characteristics such as charisma, intelligence, and integrity, assuming that leaders 

are “born, not made.” However, this approach was criticized for its inability to explain situational variations. 

Subsequently, behavioral theories (Lewin, Lippitt, & White, 1939) shifted the focus from traits to observable 

actions, identifying autocratic, democratic, and laissez-faire leadership styles. 

As organizations became more complex, contingency theories (Fiedler, 1967; Hersey & Blanchard, 1977) 

suggested that leadership effectiveness is context-dependent, shaped by task structure, leader-member 

relations, and situational demands. Later, transformational leadership (Burns, 1978; Bass, 1990) introduced 

the idea of leaders inspiring followers through vision and charisma, while servant leadership (Greenleaf, 

1977) and authentic leadership (Avolio & Gardner, 2005) emphasized ethics, relational transparency, and 

moral responsibility. 
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Yet, despite their sophistication, these models remained fundamentally anthropocentric. Technology, when 

considered, was treated as a background enabler rather than an active partner. This creates a critical gap that 

Agentic Leadership aims to address by positioning artificial intelligence (AI) as a co-actor in leadership 

processes. 

2.2 Artificial Intelligence and Leadership 

The integration of AI into organizational processes accelerated after the mid-2010s, reshaping leadership 

practices. AI was initially deployed as a decision-support system, helping leaders interpret big data, forecast 

market trends, and optimize resource allocation (Davenport & Ronanki, 2018). For example, AI has been used 

in healthcare to recommend diagnostic pathways, in finance to forecast market fluctuations, and in corporate 

governance to reduce information asymmetry. 

By the early 2020s, however, AI moved beyond mere operational efficiency. A McKinsey report (2023) 

showed that nearly 50% of organizations had integrated AI in at least one leadership function, particularly in 

HR, strategy, and performance management. Unilever, for instance, adopted AI in recruitment to reduce 

hiring bias and improve candidate experience (Chamorro-Premuzic, 2020). Similarly, IBM’s Watson was 

deployed in HR leadership functions to analyze workforce sentiment and predict attrition (Raisch & 

Krakowski, 2021). 

Although these applications improved efficiency and fairness, they largely framed AI as a tool rather than a 

partner in leadership. Few models conceptualized AI as possessing agency—capable of influencing leadership 

outcomes in relational, ethical, and empathetic dimensions. This limitation underlines the necessity of 

developing the Agentic Leadership framework. 

2.3 Emotional Intelligence and AI Mediation 

Emotional intelligence (EI) has long been recognized as a cornerstone of effective leadership (Goleman, 

1995). Leaders with high EI are better equipped to understand followers’ needs, regulate emotions, and build 

trust. However, in large, digitally distributed organizations, sustaining empathetic leadership at scale presents 

a challenge. Recent developments in affective computing (McDuff & Czerwinski, 2018) enable AI systems to 

detect emotions through facial expressions, voice modulation, and text sentiment analysis. 

Research suggests that leaders using AI-driven feedback systems achieve higher employee satisfaction ratings 

because employees feel continuously “heard” through sentiment monitoring (Harvard Business Review, 

2022). Microsoft’s Viva Insights exemplifies this trend, providing managers with aggregated well-being data 

that guides empathetic interventions. In this sense, AI does not replace empathy but scales it, allowing leaders 

to demonstrate responsiveness across entire organizations while maintaining authenticity. 

This aligns directly with Agentic Leadership’s claim that AI can amplify empathy—a traditionally human 

trait—by offering leaders real-time, evidence-based insights into organizational climate. 

2.4 Agency, Autonomy, and Human–AI Symbiosis 

Agency, in social sciences, refers to the capacity to act intentionally and influence outcomes (Bandura, 2001). 

Traditional leadership theories attribute agency exclusively to human actors. However, with AI’s capacity for 

autonomous decision-making and predictive modeling, scholars such as Floridi and Cowls (2019) argue for a 

distributed agency model, where both humans and AI systems co-create decisions. 

From this perspective, leadership agency no longer resides solely in the leader but is shared with AI systems 

that augment sense-making, decision quality, and foresight. For example, during the COVID-19 pandemic, 

AI-enabled models allowed leaders to forecast vaccine timelines and resource allocation, thereby extending 

adaptive leadership capacities (Pfizer case study, 2021). This demonstrates that leadership can evolve into a 

human–AI partnership, where intuition and moral reasoning are fused with algorithmic precision. 
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2.5 Ethical AI and Leadership Transparency 

Ethics remains central to leadership. Ethical leadership emphasizes fairness, accountability, and integrity 

(Brown, Treviño, & Harrison, 2005). AI integration introduces new opportunities and risks in this domain. On 

the one hand, explainable AI (XAI) can enhance transparency by making decision-making processes traceable 

and reducing hidden biases (Jobin, Ienca, & Vayena, 2019). Organizations that adopt fairness audits and 

transparent decision logs align well with modern demands for accountable leadership. 

On the other hand, scholars caution that unchecked algorithms can reproduce systemic inequities (O’Neil, 

2016; Crawford, 2021). Amazon’s failed AI recruitment tool (Dastin, 2018), which displayed gender bias, 

exemplifies the risks of delegating too much autonomy to machines without proper oversight. Thus, while 

Agentic Leadership celebrates AI as a transparency-enhancer, it also acknowledges the critical role of leaders 

as ethical anchors who safeguard accountability. 

2.6 Synthesis: Towards Agentic Leadership 

The literature reveals a growing but fragmented discourse. Classical leadership theories emphasized human 

traits and behaviors, while modern ones incorporated ethics, vision, and adaptability. AI studies, meanwhile, 

treated machines as tools for efficiency and decision support. However, few frameworks integrate these 

domains into a unified theory where AI becomes a co-agent in leadership. 

Agentic Leadership emerges as a synthesis of these streams. It conceptualizes leadership not as a solely 

human act but as a human–machine co-created process, in which AI amplifies empathy, autonomy, and 

transparency while humans provide vision, ethics, and moral responsibility. This marks a paradigm shift in 

leadership theory—positioning technology not at the margins but at the core of leadership agency. 

3. Comparative Framework: Agentic Leadership vs. Traditional Leadership Models 

To critically evaluate the novelty of Agentic Leadership, it is necessary to position it against existing 

frameworks. While transformational, authentic, servant, and adaptive leadership have each contributed 

significantly to leadership theory, they remain fundamentally human-centric. Agentic Leadership, by contrast, 

extends these models by embedding AI as an active collaborator in leadership processes. 

3.1 Transformational Leadership vs. Agentic Leadership 

Transformational Leadership (Burns, 1978; Bass, 1990) emphasizes inspiring followers through vision, 

intellectual stimulation, individualized consideration, and idealized influence. Transformational leaders 

leverage charisma and personal conviction to mobilize collective action. 

Similarity: Both transformational and agentic leaders prioritize empowerment and seek to inspire beyond 

transactional relationships. 

Difference: Transformational leadership relies heavily on the leader’s personal charisma and vision, whereas 

Agentic Leadership uses AI to augment foresight and decision-making. AI allows leaders to simulate 

scenarios, model risks, and make evidence-informed strategic choices, thus extending visionary leadership 

into predictive domains. 

Case Example: Tesla and SpaceX (USA). Elon Musk exemplifies transformational leadership through 

visionary goals like sustainable transportation and interplanetary travel. However, his reliance on AI-driven 

simulations—such as SpaceX’s Falcon 9 landing algorithms and Tesla’s autonomous driving systems—

illustrates agentic traits. Musk’s leadership is not only charismatic but is also amplified by algorithmic 

foresight, making his approach a hybrid of transformational and agentic leadership (Vance, 2015; SpaceX, 

2021). 
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3.2 Authentic Leadership vs. Agentic Leadership 

Authentic Leadership (Avolio & Gardner, 2005) highlights self-awareness, relational transparency, and 

balanced decision-making. Authentic leaders build trust by aligning personal values with organizational 

practices. 

Similarity: Both models value transparency, integrity, and building trust-based relationships. 

Difference: Authentic leaders rely on self-reflection, while agentic leaders enhance reflection through AI-

enabled transparency. For example, AI systems can highlight unconscious biases in decision-making or 

provide real-time data logs that make processes traceable and fair. 

Case Example: Unilever (UK/Netherlands). Under CEO Alan Jope, Unilever strengthened its authenticity-

driven leadership by embedding sustainability and transparency in corporate strategy. Importantly, the 

company adopted AI-powered sustainability reporting tools to track environmental and social governance 

(ESG) metrics in real time. These tools enhanced transparency and accountability, demonstrating how 

authentic leadership values can be scaled through agentic practices (Unilever Annual Report, 2022). 

3.3 Servant Leadership vs. Agentic Leadership 

Servant Leadership (Greenleaf, 1977) prioritizes follower growth, well-being, and community building. 

Leaders are envisioned as stewards who empower others and act ethically for collective benefit. 

Similarity: Both models emphasize empathy, empowerment, and the moral obligation to serve followers. 

Difference: Servant Leadership is limited by human capacity to engage with individuals, while Agentic 

Leadership leverages AI to scale empathy and empowerment across large organizations. AI sentiment analysis 

and well-being monitoring enable leaders to understand workforce needs at scale. 

Case Example: Starbucks (USA). Starbucks has historically embraced servant leadership values by 

emphasizing employee welfare (“partners”) and community service. Recently, the company integrated AI for 

workforce scheduling and supply chain optimization. These systems ensure equitable scheduling and reduce 

burnout, aligning with servant principles while demonstrating an agentic layer of AI-enabled well-being 

management (Starbucks Global Report, 2021). 

3.4 Adaptive Leadership vs. Agentic Leadership 

Adaptive Leadership (Heifetz, 1994) focuses on mobilizing people to confront challenges, embrace learning, 

and thrive amid complexity. Adaptive leaders emphasize experimentation and collective problem-solving. 

Similarity: Both adaptive and agentic leaders seek to thrive in environments marked by volatility and 

uncertainty. 

Difference: Adaptive Leadership relies on dialogue and collective learning, while Agentic Leadership 

incorporates AI-driven sense-making to detect weak signals, model complex scenarios, and accelerate 

adaptive responses. 

Case Example: Pfizer (USA). During the COVID-19 pandemic, Pfizer applied adaptive leadership by 

mobilizing its workforce under conditions of high uncertainty. The integration of AI-powered predictive 

models accelerated vaccine development timelines, reducing clinical trial phases through simulation-based 

predictions. Here, AI acted as a sense-making collaborator, extending adaptive capacities into the agentic 

realm (Pfizer, 2021). 
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3.5 Integrative Contribution 

Agentic Leadership does not discard existing models; rather, it synthesizes and extends them: 

Transformational + AI foresight → Predictive empowerment 

Authentic + AI transparency → Data-validated authenticity 

Servant + AI empathy scaling → Collective well-being at scale 

Adaptive + AI sense-making → Enhanced complexity navigation 

Thus, Agentic Leadership emerges as a meta-framework, bridging traditional human-centered theories with 

technological realities of the AI era. It provides not only continuity with past paradigms but also innovation 

by embedding human–AI symbiosis at the center of leadership practice. 

4 AI-Specific Challenges in Leadership Adoption 

4. Critical Analysis: Strengths and Challenges of Agentic Leadership 

While Agentic Leadership presents itself as a transformative model for the 21st century, its conceptual and 

practical legitimacy depends on a balanced examination of its strengths and inherent challenges. This section 

critically evaluates its contributions and limitations through a structured lens. 

4.1 Strengths of Agentic Leadership 

4.1.1 Scalability of Empathy 

Traditional leadership models emphasize emotional intelligence as a critical predictor of success (Goleman, 

1995). However, empathy fatigue is common in leaders managing large, distributed teams (Kock et al., 2019). 

Agentic Leadership addresses this challenge by scaling empathy through AI tools that continuously monitor 

sentiment, stress levels, and engagement across organizations. 

Example: Microsoft’s Viva Insights platform uses AI to track indicators of burnout and collaboration 

overload, offering leaders tailored recommendations for intervention. This system enables empathy at scale, 

transforming an individual leader’s capacity into an organizationally distributed resource (Microsoft, 2022). 

4.1.2 Data-Informed Authenticity 

Authentic leadership emphasizes transparency and self-awareness (Avolio & Gardner, 2005). Yet, 

authenticity often relies on subjective interpretation, which may not always align with evidence. Agentic 

Leadership strengthens authenticity by embedding AI-enabled transparency. Leaders can validate decisions 

against unbiased datasets, reducing errors caused by intuition alone. 

Example: Unilever’s AI-enabled sustainability monitoring systems produce real-time dashboards that leaders 

use to communicate openly with stakeholders. This provides evidence-backed authenticity, enhancing trust 

and accountability (Unilever Annual Report, 2022). 

4.1.3 Complexity Reduction 

Modern organizations operate in volatile, uncertain, complex, and ambiguous (VUCA) environments. Human 

leaders, however capable, are limited in their ability to process vast streams of data. AI augments leaders by 

synthesizing complexity into actionable insights. 
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Example: DBS Bank (Singapore) applies AI for credit risk analysis and fraud detection. Leaders are 

empowered with predictive dashboards that simplify complex financial risks into accessible decision 

pathways, reducing cognitive overload (DBS, 2021). 

4.1.4 Ethical Accountability through Explainable AI 

Leadership is inherently a moral act (Brown, Treviño, & Harrison, 2005). Agentic Leadership strengthens 

ethical accountability by leveraging explainable AI (XAI) systems that document decision-making processes. 

This creates transparency and fairness while reducing hidden biases. 

Example: The European Union’s AI Act (2024) mandates transparency and human oversight in algorithmic 

decision-making. Leaders who adopt agentic practices align not only with organizational ethics but also with 

international governance standards. 

4.1.5 Empowered Autonomy 

Empowering employees increases innovation and engagement but can create risks of inconsistency. AI 

provides guardrails—predictive feedback, ethical constraints, and personalized pathways—allowing leaders to 

distribute agency responsibly. 

Example: Google’s AI-driven Grow platform recommends career development paths for employees, 

empowering self-leadership while aligning individual aspirations with organizational goals (Google, 2023). 

4.2 Challenges of Agentic Leadership 

4.2.1 Over-Dependence on AI 

One of the most pressing critiques is the risk of leaders becoming overly reliant on AI, reducing their capacity 

for independent judgment and moral reasoning. As Zuboff (2019) notes, algorithmic “nudging” may erode 

genuine autonomy, making leaders passive executors of machine recommendations. 

Example: A Nature Medicine study (Sendak et al., 2023) showed that physicians often deferred to AI 

“confidence scores” even when their expertise suggested otherwise. Such dependency risks replicating in 

leadership contexts. 

4.2.2 Algorithmic Bias 

AI systems often inherit biases from their training data. Integrating these into leadership risks scaling 

inequities rather than reducing them. 

Example: Amazon’s AI recruitment tool (2018) systematically disadvantaged female applicants for technical 

roles, demonstrating how unexamined algorithms can undermine empowerment and inclusivity (Dastin, 

2018). 

This raises a paradox: while Agentic Leadership promotes fairness through AI, without oversight it may 

unintentionally reproduce structural inequalities. 

4.2.3 Erosion of Human Connection 

Leadership is not merely about efficiency but also about building trust, charisma, and relational warmth. 

Critics argue that AI-mediated empathy may become “simulated empathy,” potentially reducing genuine 

human connection (Greenleaf, 1977). Employees may perceive leaders as mechanized, undermining relational 

bonds that traditional models emphasize. 
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4.2.4 Privacy and Surveillance Concerns 

Agentic Leadership often relies on AI tools that monitor digital communication, emotional signals, and even 

biometric data. While intended for well-being, this creates ethical tensions around surveillance. 

Evidence: A Gartner report (2022) revealed that 60% of large organizations used AI-based employee 

monitoring tools during remote work transitions, with significant employee discomfort reported. 

This challenges leaders to balance empathy-driven insights with respect for privacy boundaries. 

4.2.5 Resistance to Change 

Leadership is embedded in cultural traditions, and AI-centric models may encounter resistance from both 

leaders and employees. Senior leaders may fear erosion of authority, while employees may worry about job 

displacement or dehumanization. 

Survey Evidence: PwC’s (2023) workforce report found that 45% of employees expressed anxiety about AI 

“replacing” managerial functions, highlighting resistance to AI-mediated leadership practices. 

4.2.6 Accountability Dilemmas 

AI-enabled leadership raises questions of accountability. If a decision informed by AI leads to harm, who is 

responsible—the leader, the system, or the developer? 

Example: In 2020, the UK government’s AI-based grading system produced unfair outcomes, with political 

leaders attempting to deflect blame onto “the algorithm” (Adams, 2020). This illustrates the accountability 

vacuum inherent in AI-mediated leadership. 

4.3 Critical Synthesis 

Agentic Leadership demonstrates clear strengths: scalability of empathy, evidence-informed authenticity, 

reduction of complexity, and enhanced ethical accountability. Yet, these benefits are intertwined with 

significant risks: over-dependence, bias, erosion of human connection, privacy concerns, resistance, and 

accountability dilemmas. 

Thus, the model represents both a promise and a paradox. Its success depends on whether leaders adopt AI as 

a partner in empowerment or a substitute for judgment. The critical challenge lies in maintaining the human 

essence of leadership while leveraging AI as a structural amplifier of agency. 

5. Empirical Insights and Case Applications 

Although Agentic Leadership is still emerging as a conceptual paradigm, its principles are already reflected in 

the practices of forward-looking organizations worldwide. This section provides empirical insights into how 

AI is being integrated into leadership functions, offering concrete case applications that illustrate the viability 

of the Agentic Leadership model. 

5.1 AI-Enhanced Decision-Making in Corporate Governance 

Leadership effectiveness is increasingly tied to data-driven decision-making. AI empowers leaders by 

reducing information asymmetry and ensuring strategic choices are evidence-based and transparent. 

Example: Unilever (UK/Netherlands). Unilever has implemented AI-powered sustainability dashboards that 

monitor carbon emissions, supply chain risks, and energy consumption. These dashboards not only inform 

executive decisions but also provide stakeholders with real-time access to ESG metrics. This aligns directly 
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with the transparency pillar of Agentic Leadership, demonstrating how AI can enable ethically informed and 

participatory governance (Unilever, 2022). 

Example: DBS Bank (Singapore). DBS, one of Asia’s leading financial institutions, integrates AI into credit 

risk prediction and fraud detection systems. Managers rely on these insights to make faster, evidence-based 

decisions, balancing risk with autonomy. This reflects empowered autonomy, as leaders are able to act 

decisively without being constrained by data overload (DBS Annual Report, 2021). 

5.2 AI and Empathy Amplification 

A common critique of leadership is that empathy, while critical, cannot be scaled effectively. Agentic 

Leadership addresses this challenge by employing AI systems that continuously monitor workforce morale, 

stress, and engagement levels. 

Example: Microsoft (USA). Through Viva Insights, Microsoft equips leaders with aggregated data on 

employee well-being, including work patterns, collaboration hours, and burnout indicators. Rather than 

replacing human empathy, AI functions as a diagnostic mirror, enabling leaders to make targeted 

interventions that maintain authenticity while broadening reach (Microsoft, 2022). 

Example: Accenture (Global). Accenture adopted AI-driven pulse surveys that assess employee sentiment 

weekly. Managers receive real-time feedback on team morale and are trained to interpret results through a 

human lens. This hybrid approach ensures that compassion remains evidence-based, embodying the synergy 

of agentic leadership (Accenture, 2023). 

5.3 Empowered Autonomy Through AI Systems 

Agentic Leadership emphasizes distributed agency, shifting autonomy from centralized executives to 

empowered employees supported by AI guidance. 

Example: Google (USA). Google’s AI-enabled career development platform Grow offers personalized 

learning pathways, mentorship matches, and career progression simulations. Employees can self-direct their 

growth journeys while aligning with organizational objectives, a demonstration of responsible empowerment 

(Google, 2023). 

Example: Siemens (Germany). Siemens utilizes predictive maintenance systems that provide engineers with 

real-time operational insights. Instead of waiting for top-down directives, local teams can make informed 

decisions autonomously. This reflects the democratization of leadership, as authority is distributed across 

organizational levels (Siemens, 2021). 

5.4 AI in Healthcare Leadership 

Healthcare presents a sector where leadership decisions are literally life-critical. AI integration highlights how 

agentic principles enhance decision quality and responsiveness. 

Example: Pfizer (USA). During the COVID-19 pandemic, Pfizer used AI-driven simulations to accelerate 

vaccine development timelines, allowing rapid scenario modeling and efficient clinical trial design. This not 

only supported adaptive leadership but exemplified agentic foresight, where AI extended human capabilities 

to meet global crises (Pfizer, 2021). 

Example: Apollo Hospitals (India). Apollo integrated AI-based patient triage and predictive analytics to 

allocate resources during pandemic surges. Hospital administrators used AI insights to make empathetic, 

evidence-based decisions about resource prioritization, balancing transparency with ethical responsibility 

(Apollo Hospitals, 2021). 
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5.5 Public Policy and E-Governance 

Agentic Leadership extends beyond corporations to governance, where AI enables leaders to enhance citizen 

engagement, policy transparency, and accountability. 

Example: Estonia (Europe). Estonia’s e-governance system uses AI for digital public services, from tax filing 

to healthcare access. Leaders rely on AI-enabled citizen feedback loops to improve transparency and 

inclusivity, positioning Estonia as a global leader in digital democracy (Estonian Government, 2022). 

Example: Singapore Smart Nation Initiative. The Singapore government applies AI in urban planning and 

public safety, enabling data-driven policymaking that balances efficiency with citizen well-being. Leadership 

here reflects agentic transparency, where AI strengthens trust in government decisions (Smart Nation 

Singapore, 2021). 

5.6 Critical Reflection on Case Evidence 

The above cases demonstrate that Agentic Leadership is not a theoretical abstraction but an emergent practice 

across multiple sectors. Corporations (Unilever, Google, Siemens), financial institutions (DBS), healthcare 

providers (Pfizer, Apollo Hospitals), and governments (Estonia, Singapore) are already practicing leadership 

that embodies the principles of empathy scaling, transparency, and empowered autonomy through AI. 

However, these applications also reveal challenges. For instance, reliance on sentiment analysis tools 

(Microsoft, Accenture) raises privacy concerns, while the use of predictive analytics in healthcare (Apollo 

Hospitals) highlights accountability dilemmas. Thus, while empirical evidence supports the feasibility of 

Agentic Leadership, it also underscores the importance of ethical oversight, human anchoring, and contextual 

sensitivity. 

6. Expansion of Theoretical Framework 

The Agentic Leadership model does not seek to replace established leadership paradigms; rather, it extends 

and synthesizes them by embedding artificial intelligence as an amplifier of human agency. In doing so, it 

reconceptualizes leadership as a co-created process between human judgment and machine intelligence. This 

section compares and integrates Agentic Leadership with transformational, authentic, servant, and adaptive 

leadership models to establish its theoretical contribution. 

6.1 Transformational Leadership and Agentic Leadership 

Transformational Leadership emphasizes vision, inspiration, and charisma (Burns, 1978; Bass, 1990). 

Transformational leaders mobilize followers by articulating compelling futures and motivating beyond 

transactional goals. 

Overlap: Both transformational and agentic leaders empower followers, foster innovation, and focus on long-

term vision. 

Expansion: While transformational leadership often centralizes the leader’s personal vision, Agentic 

Leadership decentralizes vision creation by using AI to harness collective intelligence. AI-enabled forecasting 

tools allow leaders to co-create strategy with employees, enabling distributed transformation. 

Illustrative Contrast: 

A transformational leader may inspire employees toward sustainability through personal charisma. 

An agentic leader uses AI dashboards to collaboratively set sustainability goals, ensuring empowerment is 

data-driven and collectively owned. 
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6.2 Authentic Leadership and Agentic Leadership 

Authentic Leadership emphasizes self-awareness, relational transparency, and moral grounding (Avolio & 

Gardner, 2005). Trust is built through consistency between values and actions. 

Overlap: Both models prioritize transparency, trust, and ethical decision-making. 

Expansion: Authentic leaders rely on self-reflection, but agentic leaders employ AI-assisted transparency. For 

example, algorithmic decision logs provide objective validation of leaders’ choices, reducing biases and 

enhancing credibility. 

Illustrative Contrast: 

An authentic leader builds trust by sharing personal experiences. 

An agentic leader builds trust by combining personal reflection with data-supported transparency, thereby 

reinforcing credibility. 

6.3 Servant Leadership and Agentic Leadership 

Servant Leadership positions leaders as caretakers of follower growth and community well-being (Greenleaf, 

1977). Its emphasis lies on empathy, service, and stewardship. 

Overlap: Both servant and agentic models prioritize empathy and empowerment. 

Expansion: While servant leadership is limited by human capacity, Agentic Leadership scales service through 

AI monitoring. Sentiment analysis tools allow leaders to detect disengagement, stress, or motivation patterns 

across thousands of employees simultaneously, enabling proactive interventions. 

Illustrative Contrast: 

A servant leader checks on team morale through one-to-one interactions. 

An agentic leader supplements this with AI-driven organizational climate analysis, allowing for large-scale 

but still human-centered care. 

6.4 Adaptive Leadership and Agentic Leadership 

Adaptive Leadership emphasizes mobilizing people to thrive in complexity, uncertainty, and change (Heifetz, 

1994). It values experimentation, distributed learning, and resilience. 

Overlap: Both adaptive and agentic leaders aim to navigate volatility, uncertainty, complexity, and ambiguity 

(VUCA). 

Expansion: Adaptive leadership relies on human dialogue and sense-making, while agentic leadership 

incorporates AI-powered foresight to detect weak signals, model scenarios, and support faster adaptation. 

Illustrative Contrast: 

An adaptive leader identifies cultural shifts through dialogue and observation. 

An agentic leader combines dialogue with AI trend analysis, enabling early detection of emerging issues. 
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6.5 Agentic Leadership as a Meta-Framework 

Agentic Leadership synthesizes these models by positioning AI as a structural amplifier of human agency. Its 

integrative contribution can be summarized as follows: 

Transformational + AI foresight → Distributed and predictive empowerment. 

Authentic + AI transparency → Evidence-validated authenticity. 

Servant + AI empathy scaling → Organizational-level well-being stewardship. 

Adaptive + AI sense-making → Complexity reduction and proactive adaptation. 

This integrative synthesis allows Agentic Leadership to function as a meta-framework, bridging traditional 

human-centric theories with the technological realities of the digital era. 

6.6 Conceptual Model of Agentic Leadership 

The theoretical expansion can be visualized as a conceptual model with three key components: 

Human Agency: Vision, ethics, intuition, and relational sensitivity. 

AI Agency: Data processing, pattern recognition, emotional analytics, and predictive foresight. 

Co-Created Outcomes: Empathy at scale, transparency, empowered autonomy, and adaptive strategies. 

The interaction of these components positions Agentic Leadership as a hybrid system of distributed agency, 

balancing human-centered values with machine-enhanced capabilities. mes (transparency, empowered 

autonomy, adaptation). 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Fig: Framework of Agentic Leadership. 
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7. Organizational Implications of Agentic Leadership 

The adoption of Agentic Leadership introduces significant implications for organizational behaviour, 

reshaping leadership development, decision-making processes, workplace culture, and power dynamics. By 

embedding AI as an agentic partner, organizations must reconsider traditional OB frameworks such as 

motivation, group dynamics, organizational communication, and ethics. 

7.1 Implications for Leadership Development 

Traditional leadership development programs emphasize emotional intelligence, communication skills, and 

strategic vision. With Agentic Leadership, development must now also include AI literacy and algorithmic 

accountability. 

Leaders must be trained not only to interpret data but also to critically question AI outputs, ensuring that 

decisions remain anchored in human values. 

Ethical decision-making, digital trust-building, and hybrid human–AI collaboration will become core 

leadership competencies. 

Example: Deloitte has incorporated AI-literacy modules into its global leadership programs, ensuring that 

emerging leaders can critically engage with machine-generated insights rather than adopting them passively 

(Deloitte, 2022). 

7.2 Implications for Decision-Making Structures 

8. Limitations and Challenges of the Agentic Leadership Framework 

Agentic Leadership challenges traditional hierarchical decision-making by decentralizing authority. AI-

enabled dashboards provide employees at multiple levels with real-time insights, empowering them to act 

autonomously within ethical and strategic boundaries. 

This reduces “bottlenecks” in hierarchical organizations and promotes agility. 

It aligns with OB principles of participative decision-making, where employees feel valued and empowered. 

Example: Haier’s Rendanheyi model demonstrates this shift, where micro-enterprises within the corporation 

use digital tools to make decisions independently. AI analytics enhance this autonomy while keeping 

alignment with organizational objectives (Zeng & Williamson, 2020). 

7.3 Implications for Organizational Culture 

Agentic Leadership fosters cultural transformation by embedding transparency, inclusivity, and accountability 

as organizational norms. 

Transparency: AI’s explainable decision logs reduce hidden processes, creating a culture of openness. 

Collective Empowerment: With AI tools providing feedback and development opportunities, employees 

experience greater autonomy and ownership. 

Data-Driven Ethics: Leaders are evaluated not just by charisma but by ethical outcomes validated through 

evidence. 

Example: At Accenture, AI-driven sentiment analysis informs leadership about employee morale and 

inclusivity gaps. This creates a culture of continuous feedback, where employees see leadership decisions as 

evidence-based rather than opaque (Accenture, 2023). 
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7.4 Implications for Motivation and Performance 

In OB, motivation theories (e.g., Maslow’s hierarchy, Herzberg’s two-factor theory, Deci & Ryan’s self-

determination theory) highlight the importance of autonomy, recognition, and growth. Agentic Leadership 

supports these by combining human empathy with AI-enabled personalization. 

AI tools can create personalized development pathways, enhancing intrinsic motivation. 

Continuous feedback loops supported by AI improve recognition, aligning with Herzberg’s motivators. 

By democratizing decision-making, Agentic Leadership fulfills employees’ need for autonomy, a key driver 

in self-determination theory. 

Example: Google’s Grow platform exemplifies how personalized AI-driven career development fosters 

motivation and engagement by aligning organizational opportunities with individual aspirations (Google, 

2023). 

7.5 Implications for Communication and Group Dynamics 

Communication in OB is central to building trust and reducing conflict. Agentic Leadership transforms 

communication by integrating AI-based collaboration insights, ensuring leaders and teams are aware of 

engagement patterns. 

AI identifies communication bottlenecks, enabling leaders to proactively address team conflicts. 

AI-enhanced platforms ensure inclusivity, giving voice to employees who may otherwise remain silent in 

traditional hierarchies. 

Example: Slack and Microsoft Teams have begun integrating AI features that provide analytics on 

participation, identifying team members who may be marginalized in discussions. Leaders can intervene to 

promote inclusivity, reinforcing group cohesion (Microsoft, 2022). 

7.6 Implications for Ethics and Organizational Justice 

OB research highlights the importance of organizational justice (distributive, procedural, and interactional 

fairness) as predictors of trust and commitment. Agentic Leadership offers new mechanisms to ensure 

fairness: 

Distributive justice: AI can monitor workload and reward distribution for equity. 

Procedural justice: Explainable AI ensures decisions are transparent and traceable. 

Interactional justice: Leaders can use AI sentiment analysis to ensure respectful and empathetic interactions. 

Example: IBM’s AI ethics board reviews algorithmic fairness in HR processes, ensuring leaders remain 

accountable for distributive and procedural justice. This institutionalizes ethical oversight as part of 

organizational culture (IBM, 2021). 
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7.7 Synthesis: Agentic Leadership in Organizational Behaviour 

Agentic Leadership represents a paradigm shift in OB by: 

 

Redefining leadership development through AI literacy and ethical accountability. 

Decentralizing decision-making to promote participative structures. 

Embedding transparency and empowerment in organizational culture. 

Enhancing motivation, communication, and justice with AI-enabled tools. 

While challenges such as surveillance risks and algorithmic bias persist, the integration of human values with 

AI-enabled agency positions Agentic Leadership as a model that not only adapts to but also reshapes the 

future of organizational behaviour. 

8. Challenges and Ethical Concerns of Agentic Leadershi 

While Agentic Leadership offers compelling strengths, its integration into organizational behaviour and 

practice is not without risks. AI-mediated leadership introduces challenges that may undermine legitimacy if 

not carefully addressed. These concerns include over-automation, algorithmic bias, erosion of human 

connection, privacy and surveillance issues, resistance to change, and accountability dilemmas. 

8.1 Risk of Over-Automatization 

One of the central critiques is the risk of over-reliance on AI systems, which may reduce leaders’ capacity for 

intuition, creativity, and moral reasoning. When algorithms dominate decision-making, leaders risk becoming 

passive executors rather than active strategists. 

Case Example: Healthcare Leadership. A Nature Medicine study (Sendak et al., 2023) revealed that 

physicians often deferred to AI “confidence scores” in diagnosis, even when their expertise suggested 

alternative decisions. In a leadership context, similar dependence could diminish the leader’s ability to 

exercise critical judgment. 

8.2 Algorithmic Bias and Equity 

AI systems learn from historical data, which often contain embedded biases. Integrating such systems into 

leadership can unintentionally amplify social inequities rather than resolve them. 

Case Example: Amazon (USA). In 2018, Amazon abandoned an AI recruitment tool after it was discovered 

that the algorithm systematically disadvantaged female applicants for technical roles (Dastin, 2018). For 

leadership, this demonstrates the danger of delegating authority to biased algorithms, which could undermine 

diversity and fairness initiatives. 

This raises a paradox: while Agentic Leadership promises transparency and inclusivity, flawed algorithms 

could reproduce discrimination under the guise of efficiency. 

8.3 Erosion of Human Connection 

Leadership effectiveness is built not only on efficiency but also on relational warmth, charisma, and trust. 

When empathy and engagement are mediated by algorithms, critics warn of “simulated empathy” that may 

appear superficial. 
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Theoretical Critique: Servant leadership scholars argue that genuine empathy requires human concern that 

cannot be replicated or scaled by machines (Greenleaf, 1977). 

Implication: If followers perceive leaders as mechanized or emotionally distant, organizational trust may 

erode despite AI-enabled insights. 

8.4 Privacy and Surveillance Concerns 

AI tools often rely on monitoring employee behaviour, communications, and even emotional states to 

generate insights. While this enhances empathy at scale, it raises serious ethical questions about surveillance 

and autonomy. 

Case Example: Gartner (2022). A survey revealed that 60% of large organizations adopted AI-based 

monitoring during remote work, often without employees’ informed consent. This created significant unease, 

with many employees perceiving such monitoring as invasive rather than supportive. 

The balance between empathy-driven analytics and respect for privacy is a critical dilemma for Agentic 

Leadership. 

8.5 Resistance to Chang 

Organizational behaviour research highlights that leadership paradigms are deeply embedded in cultural 

traditions. Agentic Leadership, being technology-centric, is likely to face resistance from both employees and 

leaders. 

Leaders may fear loss of authority as decision-making becomes more distributed. 

Employees may worry about automation replacing human managers, leading to anxiety and disengagement. 

Case Evidence: PwC (2023). A workforce survey found that 45% of employees expressed concern that AI 

could replace human managers. Such anxieties could lead to resistance, undermining acceptance of agentic 

practices. 

8.6 Accountability Dilemmas 

Perhaps the most pressing ethical concern is delegated accountability. When AI informs or makes leadership 

decisions, questions arise: Who is responsible for failures—the leader, the system, or the developer? 

Case Example: UK Education (2020). The UK government’s AI-driven grading system during COVID-19 

produced unfair results, disproportionately disadvantaging students from lower-income schools. Leaders 

attempted to shift blame to “the algorithm,” but public backlash emphasized that accountability could not be 

delegated (Adams, 2020). 

This highlights a key critique: Agentic Leadership may create an accountability vacuum if human leaders 

deflect responsibility to machines. 

8.7 Ethical Dilemmas in Employee Well-Being 

AI-driven empathy tools raise further dilemmas about boundaries of care. Leaders may use biometric or 

communication data to detect stress and disengagement, but such monitoring can blur ethical lines between 

support and intrusion. 

Case Example: Wearable Monitoring in Workplaces. Some companies have experimented with AI-driven 

wearables to monitor heart rates and stress levels in employees. While intended for well-being, such practices 

raise questions about consent and autonomy, and may foster mistrust rather than engagement (Gartner, 2022). 
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8.8 Critiques from Traditional Leadership Scholars 

Scholars of established leadership paradigms have critiqued Agentic Leadership for over-technologizing 

human processes: 

Transformational leadership scholars caution that charisma and inspiration cannot be mechanized without 

losing authenticity (Bass, 1990). 

Servant leadership scholars argue that AI-mediated empathy risks being superficial (Greenleaf, 1977). 

Adaptive leadership theorists question whether AI’s emphasis on prediction undermines the exploratory 

learning central to adaptability (Heifetz, 1994). 

These critiques position Agentic Leadership as potentially instrumentalizing humanity rather than enhancing 

it. 

8.9 Critical Synthesis 

The challenges outlined demonstrate that Agentic Leadership is a double-edged paradigm. Its promise of 

empathy scaling, ethical transparency, and empowered autonomy is deeply entangled with risks of 

surveillance, bias, and loss of authenticity. 

The model’s viability depends on three conditions: 

Human Anchoring: Leaders must remain the moral anchors of decisions, never deferring ultimate 

responsibility to machines. 

Ethical Governance: Organizations must implement robust AI ethics boards, bias audits, and privacy 

safeguards. 

Cultural Adaptation: Agentic practices must be introduced alongside change management strategies to build 

acceptance and trust. 

Only under these conditions can Agentic Leadership move beyond critique and be established as a legitimate 

leadership paradigm in organizational behaviour. 

9. Future Research Direction 

Given its novelty, the Agentic Leadership model presents fertile ground for scholarly inquiry. While initial 

conceptual and empirical evidence demonstrates promise, rigorous research is required to validate, refine, and 

operationalize this paradigm across organizational contexts. This section outlines key avenues for future 

research. 

9.1 Cross-Cultural Studie 

Leadership styles are profoundly influenced by cultural dimensions (Hofstede, 1980). For Agentic Leadership, 

it is crucial to understand how the integration of AI is perceived in collectivist vs. individualist cultures. 

In collectivist societies (e.g., India, Japan), AI-augmented leadership may be embraced as a mechanism to 

enhance group harmony and efficiency. 

In individualist societies (e.g., USA, UK), employees may emphasize privacy and autonomy, potentially 

resisting algorithmic monitoring. 

Future Research Question: How does cultural orientation shape the acceptance and effectiveness of Agentic 

Leadership? 
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9.2 Longitudinal Studies 

Most studies on AI in leadership are cross-sectional, capturing short-term effects. Yet, leadership outcomes 

unfold over time. Longitudinal research is needed to examine whether AI-enhanced leadership produces 

sustained improvements in trust, performance, and innovation. 

Example Pathway: A multi-year study tracking organizations that adopt AI-augmented leadership could 

assess whether transparency and empathy scaling lead to enduring cultural change or, conversely, whether 

over-reliance erodes authenticity over time. 

Future Research Question: Does Agentic Leadership enhance long-term organizational performance and trust 

compared to traditional leadership models? 

9.3 Sectoral Applications 

The utility of Agentic Leadership likely varies across industries. 

Healthcare: Empathy scaling and predictive decision-making may directly improve patient outcomes. 

Education: AI could help leaders monitor student well-being, inclusivity, and performance in real time. 

Corporate Governance: Transparency-enhancing AI could reduce shareholder–executive information 

asymmetry. 

Public Administration: AI-assisted e-governance could make decision-making more participatory and 

accountable. 

Future Research Question: How do sector-specific demands influence the adoption and outcomes of Agentic 

Leadership? 

9.4 Psychological Impact on Employees 

The psychological reception of AI-augmented leadership remains underexplored. While AI-driven empathy 

tools may increase employees’ sense of being “heard,” they may also generate anxiety about surveillance and 

autonomy loss. 

Future studies should explore employees’ trust, motivation, and job satisfaction under Agentic Leadership 

compared to traditional leadership. 

Experimental research could investigate whether AI-mediated empathy produces authentic relational 

outcomes or is perceived as artificial. 

Future Research Question: How do employees psychologically respond to AI-augmented leadership 

practices—do they enhance or diminish trust and motivation? 

9.5 Ethical Frameworks and Governance 

Agentic Leadership necessitates robust ethical frameworks to avoid risks such as bias, surveillance, and 

accountability vacuums. Future research must explore: 

The role of AI ethics boards in leadership contexts. 

The integration of international governance frameworks such as the EU AI Act (2024) into organizational 

leadership. 
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Comparative studies of organizations with vs. without ethical oversight structures in implementing Agentic 

Leadership. 

Future Research Question: What governance models best ensure that Agentic Leadership remains aligned 

with human-centered ethics? 

9.6 Methodological Innovations 

Traditional leadership studies rely on surveys, interviews, and performance metrics. Research on Agentic 

Leadership requires methodological expansion, including: 

Mixed-method approaches: Combining qualitative interviews with AI-usage data. 

Experimental simulations: Testing leader–AI collaboration under controlled conditions. 

Big data analytics: Examining organizational performance and sentiment in real-time environments. 

Future Research Question: What novel research methods can capture the unique human–AI dynamics within 

Agentic Leadership? 

9.7 Integration with OB Theories 

Agentic Leadership intersects with core organizational behaviour (OB) theories, offering avenues for 

theoretical advancement: 

Motivation theories: Examining how AI-enabled autonomy supports self-determination. 

Organizational justice: Exploring how AI enhances or undermines distributive and procedural fairness. 

Social exchange theory: Investigating whether AI-mediated empathy fosters reciprocal trust between leaders 

and followers. 

Future Research Question: How does Agentic Leadership reshape foundational OB theories when AI becomes 

a partner in agency? 

9.8 Interdisciplinary Collaborations 

Agentic Leadership lies at the crossroads of leadership studies, computer science, psychology, and ethics. 

Future scholarship should embrace interdisciplinary collaboration, integrating insights from AI ethics, 

cognitive science, and management studies to construct holistic frameworks. 

Future Research Question: How can interdisciplinary approaches enrich the theoretical and practical 

legitimacy of Agentic Leadership? 

9.9 Synthesis 

The proposed research directions emphasize that Agentic Leadership is not a static concept but an evolving 

paradigm requiring empirical validation, cross-disciplinary inquiry, and cultural contextualization. The 

success of this framework depends on whether scholars and practitioners can co-develop methodologies, 

governance models, and ethical safeguards that ensure AI remains a partner in empowerment rather than a 

substitute for humanity. 
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10. Conclusion 

The emergence of Agentic Leadership marks a critical juncture in leadership theory and practice. Rooted in 

the synergy between human agency and artificial intelligence, this model redefines leadership for an era 

characterized by complexity, rapid change, and digital interdependence. Unlike traditional paradigms that rely 

solely on human intuition, charisma, or ethical grounding, Agentic Leadership positions AI as a structural 

amplifier of empathy, transparency, and empowered autonomy. 

This paper has explored the theoretical foundations, empirical applications, organizational behaviour 

implications, challenges, and future research directions of Agentic Leadership. The analysis demonstrates that 

while the paradigm offers transformative strengths—scalability of empathy, data-informed authenticity, 

complexity reduction, and enhanced ethical accountability—it is also deeply entangled with risks, including 

over-automation, algorithmic bias, erosion of human connection, privacy intrusions, resistance to change, and 

accountability dilemmas. 

Case studies across corporations (Unilever, Google, Siemens, Accenture), healthcare institutions (Pfizer, 

Apollo Hospitals), and governments (Estonia, Singapore) reveal that Agentic Leadership is not an abstract 

construct but an emergent reality. Organizations adopting AI-driven leadership practices are already 

experiencing shifts in decision-making, motivation, transparency, and culture. However, these cases also 

highlight the paradox of Agentic Leadership: the very technologies that enable empowerment can 

simultaneously threaten privacy, fairness, and relational authenticity. 

The theoretical expansion presented here situates Agentic Leadership as a meta-framework, synthesizing 

elements of transformational, authentic, servant, and adaptive leadership. By embedding AI as a partner in 

leadership processes, it creates a hybrid system where human moral judgment and machine intelligence co-

produce outcomes. This framework advances organizational behaviour scholarship by offering new lenses for 

understanding motivation, justice, communication, and ethics in technology-mediated contexts. 

Looking forward, the legitimacy of Agentic Leadership depends on three critical conditions: 

Human Anchoring – Leaders must remain the moral compass, ensuring that AI serves as an assistant rather 

than a substitute. 

Ethical Governance – Organizations must institutionalize oversight mechanisms, including bias audits, 

explainable AI, and privacy safeguards. 

Cultural Adaptation – Change management strategies must address fears of surveillance and displacement, 

fostering trust in hybrid human–AI systems. 

Ultimately, Agentic Leadership is not merely a leadership style but a paradigm for the digital age—a model 

that integrates human values with technological amplification. If nurtured responsibly, it holds the potential to 

create organizations that are not only efficient and adaptive but also more empathetic, transparent, and just. 

However, if adopted uncritically, it risks becoming a mechanism of dehumanization and inequity. 

Thus, the future of leadership lies not in choosing between human or artificial agency but in cultivating a co-

created form of agency where leaders and machines collaborate to navigate complexity, uphold ethics, and 

empower humanity at scale. 
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