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Charismatic leadership has been largely overlooked by organiza-
tional theorists. In part, the problem can be attributed to the lack of a
systematic conceptual framework. Drawing from political science,
sociology, and social psychology, this paper addresses the problem
by proposing a model linking organizational contexts to charismatic
leadership. A series of research hypotheses is offered.

The term charisma often is used in political
science and sociology to describe a subset of
leaders who "by the force of their personal abili-
ties are capable of having profound and extra-
ordinary effects on followers” (House & Baetz,
1979, p. 399). Followers perceive the charismatic
leader as one who possesses superhuman quali-
ties and accept unconditionally the leader’s mis-
sion and directives for action (Willner, 1984).
These leaders represent revolutionary social
forces, and they are responsible for significant
societal transformations (House & Baetz, 1979).

Certain writers contend that charismatic lead-
ers can be found in business firms and other
complex formal organizations (Bass, 1985; Ber-
lew, 1974; Berger, 1963; Conger, 1985; Dow, 1969;
Etzioni, 1961; House, 1977; Katz & Kahn, 1978;
Oberg, 1972; Runciman, 1963; Shils, 1965; Zalez-
nik & Kets de Vries, 1975). Yet while examples of
charismatic business leaders such as John De-
Lorean and Lee lacocca are well-documented in
the press and popular journals (Baker, 1983;
Nicholson, 1983; Wright, 1979), they have received
little attention as a subject of serious study.
For example, only 12 of 5,000 citations reported
in Bass' revision of Stodgill's Handbook of Leader-
ship (1981) deal with charismatic leadership.
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Several reasons are possible for the topic's
conspicuous absence from the research litera-
ture. First, researchers have shied away from
studying charismatic leadership because of its
elusive nature and the mystical connotation of
the term. Second, without a systematic concep-
tual framework, researchers often have found it
difficult to define and operationalize charisma
and to identify the variables that influence its
development (Willner, 1984). Third, it is difficult
to obtain access to charismatic business leaders.

This paper addresses the second of these
problems, and by doing so, alleviates the first. It
presents a model linking organizational contexts
to charismatic leadership drawing upon research
and theory from political science, sociology, so-
cial psychology, and existing theories of organi-
zational leadership.

The Literature

Charisma is a Greek word meaning gift. It is
used in two letters of St. Paul—Romans, Chap-
ter 12 and 1 Corinthians, Chapter 12—in the
Christian Bible to describe the Holy Spirit. Pro-
phecy, ruling, teaching, ministry, wisdom, and
healing are among the charismatic gifts de-
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scribed. However, over time the word also came
to signify the basis of ecclesiastical organization
for the Church itself. The various roles played by
members of the Church were determined by gifts
of God, rather than by a set of rules or proce-
dures designed by man.

Influenced by this use of charisma to describe
a basis for legitimacy, the sociologist Max We-
ber expanded the concept to include any author-
ity that derives its legitimacy not from rules,
positions, or traditions, but from a “devotion to
the specific and exceptional sanctity, heroism,
or exemplary character of an individual person,
and of the normative patterns or order revealed
or ordained by him” (Eisenstadt, 1968, p. 46). In
addition, Weber ascribed a revolutionary and
counternormative quality to charismatic aquthor-
ity: "its attitude is revolutionary and transvalues
everything; it makes a sovereign break with all
traditional and rational norms” (Eisenstadt, 1968,
p. 24).

Weber's conceptualization. of charismatic
authority, however, is limited by its lack of
specificity. For example, he used only generali-
ties to describe a leader’s qualities: “[they] com-
prise especially magical abilities, revelations of
heroism, power of the mind and speech” (Etzioni,
1961, p.12). He identified few behavioral dimen-
sions that might distinguish these individuals
from other leaders. Althcugh he described cha-
risma as "a certain quality of an individual
persondlity,” he also appears to acknowledge a
relational basis for charisma: "It is recognition
on the part of those subject to authority which is
decisive for the validity of charisma” (Weber,
1947, p. 359).

Political scientists and sociologists have spent
several decades examining the phenomenon. Al-
though several have identified specific charis-
matic atiributes such as a transcendent vision
and/or ideology (Blau, 1963; Dow, 1969; Marcus,
1961; Willner, 1984), acts of heroism (Willner,
1984), an ability to inspire and build confidence
(Dow, 1969; Friedrich, 1961; Marcus, 1961;
Willner, 1984), the expression of revolutionary
and often “hazardous” ideals (Berger, 1963; Dow,
1969; Friedland, 1961; Marcus, 1961), rhetorical
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ability (Willner, 1984), and a "powerful aura”
(Willner, 1984), much of their work centered on
determining the locus of charismatic leadership.

Some (Blau, 1963; Chinoy, 1961; Friedland,
1964; Wolpe, 1968) argued that social and histori-
cal contexts were the critical elements in the
emergence of charismatic leadership, whereas
others (Dow, 1969; Marcus, 1961; Willner, 1984)
argued that attributes and relational dynamics
between leaders and followers were responsi-
ble for the emergence of charisma:

it involves a distinct social relationship between

the leader and follower, in which the leader pres-

ents a revolutionary idea, a transcendent image
or ideal which goes beyond the immediate . . . or
the reasonable; while the follower accepts this
course of action not because of its rational likeli-
hood of success . . . but because of an effective
belief in the extraordinary qualities of the leader

(Dow, 1969, p. 3195).

From in-depth case studies, Willner (1984) con-
cluded that charismatic leadership was neither
personality-based nor contextually-determined,
but rather the phenomenon was largely rela-
tional and perceptual: “It is not what the leader
is but what people see the leader as that counts
in generating the charismatic relationship”
(Willner, 1984, p. 14). Dow (1969) and Willner
(1984) found that variations in individual person-
alities were too great to discern a single charis-
matic personality type and that the existence of
a crisis—previously argued to be necessary for
the emergence of charismatic leadership
(Chinoy, 1961; Devereux, 1955; Downtown, 1973;
Hummel, 1975; Schiffer, 1973)—was "neither a
necessary nor a sufficient cause” (Willner, 1984,
p. 60).

Among organizational theorists, the topic of
charismatic leadership was largely overlooked.
Only a handful of theories of charismatic leader-
ship in organizational or business settings have
been proposed (Bass, 1985; Bennis & Nanus,
1985; Berlew, 1974; Conger, 1985; Etzioni, 1961;
House, 1977; House & Baetz, 1979; Katz & Kahn,
1978; Zaleznik, 1977; Zaleznik & Kets de Vries,
1975). Generally these efforts have been concep-
tually less sophisticated than their counterparts
in political science.
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In addition to theoretical works, empirical stud-
ies of charismatic (and/or transformational) lead-
ership have been reported by Avolio and Bass
(1985), Bass (1985), Conger (1985), House (1985),
Howell (1985), Smith (1982), Waldman, Bass, and
Einstein (1985), and Yukl and Van Fleet (1982).
These studies emphasized the behavioral and
psychological attributes of charismatic leader-
ship. Certain personal attributes of charismatic
leaders that are identified consistently through-
out this literature include vision or appealing
ideological goals (Bass, 1985; Berlew, 1974;
Conger, 1985; Katz & Kahn, 1978; House, 1977;
Zaleznik & Kets de Vries, 1975), behavior that
instills confidence (Bass, 1985; Berlew, 1974;
House, 1977), an ability to inspire and/or create
inspirational activities (Bass, 1985; Berlew, 1974;
Conger, 1985; Zaleznik & Kets de Vries, 1975),
self-confidence (Bass, 1985; House, 1977; Zaleznik
& Kets de Vries, 1975), dominance (House, 1977:
Zaleznik & Kets de Vries, 1975), a need for influ-
ence (House, 1977), rhetorical or articulation abil-
ity (Conger, 1985), and unconventional and/or
counternormative behavior (Conger, 1985; Mar-
tin & Siehl, 1983).

In addition, House and Baetz (1979, p. 399) pos-
tulated a set of behavioral dimensions that distin-
guished the followers of charismatic leaders from
others. These characteristics include an unques-
tioning acceptance of the leader by followers,
followers’ trust in the leader’s beliefs, affection
for the leader, willing obedience to the leader,
emulation of and identification with the leader,
similarity of followers’ beliefs to those of the
leader, emotional involvement of followers in the
mission, heightened goals of the followers, and
feelings on the part of the followers that they are
able to accomplish or contribute to the leader's
mission.

Unlike the political science and sociological
literature, there appears to be little disagreement
over the locus of charismatic leadership; a rela-
tional basis for charismatic leadership is widely
accepted (Bass, 1985; Berlew, 1974; Conger, 1985;
House, 1977; House & Baetz, 1979; Katz & Kahn,
1978; Zaleznik & Kets de Vries, 1975). It is be-
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lieved that charisma per se is not found solely in
the leader and his/her personal qualities but
rather is found in the interplay between the
leader’s attributes and the needs, beliefs, values,
and perceptions of his/her followers. Both Katz
and Kahn (1978) and House and Baetz (1979) fur-
ther contended that both the leader and his/her
followers must share basic beliefs and values in
order to validate the leader’s charisma.

Unfortunately, a more unified conceptual
framework for understanding the behavioral di-
mensions of the phenomenon has yet to be pre-
sented by organizational theorists. Instead, the
literature provides a set of overlapping attributes
that identify pieces of the puzzle but lack a struc-
ture to explain their relationships. Equally im-
portant, there is little or no empirical evidence to
support conclusions.

A Behavioral Framework
for Studying Charisma

If a deeper understanding of charismatic lead-
ership within organizations is to be obtained, it
is important to strip the aura of mysticism from
charisma and to deal with it strictly as a behav-
ioral process. Charismatic leadership, like any
other form of leadership, should be considered
to be an observable behavioral process that can
be described and analyzed in terms of a formal
model.

The model presented here builds on the idea
that charisma is an attributional phenomenon.
When members of a group work together to at-
tain group objectives, observations of the influ-
ence process within the group help them deter-
mine their status. One who exerts maximum
influence over other members is perceived as a
leader. This role is consensually validated when
followers recognize and identify the leader on
the basis of interaction with him or her. Charis-
matic leadership is no exception to this process.
Like other kinds of leadership, charisma must be
viewed as an attribution made by followers who
observe certain behaviors on the part of the
leader within organizational contexts. The roles
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played by a person not only make the person, in
the eyes of the followers, a task leader or a so-
cial leader, but they also make him or her a
charismatic leader or a noncharismatic leader.
The leader’s observed behavior within the orga-
nization can be interpreted by his/her followers
as expressions of charismatic qualities. Such dis-
positional attributes are inferred from the leader’s
observed behavior in the same way that many
personal styles of leadership have been observed
previously (Blake & Mouton, 1964; Fiedler, 1967;
Hersey & Blanchard, 1977; House, 1971). In this
sense, charisma can be considered to be an ad-
ditional inferred dimension of leadership be-
havior. As such, it is not an attribution made
about an individual because of his or her rank in
the organization, but rather it is an attribution
made because of the behavior he or she exhibits.
Charismatic disposition or leadership style
shotuild be subjected to the same empirical and
behavioral analysis as participative, task, or peo-
ple dimensions of leadership have been sub-
jected to in the past.

Behavioral Components of Charisma

If the follower's attribution of charisma depends
on observed behavior of the leader, then what
are the behavioral components responsible for
such attributions? Can these attributions be
identified and operationalized in order to devel-
op charismatic qualities among organizational
leaders? Table 1 includes a hypothesized descrip-
tion of what the present authors believe to be the
essential and distinguishable behavioral compo-
nents of charismatic leadership.

It is assumed that these components are inter-
related and that they differ in presence and in-
tensity among charismatic leaders. These ideas
are represented in the following hypothesis.

Hypothesis 1: The behavioral components of

charismatic leadership are inter-
related, and as such they form a
constellation of components.

Although all leadership roles involve charting
a clear path for group members to achieve a
common goal, attribution of charisma to leaders
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is believed to depend on four variables: (a) the
degree of discrepancy between the status quo
and the future goal or vision advocated by the
leader, (b) the use of innovative and unconven-
tional means for achieving the desired change,
(c) a realistic assessment of environmental re-
sources and constraints for bringing about such
change, and (d) the nature of articulation and
impression management employed to inspire
subordinates in the pursuit of the vision. The role
of these variables in the development of cha-
risma is discussed below.

Charisma and the Future Vision. Many theo-
rists see vision as a component of charismatic
leadership (Bass, 1985; Berlew, 1974; Blau, 1963;
Conger, 1985; Dow, 1969; Katz & Kahn, 1978;
House, 1977; Marcus, 1961; Willner, 1984; Zaleznik
& Kets de Vries, 1975). Here the word vision re-
fers to some idealized goal that the leader wants
the organization to achieve in the future. In this
paper, it is hypothesized that the nature, for-
mulation, articulation, and means of achieving
this goal can be distinguished from those advo-
cated by other kinds of leaders.

The more idealized or utopian the goal advo-
cated by the leader, the more discrepant it is
relative to the status quo. And, the greater the
discrepancy of the goal from the status quo, the
more likely followers will attribute extraordinary
vision to the leader. By presenting an idealized
goal to followers, a leader provides a challenge
and a motivating force for change. The litera-
ture on change in attitude suggests that a maxi-
mum discrepant position within the latitude of
acceptance puts the greatest amount of pressure
on the followers to change their attitudes (Hov-
land & Pritzker, 1957; Petty & Cacioppo, 1981).
Since the idealized goal represents a perspec-
tive shared by the followers and promises to meet
their hopes and aspirations, it tends to be within
the latitude of acceptance in spite of the extreme
discrepancy. A leader becomes charismatic
when he/she succeeds in changing his/her fol-
lowers' attitudes to accept the advocated vision.
In religion, charisma stems from prophecy; in
organizations, charisma stems from advocacy for
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Table 1

Behavioral Components of Charismatic and Noncharismatic Leaders.

Noncharismatic
Leader

Charismatic
Leader

Relation to
Status quo

Future Goal

Likableness

Trustworthiness

Expertise

Behavior

Environmental
Sensitivity

Articulation

Power Base

Leader-Follower
Relationship

Essentially agrees
with status quo and
strives to maintain it

Goal not too discrepant
from status quo

Shared perspective
makes him/her likable

Disinterested
advocacy in persuasion
attempts

Expert in using
available means to
achieve goals within
the framework of the
existing order

Conventional, conforming
to existing norms

Low need for environmental

sensitivity to maintain status quo

Weak articulation of goals and

motivation to lead

Position power and
personal power (based
on reward, expertise, and
liking for a friend
who is a similiar other)

Egalitarian,
consensus seeking,
or directive

Nudges or orders people
to share his/her views

Essentially opposed to
status quo and strives
to change it

Idealized vision which
is highly discrepant
from status quo

Shared perspective and
idealized vision makes
him/her a likable and
honorable hero worthy of
identification and
imitation

Disinterested advocacy
by incurring great
personal risk and cost

Expert in using
unconventional means
to transcend the
existing order

Unconventional or
counternormative

High need for environmental
sensitivity for changing the
status quo

Strong articulation of future vision

and motivation to lead

Personal power (based
on expertise, respect, and
admiration for a unique
hero)

Elitist,
entrepreneur, and
exemplary

Transforms people to
share the radical
changes advocated
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the future. Failure of either prophecy or advo-
cacy may change the attribution from charisma
to madness.

What attributes of charismatic leaders make
them successful advocates of their discrepant
vision? Research on persuasive communication
suggests that in order to be a successful advo-
cate, one needs to be a credible communicator.
A leader’s credibility could result from project-
ing an image of being likable, trustworthy, and
knowledgeable (Hovland, Janis, & Kelley, 1953;
Sears, Freedman, & Peplau, 1985).

It is the shared perspective of the charismatic
leader’s idealized vision and its potential for sat-
isfying followers’ needs that makes the leader
likable. Both the perceived similarity between
followers and their leader and the perceived
potential of the leader to satisfy followers’ needs
form the basis of their interpersonal attraction
(Byrne, 1977; Rubin, 1973). Through this ideal-
ized (and therefore discrepant) version of their
vision, followers respect their leader and find
him or her worthy of identifying with and imi-
tating. Charismatic leaders are not just similar
others who are generally liked (as one would
find with popular, consensus-seeking leaders),
but they are also holders of an idealized vision.
Thus, the following hypothesis is advanced.

Hypothesis 2: Leaders are charismatic when their

vision is highly discrepant from the
status quo yet remains within a lati-

tude of acceptance for their fol-
lowers.

It is important for leaders to be trusted. Gener-
ally leaders are trusted when they advocate their
position in a disinterested manner and demon-
strate a concern for followers’ needs rather than
their own self-interest (Walster, Aronson, &
Abrahams, 1966). However, charismatic leaders
make these qualities appear extraordinary. They
transform their concern for followers’ needs into
total dedication and commitment to the common
cause they share with followers in a disinter-
ested and selfless manner. They engage in ex-
emplary acts that followers perceive as involv-
ing great personal risk, cost, and energy (Fried-
land, 1964). These personal risks might include:
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possible loss of finances or career success; the
withdrawal of organizational resources; the po-
tential for being fired or demoted; and the loss of
formal or informal status, power, authority, and
credibility. Lee lacocca’s reduction of his salary
to one dollar during his first year at Chrysler
(Iacocca & Novak, 1984) and John Delorean’s
confrontations with senior management at GM
(Martin & Siehl, 1983) are examples of personal
risk. The higher the personal cost or sacrifice for
the common good, the greater is the trustworthi-
ness of leaders. The more leaders demonstrate
that they are prepared to take high personal risks
or incur high personal costs for achieving the
shared vision, the more they are charismatic in
the sense of being worthy of complete trust. This
leads to the next hypothesis.
Hypothesis 3: Charismatic leaders may take on
high personal risks, incur high

costs, and engage in self-sacrifice
to achieve a shared vision.

Finally, charismatic leaders appear to be ex-
perts in their area of influence. Past success may
be a condition for the attribution of charisma
(Weber, 1947)—for example, lacocca’s responsi-
bility for the Ford Mustang. The attribution of
charisma generally is influenced by leaders’
expertise in two areas. First, charismatic leaders
demonstrate the inadequacy of the traditional
technology, rules, and regulations of the status
quo as a means of achieving the shared vision
(Weber, 1947). Second, the leaders devise effec-
tive but unconventional strategies and plans of
action (Conger, 1985). Leaders are perceived as
charismatic when they demonstrate expertise in
transcending the existing order through the use
of unconventional means. lacocca’s use of
government-backed loans, money-back guaran-
tees on cars, union representation on the board
of directors, and advertisements featuring him-
self are examples of unconventional strategic ac-
tions in the automobile industry. Such phenom-
ena lead to the following hypothesis.

Hypothesis 4: Charismatic leaders demonstrate

expertise in transcending the exist-

ing order through the use of uncon-
ventional or extraordinary means.
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Charisma and Unconventional Behavior. Attri-
bution of charisma to leaders depends on fol-
lowers’ perception of their revolutionary and un-
conventional qualities (Berger, 1963; Conger,
1985; Dow, 1969; Friedland, 1964; Marcus, 1961).
The revolutionary qualities of leaders are mani-
fested in part in their discrepant idealized visions.
More important, charismatic leaders engage in
innovative behaviors that run counter to the es-
tablished norms of their organizations, industries,
and/or societies while leading their followers to-
ward the realization of their visions. Martin and
Siehl (1983) demonstrated this in their analysis of
John Delorean’s counternormative behavior at
GM. Charismatic leaders are not group facilita-
tors like consensual leaders, but they are active
innovators. Their plans and the strategies they
use to achieve change, their exemplary acts
of heroism involving personal risks, and their
self-sacrificing behaviors must be novel, uncon-
ventional, and out of the ordinary. Such be-
havior, when successtul, evokes surprise and ad-
miration in followers. Such uncommon behavior
also leads to an attribution of charisma in the
sense of the possession of superhuman abilities.
Thus the following hypothesis is advanced.

Hypothesis 5: Charismatic leaders engage in be-

haviors that are novel, unconven-
tional, and counternormative, and
as such, involve high personal risk

or high probability of harming their
own self-interest.

Charisma and Sensitivity to the Environment.
When a leader loses sight of reality and his or
her unconventional behavior {ails to achieve its
objective, the leader may be degraded from
charismatic to ineffective (Friedland, 1964). The
knowledge, experience, and expertise of the
leader become critical. Charismatic leaders re-
alistically assess environmental resources and
constraints affecting their ability to bring about
change within their organizations. They are
sensitive to both the abilities and emotional needs
of followers, and they understand the resources
and constraints of the physical and social envi-
ronments in which they operate. Their innova-
tive strategies and unconventional actions are
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based on realistic appraisals of environmental
conditions. Instead of launching a course of
action as soon as a vision is formulated, often
leaders prepare the ground, or will wait for an
appropriate time, place, and the availability of
resources. Charisma often fades due to a lack of
sensitivity for the environment. The following hy-
pothesis captures this idea.

Hypothesis 6: Charismatic leaders engage in re-
alistic assessments of the environ-
mental resources and constraints
affecting the realization of their
visions. They implement innovative
strategies when the environmental
resource-constraint ratio is favor-
able to them.

Charisma and Articulation. Charismatic lead-
ers articulate their visions and strategies for ac-
tion through two processes. First, they articulate
the context including: (a) the nature of the status
quo; (b) the nature of the future vision; (c) the
manner through which these future visions, if
realized, remove sources of discontent and pro-
vide fulfillment of hopes and aspirations of the
tollowers; and (d) plans of action for realizing the
vision. In articulating the context, leaders’ ver-
bal messages paint positive pictures of the fu-
ture vision and negative ones of the status quo.
The status quo often is presented as intolerable,
whereas the vision is presented as the most at-
tractive and attainable alternative in clear, spe-
cific terms.

Second, charismatic leaders also communicate
their own motivation to lead their followers.
Through expressive modes of action, both ver-
bal and nonverbal, the leaders communicate
their convictions, self-confidence, and dedica-
tion in order to give credibility to what they
advocate. Expression of high energy and persis-
tence, unconventional and risky behavior, he-
roic deeds and personal sacrifices, all communi-
cate the leaders’ high motivation and enthu-
siasm, which then become contagious with their
followers. In articulating their motivation to lead,
charismatic leaders use a number of impression
management techniques. For instance, they use
rhetoric by selecting words to reflect assertive-
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ness, confidence, expertise, and concern for
followers' needs. These same qualities are also
expressed through their dress, appearance, and
other forms of body language. Unconventional-
ity in the use of rhetoric and nonverbal forms of
communication creates conditions for a disposi-
tional attribution of charisma. These ideas about
charismatic leaders’ articulation of context and
motivation are contained in the following two
hypotheses.
Hypothesis 7: Charismatic leaders portray the sta-
tus quo as negative or intolerable
and the future vision as the most

attractive and attainable alter-
native.

Hypothesis 8: Charismatic leaders articulate their
motivation to lead through assert-
ive behavior and expression of self-
confidence, expertise, unconven-
tionality, and concern for followers’
needs.

Charisma and the Use of Personal Power. In-
fluence over followers can stem from different
bases of power (French & Raven, 1968). Charis-
matic influence, however, stems from leaders’
personal ideosyncratic power (referent and ex-
pert powers) rather than their position power
(legal, coercive, and reward powers) legitimated
by organizational rules and regulations. Partici-
pative consensual leaders also use personal
power through consensus seeking. Some non-
participative organizational leaders also use per-
sonal power through their benevolent but direc-
tive behavior. However, charismatic leaders dif-
fer from both consensual and directive leaders
in the use of their personal power. Charismatic
personal power stems from the elitist idealized
vision, the entrepreneurial advocacy of radical
changes, and the depth of knowledge and exper-
tise to help achieve desired objectives. All these
personal qualities appear extraordinary to their
followers, and they form the basis of charisma.
The following two hypotheses state this aspect of
charismatic leadership.

Hypothesis 9: Charismatic leaders’ influence on

their followers stems from the use

of their personal ideosyncratic
power (expert and referent) rather
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than the use of their position power
(legal, coercive, and reward) within
the organization.

Hypothesis 10: Charismatic leaders exert ideo-
syncratic personal power over
their followers through elitist, en-
trepreneurial, and exemplary be-
havior rather than through con-
sensus-seeking or directive be-
havior.

Charisma and the Reformer Role. A charis-
matic leader is seen as an organizational re-
former. As Weber (1947) pointed out, charismatic
authority is essentially unstable and transitory.
Once a new order is institutionalized, charisma
fades (Eisenstadt, 1968). Thus charisma is seen
in leaders only when they act as agents bring-
ing about radical changes. The attribution is
made simply on the basis of actions taken to
bring about change or reform. It is not a post
facto attribution made after the outcomes of
changes are known. Outcomes may, however,
reinforce or diminish existing attributions.

From the perspective of change management,
leaders should be distinguished from administra-
tors (Zaleznik, 1977). Administrators act as care-
takers responsible for the maintenance of the sta-
tus quo. They influence others through their
position power as legitimated by the organiza-
tion. Leaders, as opposed to administrators, di-
rect or nudge their followers in the direction of
an established goal. Charismatic leaders, how-
ever, transform their followers (instead of nudg-
ing them) and seek radical reforms in them in
order to achieve the idealized goal. Thus, cha-
risma can never be perceived either in an ad-
ministrator (caretaker) role or in a leadership role
designed only to nudge the system. This idea is
contained in the following hypothesis.

Hypothesis 11: Charismatic leaders act as reform-

ers or agents of radical changes,
and their charisma fades when
they act as administrators (care-

taker role) or managers (nudging
role).

The Context for Emergence of Charisma. The
preceding discussion implies that a need for ma-
jor transition or change triggers the emergence
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of a charismatic leader. Sometimes contextual
factors are so overwhelmingly in favor of a
change that leaders take advantage of them.
For instance, when a system is dysfunctional or
when it faces a crisis, leaders find it to their ad-
vantage to advocate radical change, thereby cre-
ating a charismatic image for themselves. In pe-
riods of relative tranquility, leaders play a major
role in creating the need for change in their
followers. They anticipate future change and in-
duce supportive conditions. In any case, context
must be viewed as a precipitating factor, some-
times facilitating the emergence of certain be-
havior in leaders that forms the basis of charisma.
As Willner (1984) pointed out regarding political
leadership, "preconditions of exogeneous social
crisis and psychic distress are conducive to the
emergence of charismatic political leadership,
but they are not necessary” (p. 52). From the
point of view of the leader, however, sensitivity
to contextual factors is important if he or she is to
develop appropriate strategies for change. The
following two hypotheses deal with the role of
context in the emergence of charisma.
Hypothesis 12: Contextual factors that cause po-
tential followers to be disen-
chanted with the prevailing social
order, or that cause followers to
experience psychological distress,
although not a necessary condi-
tion for the emergence of charis-

matic leaders, facilitate such
emergence.

Under conditions of relative social
tranquility and lack of psychologi-
cal distress among followers, the
actions by a leader that foster or
support an attribution of charisma
facilitate the emergence of that
leader as a charismatic leader.

Hypothesis 13:

Implications

In order to demystify charisma, these tentative
hypotheses for future testing have been pre-
sented. Existing evidence forms the basis of the
model, but the specific predictions should be
tested.
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In the model, charisma is viewed both as a set
of dispositional attributions by followers and as
a set of leaders’ manifest behaviors. The two are
linked in the sense that the leaders’ behaviors
form the basis of followers’ attributions. To vali-
date such a framework, two steps are necessary.
First, the behavioral and dispositional attributes
of charismatic leaders suggested in this frame-
work require independent empirical confirma-
tion. To determine if convergent and discrimi-
nant validity exist, a behavioral attribute check-
list or questionnaire could be developed includ-
ing the attributes believed to characterize charis-
matic leaders as well as those cited in the litera-
ture for other forms of leadership. A group of test
subjects could identify leaders they perceive as
charismatic and as noncharismatic. Respondents
then could describe the distinguishing attributes
of charismatic and noncharismatic leaders us-
ing the checklist. With this format, it would be
possible to test whether an attribution of cha-
risma is associated with the attributes described.
Second, the discriminant validity of the charis-
matic leadership construct as described in this
paper could be tested by demonstrating that a
dependent variable (e.g., followers’ trust) is re-
lated to charisma in a different way than other
leadership constructs.

The model also has direct implications for
management. Specifically, if the behavioral com-
ponents of charismatic leadership can be iso-
lated, it may be possible to develop these attri-
butes in managers. Assuming that charismatic
leadership is important for organizational re-
forms, organizations may wish to select manag-
ers on the basis of charismatic characteristics
that have been identified. Certain tests such as
those already developed to test sensitivity to the
environment (Kenny & Zaccaro, 1983) could be
administered to potential managerial candidates.
The need for such selection procedures may be
particularly important for developing countries,
where greater levels of organizational change
would be necessary in order to adopt new tech-
nologies and to transform traditional ways of
operating.
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