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The Business Education of Charismatic 
Leaders and Good Soldiers
Sharon E. Norris, Spring Arbor University, Spring Arbor, USA

ABSTRACT

Thisarticledescribeshowcharismaticleadersinspirefollowerswithavisionofabetterfuture,but
attainingthatbetterfutureisnoteasyandrequireshardwork,extraeffort,andsacrifice.Inchallenging
organizational environments where crisis is present, one leadership style that emerges has been
describedascharismatic.Charismaticleadershaveatendencytocreategoodsoldiers,aloyalbandof
followerswhoengageinorganizationalcitizenshipbehaviors.Thesegoodsoldiersencourageothers
tojointheefforttocreateabetterworldandachievegoals.Thedifficultysetsinwhencharismatic
leadersandtheirgoodsoldierscontinuallyaskformoreoftheiremployees,takethespotlight,diminish
thecontributionsofothers,andcreateanenvironmentwheretheperformanceofextra-rolebehaviors
becomestheexpectednorm.Whenfollowersarepressuredtoperformcitizenrybehaviors,theyno
longerdosovoluntarily,whichplacesstressonemployeesandeventuallydampensenthusiasmand
motivation.Businesseducatorspreparingthenextgenerationofleadersneedtoraiseawarenessof
the strengthsandpossibleweaknessesassociatedwithcharismatic leadershipandorganizational
citizenshipbehaviors.
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INTRodUCTIoN

Advancementsintechnologyandcommunicationhavechangedbusiness-to-businessandbusiness-
to-consumer expectations, turning some industries into environments where hyper-competitive
organizationsareoperatingathighvelocity.Inordertosurvive,businessestodayareinaconstantstate
oforganizationallearningandadaptation(Davis,Morris,&Allen,1991;Ganesh,Madanmohan,Jose,
&Seshadri,2004;Jennings&Seaman,1994).Suchadynamicenvironmentrequiresorganizational
professionalstoberesilient(Hamel&Välikangas,2003),agile(Fliedner&Vokurka,1997;Roberts
& Grover, 2012), perceptive of changing stakeholder expectations, and capable of continually
implementingimprovements(Pluta&Rudawska,2016).Businessschoolsmustremainattentiveto
thepressuresandtensionsassociatedwithhighvelocityenvironmentsinordertobestequipleaders
ofthefuture.

Peopleworkinginhighvelocityenvironmentsexperiencerapidanddiscontinuouschange,which
means“changesoccuratintermittenttimesandarenotrelatedtowhatoccurredmostrecently”(Jones
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&Mahon,2011,p.776).Inthemidstofrapidchange,organizationaldecision-makerscanbecome
hyper-focusedonsolvingpressing,shortertermissuessuchasdecreasingsalesorashrinkingbottom
line,andtheymayhaveatendencytocontinuallyraiseexpectationsandrequireemployeestodo
moreandmorewithless.Theseconditionsmakeitmoreimportantthaneverforbusinesseducators
to raise awarenessof thebenefits aswell as thepossibleweaknesses associatedwith traditional
businesspractices(Doherty,Meehan,&Richards,2015).Inordertopreparethenextgenerationof
leaders,businesseducatorsneedtohelpfutureleadersidentifytrendsinthemarketplace,understand
livedexperiencesinorganizations,andreflectonwhatitmeanstoworkinacontinuallychanging
andcompetitiveenvironment.Businesseducatorsmustchallengestudentstoconsidertheimpactof
theirinfluenceanddecisionsonemployeesandthesustainabilityofcontinuallyaskingemployees
todomorewithless.

CHARISMATIC LEAdERSHIP

Acrossallindustrysectors,theleadershipstylethathasatendencytoemergewithinhyper-competitive
andhighvelocityenvironments,wherechangeandgoingaboveandbeyondthecallofdutyiscritical
forsurvival,hasbeenidentifiedascharismatic.Heifetz(1994)explains,“Particularlyattheearly
stageofanadaptiveprocess,charismaticauthorityisaverygreatresourceforleadership”(p.247).
Whenthereisacrisisinanorganization,itiscommonforacharismaticleadertoemerge(Pillai,
1995;Pillai&Meindle,1991),andcrisismanagementbecomescriticallyimportantintheseturbulent
environments(Sheaffer,Bogler,&Sarfaty,2011).Beingresponsivetocrisisisoneofthehallmarks
ofcharismaticleadership(Hunt,Boal,&Dodge,1999).

Inanorganizationalcrisis,thereisasensethatanunplannedeventorsetofconditionsmayaffect
theperformanceandsurvivalofanorganization(Coombs&Holladay,2010;Holladay&Coombs,
1994;King,2002).Charismaticleadersprovideclaritytoexplainunclearcircumstances(Babcock-
Roberson&Strickland,2010),andtheyareabletoconvincefollowerstoexertadditionaleffortto
achievethegoalsthatwillbringabouttheleader’svisionofthefuture(Galvin,Balkundi,&Waldman
2010).Charismaticleaders“causefollowerstobecomehighlycommittedtotheirmission,tomake
significantpersonalsacrificesintheinterestofthemission,andtoperformaboveandbeyondthe
callofduty”(Shamir,House,&Arthur,1993,p.577).

In order to avert crisis and overcome challenges, charismatic leaders craft frame-breaking
strategiestoavertcrisis,andtheyareskilledcommunicatorswhoinspireotherswithasharedvision.
Charismaticpeopleareinfluentialandtheirfollowerstendtomimicthebehavioroftheirleaders
(Bass, 1985; Northouse, 2013). Charismatic leaders influence followers through the process of
personalidentification,socialidentification,androlemodeling(Conger&Kanungo,1998;Kark,
Shamir,&Chen,2003;Shamiretal.,1993),linkingthefollower’sself-conceptwiththeleader’s
values(Kark&Shamir,2013;Pratt,1998).Overtheyears,charismaticleadershiphasbeendefined
aspersonality-based(Eisenstadt,1968;Etzioni,1961;Weber,1947),contextuallydetermined(Blau,
1963;Chinoy,1961;Friedland,1964;Wolpe,1968),aswellasrelationalandperceptual(Dow,1969;
Marcus,1961;Willner,1984).CongerandKanungo(1987)argue,“Charismaticleadership,likeany
otherformofleadership,shouldbeconsideredtobeanobservablebehavioralprocessthatcanbe
describedandanalyzed”(p.639).OregandBerson(2015)explainthatcharismaticleadersarebest
describedusinganinteractionapproachencompassingpersonalitycharacteristicsaswellassituational
context.Charismaticleadershavebeenobservedprovidinganimaginativevision,motivatingand
inspiringfollowers,holdingstrongconvictions in theirbeliefs,displayingpositiveemotions,and
havingconfidenceinthemselvesandtheirfollowers(e.g.,Conger&Kanungo,1998;House,1977;
Oreg&Berson,2015;Shamiretal.,1993;Sosik,2005).

Giventhepotentialformarshalingresourcesandgatheringtheworkforcearoundkeyissues,
there is little wonder so many people are impressed with charismatic individuals, and it is also
understandablewhy leaders strive tobemagnanimousandcharismatic in their interactionswith
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