Dean&Francis

Charismatic Leadership: How Good Bosses Build Positive Employee
Relationships Through Non-Power Factors

Yifan Wang

Beijing Foreign Studies University, Xisanhuan North Road 2., Haidian, Beijing
wangyifanzita@foxmail.com

Abstract:

This research thoroughly explores how charismatic leaders build and maintain positive and harmonious employee
relationships through a series of non-power factors, thus playing an irreplaceable role in organizational development.
The core of charismatic leadership lies in transcending the traditional framework of authority and utilizing non-powerful
means such as personal charisma, vision sharing, emotional resonance and value leadership to stimulate the intrinsic
motivation of employees, and to promote the cohesion and creativity of the team. This paper analyzes cases in practice
in detail, and then summarizes that charismatic leadership can play a great role in different situations. The paper shows
that charismatic leaders have a profound and positive impact on organizational performance through their unique
leadership style and influence mechanism. Charismatic leaders provide a strong impetus for organizational prosperity
by motivating employees, driving change, and enhancing performance. This study can provide leaders with more
comprehensive and in-depth guidance to help them better perform their leadership roles in the complex and changing

business environment.
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1. Introduction

As the global economy gradually transitions into a new
era characterized by knowledge-intensity, innovation-driv-
en forces, and technological revolution, the competitive
landscape for enterprises has become increasingly com-
plex and dynamic. Amidst this new backdrop of knowl-
edge innovation and innovation-fueled advancement,
traditional management paradigms and leadership models
are increasingly confronted with formidable challenges,
struggling to sustain the pressing demands of corporate
growth and innovation. Consequently, enterprises must
adapt to their evolving needs by embracing novel man-
agement and leadership philosophies. Charismatic leader-
ship, as a distinctive leadership paradigm, is progressively
emerging as a central trend in corporate management in
the new era. These leaders not only focus on achieving or-
ganizational objectives but also excel in deeply inspiring
and motivating employees through non-power influences
such as personal charisma and emotional resonance, there-
by unleashing the intrinsic potential and innovative drive
of the organization.

Entering this new economic era, employees’ aspirations
for workplace environments, career planning, and indi-
vidual growth paths have become increasingly diverse

and personalized. Charismatic leaders, armed with their
extraordinary leadership charm and exceptional personal
traits, can precisely identify and effectively fulfill em-
ployees’ psychological and emotional needs, significantly
enhancing their sense of organizational belonging and loy-
alty. Furthermore, with their forward-thinking vision and
relentless innovative spirit, these leaders steer enterprises
in agilely navigating market shifts, seizing developmental
opportunities, and ensuring sustainable corporate growth.
Therefore, this paper centers on the practical processes
of charismatic leadership, examining how it leverages
non-power factors to influence and motivate employees,
thereby fostering positive, harmonious, and efficient em-
ployee relations.

This paper delves into how exemplary leaders establish
positive employee relations through non-power factors.
From a theoretical perspective, an in-depth study of the
contributions of non-power factors in fostering positive
employee relations can illuminate the significance of
non-traditional leadership tactics such as knowledge shar-
ing, talent exhibition, ethical leadership, and emotional
interaction, thereby enriching and expanding the bound-
aries of leadership theory. From a practical standpoint, a
systematic analysis of the core characteristics and mecha-
nisms of charismatic leadership sheds light on how corpo-
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rate leaders can employ non-power leadership strategies to
more effectively stimulate employees’ intrinsic motivation
and creative potential, foster teamwork and knowledge
exchange, cultivate a positive organizational culture, and
ultimately drive significant economic growth and social
contributions for the enterprise.

2. Relevant Theory and Literature Re-
View

Charismatic leadership theory, a pivotal concept in the
realm of management psychology, centers on elucidat-
ing a leadership model that transcends traditional power
structures. This theory unveils how leaders harness their
distinctive personal charisma, profound influence, and po-
tent appeal to ignite the intrinsic motivation of followers,
guiding organizations through myriad obstacles toward
significant transformation and sustained development.
Charismatic leadership transcends reliance on formal
authority derived from positional power, instead empha-
sizing non-power attributes such as the leader’s unique
charm, exceptional vision, and profound emotional reso-
nance capabilities.

The genesis of charismatic leadership theory can be traced
back to the profound reflections of German sociologist
Max Weber in the early 20th century. In his sociological
research, Weber first introduced the concept of “charis-
ma” to describe the mysterious force possessed by leaders
who naturally attract and influence others. According
to Weber, charisma stems from extraordinary personal
qualities, remarkable achievements, or profound insights
into future visions, transcending conventional power
structures and functioning as an intangible leadership
force. This concept gradually permeated into the fields of
management and psychology, becoming a crucial entry
point for scholars exploring effective leadership models.
In the late 1970s, the remarkable contributions of scholars
like Robert House elevated charismatic leadership theory
to new heights. He redefined its core characteristics and
constructed a systematic theoretical framework, deeply
analyzing how charismatic leaders facilitate organization-
al change and innovation through their unique leadership
styles. House emphasized that charismatic leaders can not
only articulate a clear organizational vision that inspires a
shared vision among team members but also foster tight-
knit team relationships, enhancing cohesion and execution
through their personal charisma and appeal.

As the 1980s dawned, with the accelerated pace of global
economic integration and intensifying market competi-
tion, the value of charismatic leadership theory became
increasingly evident. In this era, organizations confronted
unprecedented challenges and opportunities, rendering

traditional leadership models inadequate for the complex-
ities and variability of organizational demands. Charis-
matic leadership, with its unique charm, acute insight,
and formidable transformational capabilities, emerged as
a crucial force propelling organizational innovation and
leapfrog development. Scholars increasingly turned their
attention to charismatic leadership theory, seeking inspi-
ration to navigate increasingly complex organizational
environments and promote sustained and healthy organi-
zational development.

Hofmann (2023) in the field of charismatic leadership
exhibits a diversified and interdisciplinary nature, attract-
ing scholars from organizational behavior, psychology,
management, sociology, political science, and beyond
M Bolden et al. (2023) strive to uncover the profound
implications, mechanisms, and contextual applications
of charismatic leadership styles. Through large-scale sur-
veys, in-depth interviews, case studies, and experimental
designs, they systematically explore charismatic leaders’
core traits, such as confidence, vision, communication
skills, and emotional intelligence, analyzing how these
traits interact to form the unique allure of charismatic
leadership . Moreover, some examine the adaptability
and effectiveness of charismatic leadership across differ-
ent organizational types (e.g., startups, large corporations,
non-profit organizations), cultural contexts, and industries
Bl However, they acknowledge that charismatic leader-
ship is not without risks, as excessive personal cults and
power concentrations can lead to decision-making errors,
team conflicts, and organizational rigidity . Consequent-
ly, Brown et al. (2022) delve into balancing the positive
effects and potential risks of charismatic leadership for
sustainable organizational development.

As research deepens, charismatic leadership theory is
gradually evolving into a comprehensive knowledge sys-
tem, offering abundant theoretical guidance and practical
suggestions for leaders’ practices.

3. Examples of Charismatic Leader-
ship Practices in Building Positive Em-
ployee Relationships

In today’s competitive business environment, building
and maintaining positive employee relationships is the
cornerstone of any organization’s success. Charismatic
leaders, with their unique leadership styles, can not only
inspire employees’ potential, but also create a positive
culture in the organization, thus contributing to the contin-
ued prosperity of the organization. The following is an in-
depth analysis of the application of charismatic leadership
in building positive employee relations through IBM’s
“Respect for the Individual” principle, the approachable
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leadership style of Herb Kelleher, President of Southwest
Airlines, and the success stories of other companies.

3.1 IBM’s Principle of Respect for the Indi-
vidual

IBM, as a global leader in the information technology
industry, can’t be separated from a set of deeply rooted
corporate culture - “Respect for the Individual, Customer
First, and the Pursuit of Excellence” - behind its success.
Among them, the principle of “respect for the individual”
is particularly prominent, which is not only the corner-
stone of IBM’s core values, but also a vivid embodiment
of charismatic leadership in the practice of IBM, whose
leaders know that respect for each employee is the key to
stimulate their creativity and loyalty. Therefore, they not
only in the system to protect the rights and interests of
employees, but also in their daily work to show deep care
and respect for employees. For example, IBM encourages
employees to come up with innovative ideas and set up a
special mechanism to evaluate and implement these ideas,
so that employees feel their value is recognized. At the
same time, IBM also focuses on the career development
of employees, providing a wealth of training resources
and promotion opportunities to help employees achieve
personal growth.

At IBM, charismatic leaders build deep relationships of
trust with employees through their excellent communica-
tion and interpersonal skills. They are good at listening
to employees’ opinions and suggestions, pay attention to
employees’ personal needs and development, and make
employees feel that they are an integral part of the orga-
nization. This kind of leadership based on respect greatly
enhances the sense of belonging and loyalty of employees,
and builds a harmonious and efficient working environ-
ment for IBM.

3.2 Kelleher’s approachable leadership style

Southwest Airlines, as a stream of the U.S. aviation indus-
try, has won wide acclaim for its low cost, high efficiency
and quality service. Behind all of this is the unique lead-
ership style of its president, Herb Kelleher. Kelleher with
its approachable attitude, humor and funny language and
deep emotional investment, has become the Southwest
Airlines employees “spiritual leader”. Kelleher under-
stands that emotional engagement is an important factor in
building positive employee relationships. He often gives
impromptu speeches at staff meetings, using humor to talk
about the company’s history and vision for the future and
to inspire pride and a sense of mission. At the same time,
he often goes to the front line and communicates face-
to-face with employees to understand their work status
and life situation, and gives them the necessary care and

support. Kelleher’s leadership style, so that the employees
of Southwest Airlines feel the unprecedented respect and
care. They are no longer only the company’s “wage earn-
ers”, but have become the company’s “partners”, breath-
ing with the company and sharing the same destiny. This
kind of leadership based on emotion greatly enhances the
loyalty and enthusiasm of employees, and lays a solid
foundation for the rapid development of Southwest Air-
lines.

3.3 Other Corporate Success Stories

In addition to IBM and Southwest Airlines, there are many
other organizations that have successfully used charismat-
ic leadership to build positive employee relationships. For
example, Steve Jobs, the founder of Apple, has become a
global model of charismatic leadership with his uniquely
innovative spirit and passionate speaking style. By instill-
ing a vision of “changing the world” in his employees,
he inspired their love of work and creativity, which drove
Apple’s continued innovation and growth. For example,
Google’s leadership pays great attention to the personal
growth and career development of its employees. They
encourage employees to participate in cross-departmental
cooperation and project innovation, provide rich training
resources and promotion opportunities, so that employees
can continue to learn and grow in their work. At the same
time, Google also set up “innovation time” and other sys-
tems to encourage employees to freely explore new ideas
and technologies, for the development of the company to
inject a constant flow of power.

These success stories show that charismatic leadership
can make a big difference in different situations. Whether
it’s through respect for the individual, emotional engage-
ment, or innovative motivation, charismatic leaders can
effectively inspire motivation and loyalty, laying a solid
foundation for organizational success. Charismatic leaders
play an irreplaceable role in building positive employee
relationships. By showing personal charisma, respect for
employees, emotional engagement and innovative moti-
vation, they win the respect and trust of employees and
create a harmonious and productive work environment for
the organization. In the future, we have reason to believe
that charismatic leaders will continue to lead more organi-
zations on the road to success.

4. Charismatic Leadership on Orga-
nizational Influence Mechanisms and
Performance Effects

4.1 Mechanisms of Charismatic Leadership
Influence on Organizations

The essence of charismatic leadership lies in the skill-
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ful use of a series of non-power factors, which not only
shapes the leader’s personal charisma, but also builds a
positive, efficient and collaborative team ecology in an
invisible way. The influence mechanism of charismatic
leadership is a multi-dimensional and multi-level complex
system. It relies on the leader’s knowledge and talent,
character and morality, emotional resonance and vision
and goals and other non-power factors, to build a positive
and efficient team ecology. In this ecology, each member
can find his or her own position and value, and jointly
contribute to the prosperity and development of the orga-
nization.

4.1.1 Knowledge and talent: the cornerstone of author-
ity and trust

Charismatic leaders are able to establish authority in their
field of specialization primarily because of their deep
accumulation of professional knowledge and outstanding
display of talent. They often possess knowledge in mul-
tiple dimensions, such as technical aspects, industry dy-
namics, and management theories, which enables them to
make quick and accurate judgments when facing complex
problems and provide direction for their teams. At the
same time, their talents in innovative thinking, strategic
planning and problem solving are admired by their subor-
dinates, who naturally build trust and dependence on the
leader, which becomes an important source of team cohe-
sion and execution.

4.1.2 Character and morality: the power of modeling
and leading

Character and moral purity is another distinctive feature
of charismatic leaders. They know well that “if they are
upright, they will do what they are told; if they are not
upright, they will not obey what they are told”. Therefore,
they always set a good example in their daily life, stick to
the principles, be honest and trustworthy, and be coura-
geous in their roles. Positive behavior demonstration, like
a lighthouse generally illuminate the road ahead of the
team, inspire the subordinates inner admiration and fol-
low. More importantly, it creates an organizational culture
of integrity and upward mobility, prompting each member
to align themselves with higher ethical standards and work
together to maintain the purity and dignity of the team.

4.1.3 Emotional empathy: the link between connection
and motivation

Charismatic leaders understand the human heart, they
know how to establish a deep emotional connection with
their subordinates through sincere concern, in-depth un-
derstanding and unconditional support. This emotional
resonance not only enhances the subordinates’ sense of
belonging, but also greatly stimulates their motivation

and creativity. In the face of difficulties or challenges, the
leader of a sentence of encouragement, a hug, often can
become the subordinates adhere to the power source. At
the same time, the leader is also good at listening to the
voice of subordinates, respect for their opinions and sug-
gestions, so that everyone feels that they are an integral
part of the team, and thus more committed to work.

4.1.4 Vision and goals: a beacon of cohesion and orien-
tation

Charismatic leaders are good at transforming the organi-
zation’s vision and goals into vivid and concrete images,
and use infectious language to explain the far-reaching
significance of these visions and the path to achieve them
to team members. This clear explanation not only makes
team members confident in the future of the organization,
but also stimulates the spirit of struggle and teamwork
within them. In the process of pursuing these goals to-
gether, the collaboration among team members becomes
closer and cohesion is significantly enhanced. At the same
time, these goals provide a clear direction for the team to
follow, making each step of effort more focused and pro-
moting the organization’s continuous progress and devel-
opment.

4.2 The Impact of Charismatic Leadership on
Organizational Performance

4.2.1 Motivational Effect: Stimulating Employees’ Mo-
tivation and Creativity

Through a series of non-power factors, such as personal
charisma, professional knowledge, high moral character
and deep emotional resonance, charismatic leaders build
a working environment full of vigor and positive energy,
thus effectively stimulating employees’ motivation and
creativity.

First of all, the personal charisma of charismatic leaders is
the source of motivation. They usually have the qualities
of self-confidence, optimism, and perseverance, and can
lead by example, showing infinite love for their work and
the spirit of pursuing excellence. This spirit infects every
employee, making them feel the value and significance of
their work, so that they are more actively involved in their
work.

Secondly, the display of professional knowledge and tal-
ent is also an important factor in motivation. Charismatic
leaders often have a deep professional background and
excellent talent, and can provide valuable insights and
solutions at critical moments. This demonstration of ex-
pertise not only wins the respect and trust of employees,
but also inspires them to learn new knowledge and master
new skills, which promotes personal growth and career
development.
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Furthermore, the demonstration of noble character and
moral style sets a positive example for the organization.
Charismatic leaders adhere to the principle, honesty and
trustworthiness, courageous, their behavior and demeanor
all the time to influence the staff. This positive exemplary
effect stimulates employees’ sense of morality and respon-
sibility, making them cherish their work opportunities and
strive to contribute to the organization.

Finally, the establishment of emotional resonance further
enhances employees’ sense of belonging and loyalty.
Charismatic leaders are good at listening to their em-
ployees, paying attention to their needs and feelings, and
establishing a deep emotional connection through sincere
care and support. This emotional resonance allows em-
ployees to feel the warmth and care of the organization,
which makes them more willing to work hard for the or-
ganization and create greater value.

In today’s fast-changing business environment, the im-
provement of organizational performance has become a
core issue for the sustainable development of enterprises.
Charismatic leaders, with their unique leadership style
and strong influence, have a profound and positive impact
on organizational performance. This influence is not only
reflected in motivating employees and promoting organi-
zational change, but also has been fully verified in empiri-
cal studies, and has become an important driving force for
improving organizational performance.

4.2.2 Organizational Change: Leading the Pioneers of
Change

In the rapidly changing business environment, organiza-
tional change has become an inevitable choice for the sur-
vival and development of enterprises. Charismatic leaders
play a key role in driving organizational change by virtue
of their unique leadership charisma and strong influence.
First of all, charismatic leaders are able to clearly articu-
late the organization’s vision and goals, and guide employ-
ees to pursue these goals together. They depict a beautiful
picture of the organization’s future through infectious lan-
guage and vivid pictures, which inspire employees’ spirit
of struggle and team spirit. In the process of pursuing
goals together, the collaboration between employees be-
comes closer and cohesion is significantly enhanced. This
strong centripetal force makes the organization in the face
of change can quickly unify ideas, cohesion, and smoothly
promote the change process.

Secondly, charismatic leaders are brave enough to play
the role of change leader. They dare to break the routine,
challenge the tradition, through innovative thinking and
bold attempts to promote organizational change. In the
process of change, they actively communicate with em-
ployees, explain the necessity and significance of change,

and strive for employee understanding and support. At the
same time, they are also good at solving the difficulties
and challenges encountered in the change to ensure the
smooth progress of the change.

Finally, charismatic leaders show a high degree of
self-confidence and calmness in the face of uncertainty
and risk brought about by change. They are confident that
their decisions and judgments are correct and that they
can lead the team to overcome all difficulties. This strong
belief and calm attitude not only boosts employees’ con-
fidence and courage, but also sets an example for them
to follow when facing challenges. Under the leadership,
employees are able to bravely meet the challenges brought
about by change and contribute to the future development
of the organization together.

4.2.3 Performance Enhancement: Charisma on Dis-
play

In terms of employee performance, by stimulating mo-
tivation and creativity, employees’ job satisfaction and
performance levels are improved. Charismatic leaders pay
attention to the personal growth and career development
needs of their employees, and provide more learning and
development opportunities for them to grow and progress
in their work. This not only improves the performance
level of employees, but also enhances their loyalty and
sense of belonging, providing a strong talent guarantee for
the stable development of the organization.

Charismatic leaders pay attention to market changes and
changing trends in customer demand, and promptly adjust
organizational strategies and business models to adapt to
market changes. At the same time, they also focus on pro-
cess optimization and efficiency enhancement within the
organization, and improve the operational efficiency and
management level of the organization through the intro-
duction of advanced management concepts and technical
means. Such changes and innovations not only improve
the competitiveness of the organization, but also enhance
the organization’s adaptability and risk-resistant ability
to provide a strong guarantee for the sustainable develop-
ment of the organization.

In summary, charismatic leaders have a profound and
positive impact on organizational performance through
their unique leadership style and influence mechanism.
They inject a strong impetus to the prosperity of the orga-
nization by motivating employees, promoting change and
enhancing performance.

5. Conclusion

This research thoroughly explores how charismatic lead-
ers build and maintain positive and harmonious employee
relationships through a series of non-power factors, thus
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playing an irreplaceable role in organizational develop-
ment. Charismatic leadership, as a highly personalized and
influential leadership style, is centered on transcending the
traditional framework of authority and using non-power-
ful means such as personal charisma, vision sharing, emo-
tional resonance, and value leading to stimulate the intrin-
sic motivation of employees, and to promote the cohesion
and creativity of the team. This paper analyzes cases in
practice in detail, and then summarizes that charismatic
leadership can play a great role in different situations.
Whether through respect for the individual, emotional
commitment or innovative incentives, charismatic leaders
can effectively stimulate employee motivation and loyal-
ty, laying a solid foundation for organizational success.
Charismatic leaders play an irreplaceable role in building
positive employee relationships. This paper shows that
charismatic leadership not only enhances employees’ job
satisfaction and performance levels, but also strengthens
organizational cohesion, innovation and market compet-
itiveness. Charismatic leaders have a profound and posi-
tive impact on organizational performance through their
unique leadership style and influence mechanisms. Charis-

matic leaders provide a strong impetus for organizational
prosperity by motivating employees, driving change, and
enhancing performance. This study can provide leaders
with more comprehensive and in-depth guidance to help
them better perform their leadership roles in the complex
and changing business environment.
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