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Research history

Intense economic and social changes have given rise to a new way of thinking in
both management science and organizational approaches. To maintain efficiency, it
has become essential to strengthen the adaptability of organizations and develop the
adaptive function of leadership and teams (Heifetz, Grashow, and Linsky, 2009;
DeRue and Myers, 2014). Adaptive leadership behavior and work engagement of
employees can play a key role in meeting these expectations.

The adaptive leadership approach seeks to identify the most effective leadership
behaviors through the leader-follower-situation triad (DeRue, 2011; Mathews, 2017,
Turner and Baker, 2018; Coleman, 2021), which aim to maintain organizational
performance and whose success can be measured through employee engagement
(Heifetz, Grashow and Linsky, 2009; Arthur-Mensah and Zimmerman, 2017; Khan,
2017).

Adaptive leadership can be understood as a multi-level concept. At the individual
level, this approach is characterized by a broad, varied, and flexible behavioral
repertoire (Yukl and Mahsud, 2010; Néthel et al., 2023). At the same time, it can be
observed in interactions between leaders and followers (DeRue, 2011) and as a
complement to the evolution of organizational culture throughout the life of
organizations (Cameron ef al., 2022). Since the concept of adaptive leadership is
extremely complex, no consensus has yet been reached on its precise definition, nor
on the extent to which it differs from previous leadership theories.

Understanding the complexity inherent in adaptive leadership is supported by the
Competing Values Framework, which provides a comprehensive framework for
describing organizational functioning, culture, and leadership. This framework is
based on factors that determine organizational effectiveness, and its applicability has
been widely validated (Quinn and Rohrbaugh, 1983; Quinn, 1984; Cameron and
Quinn, 2006). Cameron and Quinn (2006) defined different organizational cultures
by combining the value dimensions of flexibility and orientation. Later, they assigned
leadership roles to these organizational cultures, which support the value orientation
governing the given culture and, at the same time, promote sustainable performance
(Cameron et al., 2022). The Michigan Model of Leadership was also based on this
model, listing leadership types and behaviors that support positive change in relation
to different value dimensions (DeRue et al., 2013). However, just as organizational
culture is not static but constantly evolving (Cameron et al., 2022), leaders must also
dynamically adapt their behavior to diverse situations. It can therefore be assumed
that they are capable of applying multiple leadership behaviors simultaneously,
which may show a pattern in relation to cultures.
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Stable organizational functioning can be maintained by leaders who are capable of
renewal and who fit into the organizational culture (Moonen, 2017). However, in
addition to the organizational cultural environment, it is essential to consider
employees as individuals and to lead according to their needs. After all, one of the
important tasks of leaders is to prepare and support employees in coping with
challenges (Heifetz, Grashow and Linsky, 2009). This requires providing the
appropriate tools and motivating employees according to their individual needs
(DeRue, 2011; Mathews, 2017; Turner and Baker, 2018; Nothel et al., 2023). In order
to better understand this relationship, it is essential to examine not only the leader
but also the relationship between the leader and their followers, i.e., to explore
perceptions of the leader and the impact of their interactions.

In summary, it can be stated that the adaptive leadership approach orients managers
in two directions. On the one hand, the previously described alignment and fit to the
organizational environment is decisive. In other words, they should develop a
leadership style that is sufficiently diverse but also supports the achievement of the
organization's current goals. On the other hand, responsiveness in interpersonal
relationships can lead to success. In leader-follower interactions, the leader's
behavior and the relationship between the two can significantly influence the degree
of employees’ involvement and work engagement.



Objectives

The thesis aims to explore adaptive leadership behavior and patterns, as well as the
relationship effects that appear in interactions between leaders and followers, which
influence work engagement. One reason for this is that the literature on adaptive
leadership is typically based on theoretical approaches derived from either practical
experience or theoretical antecedents, but the concept has been less studied
methodologically. Another reason is that research designs typically involve one-
sided data collection, and few scientific works examine the perceptions and
experiences of leaders and followers simultaneously. In this context, the use of a
novel, dyadic method suitable for relationship studies can provide added value.
Given the complexity of the concept and approach, I have formulated my research
questions on several levels.

At the organizational level, the research aims to explore the interpretability of
adaptive leadership and leadership behavior patterns in an organizational cultural
context.

In connection with this, I have formulated the following hypotheses:

HI1: The Clan culture is characterized by the highest level of employees’ work
engagement.

H2: Leadership style patterns emerge in alignment with organizational culture,
which make employees engaged in the given organization.

At the individual level, the aim is to examine the interpretability of adaptive
leadership at the level of leadership behavior . In other words, to what extent does
adaptive leadership, as a leadership approach, resemble or differ from other
engagement-related leadership styles at the conceptual level and in its impact on
work engagement.

At this level, I formulated the following hypotheses:

H3: There is no difference in the degree of perceived adaptive leadership behavior
among different organizational cultures.

HA4: Adaptive leadership behavior is positively related to transformational and
engaging leadership.

HS5: Adaptive leadership behavior positively influences the work engagement of
followers, even by complementing the effects of other leadership styles.



At the relational level, the aim of analyzing adaptive leadership in dyadic
relationships is to make the interaction between leaders and followers measurable
and interpretable. In addition, it aims to examine how the effects perceived through
the dyadic relationship between the leader and the follower influence work
engagement.

In connection with the analysis of dyads, I have formulated the following hypotheses:
H6: Adaptive leadership behavior based on self-assessment of leaders has a positive
effect on employees’ work engagement.

H7: Adaptive leadership behavior perceived by followers has a positive effect on
employees’ work engagement.

HS8: The relationship between the leader and follower has a positive effect on
employees’work engagement.

HY: In a relationship between leaders and followers where both parties perceive the
leader as adaptive, employees’ work engagement is higher.



Methodology

In the research, a questionnaire package consisting of tools that measured
organizational culture characteristics, leadership styles and behavior, and individual
work engagement was used. The measurement tools are listed in Table 1.

A separate questionnaire package was prepared for leaders and another for
employees. Participating leaders were instructed to provide feedback on themselves,
their own work engagement, their leadership behavior, and the organizational
culture. For employees, the request was to evaluate the participating leader’s
leadership behavior and to provide feedback on their own work engagement and the
organizational culture. This allowed for paired data collection, which is one of the
prerequisites for dyadic data analysis.

Table 1. — List of measurement tools used in the dissertation
Source: created by the author
Leaders’ and employees’ questionnaire package

Measuring individual

Utrecht Work E t Scale (Sal t
characteristics in the form of ree ork Engagement Scale (Salamon e

[,2021
self-assessment at )

Multifactor Leadership Questionnaire
(Avolio, Bass and Jung, 1999)

Revised Transformational Leadership
Questionnaire (Rafferty and Griffin, 2004)
Engaging Leadership Scale (Robijn ef al.,
2020)

Adaptive Leadership Behavior Scale (Nothel
etal., 2023)

Measuring leadership styles*

Measuring the currently

. . L. Organizational Culture Assessment
perceived organizational

Instrument (Cameron and Quinn, 2006)
culture

* The leader’s assessment was conducted in the first person (E/1), while the
employee assessment was conducted in the third person (E/3).

In this dissertation, leadership style patterns were identified through an
organizational-level analysis using a clustering method, and their relationship with
organizational cultures was explored using tests of independence and variance
analysis.



Using tools designed to measure leadership style and behavior, correlation and
regression analyses were conducted to explore the relationship between adaptive
leadership and other leadership styles, as well as their individual and combined
effects on work engagement. For this reason, moderation and mediation analyses
were also performed following the regression analyses. In addition, reliability and
validity tests were conducted for the Adaptive Leadership Behavior Scale, and group
comparisons were made based on adaptive leadership.

A dyad-level analysis method was used to examine leader-follower interactions.
Since the working relationship between leaders and followers is based on mutual
dependence and the participants can be distinguished according to their positions, the
analysis was conducted according to the steps listed in Table 2, in accordance with
the distinguishable cases (Gelei, Dobos, and Sugar, 2014).

Table 2. — Steps in dyadic analysis
Source: created by the author based on Gelei, Dobos and Sugar (2014)
1. Double entry
Examination of exchangeable cases
3. Homogeneity test
a. Pearson-correlation

b. Partial correlation (due to distinguishable cases)
4. Correlation tests

a. Overall within-partner correlation (correlation between
different variables of the individual)

b. Cross-intraclass correlation (correlation between different
variables of the individual and the partner)

c. Mean-level correlation or correlation between dyad means
(correlation between the responses given by the members of the
dyad)

d. Individual-level correlation (correlation arising from the
individual’s actor effect)

e. Dyadic-level correlation (correlation arising from the influence
of the dyadic partner)

5. Regression model
Examination of the effects in the relationship between dyad members

a. Actor effect

b. Partner effect

c. Mutual effect




New scientific findings

As a result of my research, I have drawn the following scientific conclusions:

T1: Employees are more engaged in cultures that are oriented internally and
strive for flexibility in terms of competing values. [4]

Related publication:

Krén, H. and Juhasz, M. (2025) ,,Good leaders in the right place: Adapting leadership
styles to organisational culture to foster work engagement”, in Csepregi, A. and
Benedek, P. (eds.) The Multifaceted World of Organizational Culture: Research
Directions and Corporate Experiences. Budapest, Magyarorszdg: Wekerle
International University, pp. 110—124.

In line with previous literature, the research found that work engagement was highest
in internally oriented and flexible Clan cultures. However, based on leadership style
patterns, it also became apparent that work engagement associated with these
patterns is higher in flexible organizations along the flexibility-stability dimension
and along the orientation dimension in internally oriented organizational cultures.
This dimensional trend can be considered a new scientific finding.

T2: An adaptive leadership style that fits the organizational culture leads to
higher work engagement. [7]

Related publication:

Krén, H., Séllei, B. and Molnar, Gy. (2022) ,,Leader of Digital Cooperation? —
Scientific Mapping Engaging Leadership”, Acta Polytechnica Hungarica, 19(11),
pp. 207-227. https://doi.org/10.12700/APH.19.11.2022.11.11

The reviewed literature proved to be somewhat contradictory, as it suggested that
leadership that supports work engagement is complex and can be interpreted on
several levels. In relation to engagement, it has been demonstrated that
organizational culture also has a significant impact on work engagement.
Furthermore, engaging leadership can support effective functioning as a normatively
accepted behavior within the culture, even in challenging times that require
adaptability. However, based on the adaptive leadership concept, it can be assumed
that different leadership behaviors may be appropriate in different situations, so
leaders need a varied repertoire of behaviors. I was able to statistically support this
theoretical and practical perspective in my research. My results thus confirm that
diverse leadership behaviors, which are also aligned with the organizational cultural
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environment, increase work engagement. The identification of the adaptive
leadership pattern aligned with the cultural environment and their interaction can be
considered a new scientific finding in this case.

T3: Leadership styles that combine engaging, transformational, and passive
leadership behaviors in the right amount make employees more engaged. [6]

Related publication:

Krén, H. and Séllei, B. (2022) ,,Engaging leaders from students’ perspective and the
impact of professors as role models”, in Jarvinen, H., Silvestre, S., Llorens, A., and
Nagy, B. (eds.) SEFI 2022 50th Annual Conference of The European Society for
Engineering Education Proceedings: Towards a new future in engineering
education, new scenarios that European alliances of tech universities open up.
Barcelona, Spanyolorszag: Universitat Politécnica de Catalunya, pp. 1300-1311.
https://doi.org/10.5821/conference-9788412322262.1293

The research findings confirmed that employees have varying expectations regarding
the behavior of leaders, as they expect guidance, practical support, and emotional
presence simultaneously. However, they also highlighted that certain leadership
characteristics can generally influence how leaders are perceived and how employees
emotionally relate to them. These are consistent with what advocates of adaptive
leadership have already emphasized, namely that even opposing leadership
behaviors can work together harmoniously to maintain employee engagement. My
results showed that dimensions considered contradictory in the Full Range
Leadership Theory can coexist, supplementing the previous finding by supporting
that engaging, transformational, and passive leadership behaviors, applied to a
similar degree, can be most effective in terms of work engagement. Thus, this finding
represents added value from a scientific perspective through its supplementary
nature.

T4: Adaptive leadership, on its own, does not support the development of a
leadership style that fits the organizational culture; rather, it is the combination
of leadership styles that makes leadership adaptive in the context of
organizational culture. [1]

Related publication:


https://doi.org/10.5821/conference-9788412322262.1293

Juhasz, M. and Krén, H. (2024) ,,Az adaptiv vezetés jellemz0di a vezetési stilus és a
szervezeti kultira 6sszefiiggésében”, Magyar Pszichologiai Szemle, 79(3), pp. 469—
486. https://doi.org/10.1556/0016.2024.00088

Based on previous research, according to the Theory of Competing Values,
leadership roles and behaviors linked to the dominant value of an organization's
culture can be considered adaptive. However, the organization may have to meet
conflicting demands. In such cases, it is not only the expectations associated with the
dominant culture but also the goals related to the direction of development that can
determine what facilitates adaptation within the given organizational environment.
This flexibility manifests itself as a behavioral expectation toward leaders. Based on
this, however, it is rather a diverse leadership repertoire that serves organizational
adaptation. My results confirmed that leadership can be adaptive in terms of
organizational culture through the combination of different leadership styles. This,
in turn, led to a new scientific finding.

TS: The adaptive leadership approach is most effective in influencing the work
engagement of followers by complementing other leadership styles as a
mediator and moderator variable. It enhances the effect of the person-oriented,
engaging and transformational leadership styles and the reactive transactional
leadership style, and counterbalances the negative effect of the leader’s
weaknesses in case of passive leadership. [5]

Related publication:
Krén, H. and Juhasz, M. (2026) ,,Az adaptiv vezetés hatdsa a munka iranti
elkotelezodésre™, Vezetéstudomany, 57(3), pp- 35-4e.

https://doi.org/10.14267/VEZTUD.2026.03.03.

Upon reviewing the literature, it became apparent that the strongest criticism of
adaptive leadership is that it cannot be considered an independent, scientifically
validated leadership style. Rather, it is a leadership approach that builds on other
leadership style theories and thus combines different leadership behaviors. The close
connection between adaptive leadership and other leadership theory approaches
suggested that, similarly to engaging and transformational leadership, it has a
positive effect on work engagement. However, since it cannot be considered an
independent theory, it can be assumed to be effective only when complementing
different leadership styles and their effects. My results confirmed this hypothesis and


https://doi.org/10.1556/0016.2024.00088
https://doi.org/10.14267/VEZTUD.2026.03.03

led to new findings, namely that adaptive leadership behavior has an impact on work
engagement when combined with other leadership styles.

T6: The alignment between adaptive leadership perceptions and emotional
experiences between leaders and followers enhances followers’ work
engagement. [3]

Related publication:

Krén, H. and Juhasz, M. (2024b) ,,Congruence of Leader-follower Evaluations and
the Effect of Leadership Styles on Work Engagement”, Periodica Polytechnica
Social and Management Sciences, 32(2), pp. 148-156.
https://doi.org/10.3311/PPs0.22489

Engagement studies in numerous fields and settings have already demonstrated that
leaders and their leadership styles have a significant impact on employees' work
engagement. Furthermore, fit theories also support the assumption that alignment
between leaders and followers generates positive effects. However, with the
simultaneous involvement of leaders and followers, it has not yet been proven that
leaders’ self-perception and similar perceptions between leader and their followers
have a positive effect on employees' work engagement. My results confirmed that
certain leadership behaviors have a positive effect when both the leader and the
follower perceive the leader's behavior in a similar way. Furthermore, the analyses
related to the dissertation also showed that, in addition to similar perceptions,
similarities in emotional experiences can increase work engagement, thereby leading
to new scientific findings.

T7: The behavior and intentions of the leader alone are not enough to maintain
work engagement if there is no readiness to accept and respond on the followers’
side. [2]

Related publication:

Krén, H. and Juhasz, M. (2024a) ,,Because of me, you or us? — Dyadic analysis of
work engagement”, in Benke, M., Schmuck, R., and Riedelmayer, B. (eds.) 4th
Ferenc Farkas International Scientific Conference: ,,Inspiring Change: Visions for
the Future”: Conference Book = 4. Farkas Ferenc Nemzetkozi Tudomdnyos
Konferencia: ,, Inspiralé  valtozasok, jovoképek”: Konferenciakotet. Pécs,
Magyarorszag: Pécsi Tudoméanyegyetem Kozgazdasdgtudomanyi Kar Vezetés- és
Szervezéstudomanyi Intézet, pp. 220-229.
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Previous research has demonstrated that employees' own experiences and
perceptions, as well as the leader’s behavior, can significantly influence their work
engagement. However, it has not yet been proven that the relationship between the
two, as an influencing factor, and the resulting mutuality can also have a positive
effect on their work experiences. My findings thus complement our current
understanding of the factors that influence work engagement and highlight the role
of leader-follower interaction in promoting work engagement.
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