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Abstract 

Researchers in organizational behavior have long been interested in exploring 

how employees‘ perceptions of their leaders influence their work-related 

thoughts and behaviors. The present study examines the effect of charismatic 

leadership style on employee psychological engagement in travel companies. 

The study data is collected using questionnaires completed by 339 employees 

working in travel companies. The questionnaires have been designed based on 

the Conger Kanungo model to measure charismatic leadership behavior and the 

Utrecht Work Engagement Scale (UWES) to assess employee psychological 

engagement. The results of this study indicate that charismatic leadership is 

positively related to employee psychological engagement (p < 0.05). Moreover, 

a significant predictive relationship (p < 0.05) is found between charismatic 

leadership style and employee psychological engagement, with variability of 

54.9%. The results also reveal that managers with high "sensitivity to member 

needs" (SMN) have effective impact on improving employee psychological 

engagement. In addition, the results demonstrate that "absorption" is the most 

associated subscale that could be predicted by charismatic leadership. Finally, 

this study discusses managerial implications of results, introduces 

recommendations, and presents suggestions for future research. 

Keywords: Charismatic leadership, charisma, followers, employee 

psychological engagement. 

1. Introduction 

Leadership is an important concept not only in the social sciences, but also in 

corporate life. Scientists as well as managers are eager to know what makes an 

effective leader. Leaders need to shape a culture that promotes realization of a 

company‘s goals and objectives. These are behaviors that are associated with 

charismatic leadership style. According to Flynn and Staw (2004:309), the term 

"charismatic leadership‖ has been used to describe a subset of leaders who ―by 

the force of their personal abilities are capable of having profound and 

extraordinary effects on followers".  

In the last decade, there has been also a great attention paid to the concept of 

employee psychological engagement. A number of researchers have declared 

that employee engagement can be used as an indicator of the outcomes 

achieved by employees, success of the organization, and level of financial 

performance (e.g. total shareholder return) (Bates, 2004; Baumruk, 2004; 

Richman, 2006; Saks, 2006). Catlette and Hadden (2001) define employee 

engagement as the positive and effective psychological work-related state of 

mind that encourages employees to actively express and invest themselves 

emotionally, cognitively, and physically in their job.  
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Engaged employees work harder; and they are more likely to go above the 

requirements and expectations of their work (Lockwood, 2007). Recently, 

employee engagement has been considered as a modern organizational 

psychological trend; however, more academic research is still needed on it, 

especially in tourism management. Obviously, only practitioner literature and 

consulting firms are the main sources of information regarding employee 

psychological engagement (Saks, 2006). As a result, due to the lack of 

knowledge about this term, organizations are unaware of the critical strategies 

necessary to measure and promote employee psychological engagement 

(Czarnowsky 2008; Ghadi et al., 2010). 

According to Lockwood (2007), the main factor that influences employee 

psychological engagement and commitment is the manager-employee 

relationship. She emphasizes that the manager creates the connection between 

the employee and the organization, and as a result, the manager-employee 

relationship is often recognized as the ―deal breaker‖. Moreover, Ul Haq et al., 

(2016) state that organizations have to engage employees in their work and in 

good behaviors that are beneficial for both the employees and the organization 

by providing the different styles of leadership. Charismatic leadership is the 

most effective style for engaging employees in their work (Meredith et al., 

2010; Strickland et al., 2007). In addition, previous research has found that 

charismatic leadership is positively associated with work engagement 

(Strickland et al., 2007). Roberson and Strickland (2010) also have concluded 

that charismatic leaders can spark employees' engagement in work, which can 

lead to participation in positive behaviors that promote the organization. 

On the other hand, Bakker and Bal (2011) argue that the role of the leader in 

fostering work engagement has received limited research attention. In other 

words, there remains a gap in understanding how leadership behaviors could 

affect engagement-encouraging cultures as well as the processes around which 

leader behaviors bring about higher levels of engagement, which is in line with 

the more drastic argument that there is no research directly linking leader 

behaviors and follower engagement (Xu and Thomas, 2011; Carasco-Saul et 

al., 2015) More specifically, there has been no empirical work explicitly 

linking charismatic leadership and  the mechanisms through which it can affect 

work engagement (Roberson and Strickland ,2010 ).  

Due to the previous reasons and by examining the current literature that has 

studied the relationship between charismatic leadership and employee 

psychological engagement, this study attempts to fill the aforementioned 

knowledge gap and add to the understanding of employee behavior and 

workplace energy within the framework of charismatic leadership theory in the 

tourism industry. This research also contributes to the field of organizational 

psychology by adding more evidence that charismatic leadership is associated 

with improving employee performance through employee psychological 

engagement. This study can provide more insight into the possible effects of 

management, more specifically, with regard to managers who exhibit 

charismatic leadership qualities.  
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In addition, the present research can be a foundation for future interventions 

that foster charismatic leadership and work engagement to increase 

productivity in tourism organizations. Combined with future research, this 

study could have significant implications for the hiring and training of leaders 

within travel companies. With this aim in mind, this study attempts to: 

1- Investigate the relationship between charismatic leadership style and 

employee psychological engagement in the tourism sector (travel 

companies). 

2- Determine whether there is any predictive relationship between charismatic 

leadership style and employee psychological engagement. 

 3- Identify which subscales of employee psychological engagement are more 

associated with and could be predicted by charismatic leadership. 

2. Theoretical Background  

2.1. Charismatic Leadership Theory 

 The concept of charisma was first introduced by Weber in1947. He considered 

charisma a gift ―of the body and spirit not accessible to everybody‖ ( Antonakis 

et al. 2011: 375). Historically, the term charisma is derived from an ancient 

Greek word meaning ―gift‖ (Conger et al., 1997; Hayibor, 2011; Forsstrom, 

2012; Fletcher and Robinson, 2014). Later, the early Christian Church used the 

word ―charisma‖ to refer to gifts or charismata from God that gave the receiver 

the power to heal or prophesy (Forsstrom, 2012, Fletcher and Robinson, 2014). 

Nowadays, the term is commonly used to describe political and organizational 

leaders (Fındıklıa et al., 2012). Ul Haq et al. (2016) have stated that Charisma 

is an optimistic and persuasive trait that enables the individual to lead others.  

Also, the charismatic leader has extraordinary powers distinguishing him 

(Jacobsen and  House 2001; Kaul, 2013).  

Cicero and Pierro (2007) have stated that the model of charismatic leadership 

has been developed within organizational settings (Conger and Kanungo, 1987, 

1998; House and Shamir, 1993; House, 1999). Moreover, how followers 

perceive their leaders‘ behavior is one of the pillars of this model. Charismatic 

leaders give the impression they are phenomenal and their goals are exceptional 

through inspirational visions and behaviors. The followers believe in their 

leaders‘ outstanding character rather than their position (Cicero and Pierro, 

2007). Nandal and Krishnan (2000) have argued that charisma emerges from a 

mix of emotional attitude, self-confidence, self-determination, and internal 

peace. Shao et al. (2009) have stated that the charismatic leadership theory is a 

reliable approach to understand successful leadership (Hughes and Ginnett, 

2003;Bryman, 2004; Shalley and Gilson, 2004). Obviously, the charismatic 

leadership theory has developed over the years  (Koene and Vogelaar, 2002; 

Tosi et al., 2004; Waldman and Javidan, 2004; Susan and Ellen, 2008). 

The original charismatic leadership theory by Weber (1947) describes how 

followers believe in leaders‘ extraordinary qualities (charisma). Recently, this 

theory has been modified and expanded to define charismatic leadership in 

formal organizations (Conger, 1989; Shamir et al., 1993; Conger and Kanungo, 

1998; House, 1999;).  
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Moreover, a number of researchers state that ―charisma‖ is a component of 

transformational leadership. Thus, the terms of transformational and 

charismatic leadership are used interchangeably in the organizational literature 

(Conger and Kanungo, 1994).  

The charismatic leadership theories are mainly concerned with the relationship 

between the leader and his followers and with his influence on them (Zehir et 

al., 2011). However, such theories differ according to the core behaviors in 

charismatic leadership. This sometimes appears in the older and newer versions 

of the same theory .For example , Conger and Kanungo in 1987 have 

developed a model of charismatic leadership within organizations that 

introduces behavioral dimensions in three definite stages of the leadership 

process (Nandal and Krishnan, 2000). The first stage (the environmental 

assessment stage) explains environmental opportunities, constraints, and 

followers‘ needs via the status quo. In the second stage (the vision formulation 

stage), charismatic leadership is characterized by the followers' perception of 

the manager's formulation of a flawless future vision that they are part of it; and 

the followers are inspired by the leader‘s effective delivery of this vision. In the 

third stage (the implementation stage), charismatic managers provide a 

leadership example to their followers (Conger and Kanungo, 1992; Conger et 

al., 2000; Nandal and Krishnan, 2000). Another study was conducted by Shao 

et al., (2009) has investigated charismatic leadership based on five dimensions: 

Environmental sensitivity, dynamic leadership, exemplary leadership, personal 

leadership, and leader expectations . The description of these five dimensions is 

shown in Table 1 . 

Table 1. Five Dimensions of Charismatic Leadership 
Charismatic 

leadership 

Five dimensions Description 

Environmental 

sensitivity 

Leader‘s ability to make timely decision to 

apply to organizational environmental change 

Dynamic 

leadership 

Leader‘s ability to communicate an exciting 

vision and paint an exciting picture of the 

future of the organization 

Exemplary 

leadership 

Leader‘s ability to set a good example to his 

employees through participating in 

organizational activities 

Personal 

leadership 

Leader‘s ability to encourage his employees 

and improve their self-confidence 

Leader 

expectation 

Leader‘s ability to create lofty expectations 

for his employees and empower them 

Source: Shao et al., (2009:3) 
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Moreover, Findikli and Yozgat (2012) have added another dimension (a sixth 

dimension) to charismatic leadership. This dimension is ―risk undertaking‖. It 

refers to the leader‘s skill with regard to undertaking necessary risk in order to 

initialize organizational change. After charismatic leaders evaluate 

environmental risks and opportunities, they develop a vision followed by 

interaction with members of the organizations. However, in case the specified 

mission is different from the existing vision of the corporate, the charismatic 

leader undertakes risks by deviating from the status quo. During this process 

leaders consider the members‘ requirements and expectations in order to 

guarantee their support when needed (Conger, 1998(.  

In addition, Tilstra (2010) has explained charismatic leadership as a process 

through which a particular relationship is created and maintained between the 

leader and the followers. The leader offers an intellectually stimulating vision 

of a preferred future, expresses high expectations and confidence in the 

followers, and models behavior that contributes toward the creation of the 

preferred future. In order for a charismatic relationship to be formed, the 

followers must respond by accepting the leader‘s vision and committing 

themselves to it. If the followers do not respond, there is no charismatic 

leadership (Howell and Shamir, 2005; Susan and Ellen, 2008). 

Based on the above mentioned, Ehrhart and Klein (2001) have summarized the 

findings of Conger et al. (1997-2000), House and Howell (1992), and Shamir et 

al. (1993) in a four-point definition of charismatic leadership. These works 

suggested that the charismatic leader should be able to: (a) Communicate high 

performance expectations to followers; (b) exhibit confidence in followers‘ 

ability to reach goals; (c) take calculated risks that oppose the status quo and 

(d) articulate a value-based overarching vision and collective identity. 

In order to stress its value, House (1997) cites the positive effect of charismatic 

leaders in organizations. His findings indicate that charismatic leaders receive 

higher performance ratings, have more satisfied and more highly motivated 

followers, and are viewed as more effective leaders by their superiors and 

followers than others in positions of leadership. Furthermore, Conger and 

Kanungo‘s findings (1994) indicate that charismatic leaders are especially 

effective at innovation and helping organizations move beyond ineffective 

status quo attitudes and behavior. Birchfield (2000) has considered charisma 

and vision separate and independent components of leadership. He notes that 

when charismatic leaders combine charisma with vision, they tend to have 

motivated, committed, and high-performing followers. On the other hand, some 

researchers question the potential positive contributions of charismatic leaders. 

Raelin (2003) has described charismatic leaders as grandiose, brutally 

exploitive, and self-promoters with a savior complex. He dismisses the need for 

charismatic leaders as a mere myth. Khurana (2002) observes that the positive 

effect of charismatic leaders is exaggerated and, in fact, they tend to destabilize 

organizations. 
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2.2.Charismatic Leaders 

According to Poskas et al. (2013), charismatic leaders are defined as 

individuals who obtain ―a gift of grace.‖ Charismatic leaders are highly 

recognized for their visionary qualities and qualities that are important in crisis 

situations and their ability to engage others in action. Furthermore, Weber in 

1947 was the first researcher used the term charismatic leader; he has defined 

charismatic leaders as people with extraordinary qualities; he considers them as 

heroes. People high in charisma are believed to be endowed with supernatural 

or exceptional powers (Ricketts, 2009; Poskas et al., 2013).  

According to Roberson and Strickland (2010), charismatic leaders influence 

and inspire their subordinates, clarify ambiguous situations, handle drawbacks, 

and provide a strategic vision that motivates positive thinking for the future and 

for change (Ehrhart and Klein, 2001; Jacobsen and House, 2001; Paulsen et al., 

2009 and Shao et al., 2009). In addition, charismatic leaders communicate high 

performance expectations, show confidence in their followers‘ abilities and 

emphasize a collective identity (Shamir, 1998; Ehrhart and Klein, 2001; 

Jacobsen and House, 2001; Roberson and Strickland, 2010).  

Charismatic leaders also make personal sacrifices and they are considered as 

role models whose attitudes and behaviors encourage members to believe in 

themselves to overcome problems (Yorges et al., 1999; Jacobsen and House, 

2001, Takala, 2007; Findikli et al., 2012). Moreover, while helping their 

members develop their problem solving skills, charismatic leaders 

simultaneously support team work (Basadur, 2004).  

In addition, Findikli et al. (2012) have revealed that charismatic leaders are 

capable of identifying members‘ requirements, values, sources, and 

expectations correctly, thereby transforming them into collective interests and 

making members become voluntarily committed to their leaders‘ missions. In 

other words, charismatic leaders can capture members‘ feelings and establish 

necessary integration within the group (Susan and Ellen, 2008). The interaction 

between leaders and members has resulted in an increase in group motivation 

and work satisfaction in corporations (Susan and Ellen, 2008; and Findikli et 

al., 2012). Therefore, a charismatic leader‘s positive impact on his group 

creates an environment that fosters innovative ideas (Amabile, 2004; Susan and 

Ellen, 2008).  

Paulsen et al., (2009) have found out as a result of their research about the 

influence of charismatic leadership behavior on innovation at the research and 

development (RandD) corporations that charismatic leaders‘ behavior supports 

innovation. Moreover, it has been realized that providing suitable training 

contributes to acquiring self-confidence and developing creative thinking skills 

and transforming those skills into creative performances (Takala, 2007; 

Findikli et al., 2012). Through providing trainings and rewards, leaders 

indirectly help members develop personal creativeness (Shalley, and 

Gilson,2004).  
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Many studies have utilized the leadership theory to investigate leadership-

related phenomena in hospitality and tourisms contexts. There has been a broad 

range of approaches taken and a wide range of findings i.e. Susskind et al., 

2000a; Susskind et al., 2000b; Testa, 2004; Tutuncu and Kozak, 2007; Chiang 

and Jang, 2008; Deery, 2008; Øgaard et al., 2008; Tsai, 2008; Clark et al., 

2009; Kuruüzüm et al., 2009; Yang, 2010; Boyen, 2012; Babaita et al., 2013; 

Poskas and  Messer, 2015.    

2.3. Employee psychological engagement 

Organizations are concerned with how employees think and feel about their 

jobs and what employees are willing to introduce to their organizations. 

Researchers have argued that when employees are engaged in the organization, 

they are motivated to achieve high levels of job performance and customer 

satisfaction (Kahn, 1990; Rich, et al., 2010; Christian et al, 2011; George and 

Joseph, 2017; Gupta et al., 2015, Zainol et al., 2016). Employee psychological 

engagement is a motivational concept that can be also shared by employees in 

the workplace to perform the assigned task. (Christian et al., 2011; Findikli et 

al., 2012). Generally, engagement is a positive state of mind that reflects the 

level of employee‘s satisfaction, pride in, and commitment and connection with 

his job and organization. Therefore, employee loyalty is based on employee 

psychological engagement (Christoffer, 2004; Bakker and Demerouti, 2008). 

Employee engagement is measured by the degree of employees‘ satisfaction 

and involvement to achieve business success. It also leads to improvements, 

increases productivity, and reduces employee turnover (Roberson and 

Strickland,2010). 

Kahn‘s conceptual work is considered the base for the development of the 

theoretical framework of employee engagement.  Employee engagement is a 

multidimensional concept (Kahn, 1990). He has formally defined engagement 

as ―the simultaneous employment and expression of a person‘s preferred self in 

task behaviors that promote connections to work and to others, personal 

presence (physical, cognitive, emotional) and active, full performances‖. 

(Roberson and Strickland, 2010:60) 

Rothbard (2001: 656) also defines engagement as ―psychological presence‖. He 

adds that it includes two main components: Attention and absorption.  

Attention refers to ―cognitive availability and the amount of time one spends 

thinking about a role‖, while absorption means ―being engrossed in a role‖ and 

refers to ―the intensity of one‘s focus on a role‖ (Saks, 2006). Moreover, 

Sharmila (2013) has defined employee psychological engagement as the 

employees‘ positive attitude or commitment to the organization and its value. 

In addition, May et al.,  (2004) have attempted to conceptualize work 

engagement and define it through three components: First, there is the physical 

component, which refers to the effort done to perform the job. Second, there is 

the emotional component, which is related to sacrificing for the job. Third, 

there is the cognitive component, which is described as being totally involved 

in the job. Since they think about their organization, leaders, and working 

conditions (Lolitha and Johnson ,2014).  



Journal of Faculty of Tourism and Hotels-University of Sadat City, Vol. 1, Issue 2/1, December, 2017 

 
 

-151- 
 

Most researchers agree on the construct of work engagement; however, 

different views of its conceptualization have been introduced (Bakker et al., 

2008; Zehir, 2011; Ariani, 2013). In short, engaged employees are energetic 

and enthusiastic to the extent that time flies at work (May et al., 2004; Bakker 

and Demerouti, 2008). On the other hand, Soane et al., (2012) have developed 

a measure for employee psychological engagement consists of three 

dimensions: Intellectual, affective, and social (George and Joseph, 2017). 

Bakker and Demerouti (2008) have defined these three types of engagement: 

Intellectual engagement refers to the degree employees are involved in their 

jobs and to their belief in their ability to achieve outstanding performance. 

Affective engagement reflects the extent to which employees feel positive 

about their work and organization. Social engagement is related to employees‘ 

conversations with their social group about their work experiences and 

achievements (Bakker and Demerouti, 2008; Purcell, 2012). 

Furthermore, work engagement is considered a positive and work-related state 

of mind that is characterized by vigor, dedication, and absorption (Schaufeli et 

al., 2002). Vigor refers to physical energy, emotional power, desire to work, 

and facing difficulties with a positive attitude. Dedication reflects a sense of 

significance, enthusiasm, inspiration, pride, and challenge. Absorption refers to 

the employee being completely immersed in work, disconnected from the 

outside world to the extent that he does not notice the passing of time 

(Schaufeli et al., 2002; Ghadi,2010; Roberson and Strickland, 2010; Zehir et 

al., 2011; Ghadi et al., 2013.). 

In addition, a number of studies i.e. Chaudhary and kumar (2014); Zainol et al., 

( 2016) ;George and  Joseph†(2017) have been concerned with the concept of 

engagement in the hospitality and tourism industry. According to Sadiqe (2014) 

employee psychological engagement has some positive effects on the 

hospitality industry. Engaged employees will be loyal to their organization 

improving its products and service and providing a high-energy working 

environment.  They are also emotionally attached to the guests and, 

consequently, customer satisfaction and customer loyalty to the organization 

are created. 

2.4. Charismatic Leadership and Employee psychological engagement 

By reviewing a considerable number of studies and scientific papers in human 

resource management, it is observed that many researchers have discussed the 

relationship between employee psychological engagement and other 

organizational attributes (Bakker et al., 2008; Bakker et al., 2011; 

Albrecht,2012) such as organizational citizenship behavior i.e. Ariani (2013), 

financial performance i.e.Saks, (2006);Xanthopoulou et al., ( 2009) and Bakker 

et al., (2011), job satisfaction and organizational commitment i.e.Smith and 

Markwick( 2009); Agyemang and  Ofei, (2013); Lolitha and Johnson(2014),  

job resources i.e.Schaufeli and Bakker( 2004 ), job performance i.e. 

Halbesleben and Wheeler (2008) ;Bakker and Bal( 2010); Bakker et al., (2011), 

and client satisfaction i.e.Salanova et al.,( 2005)and Bakker et al., (2011).  
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Obviously, both the academic and the practitioner literature highlight that 

leadership style has a significant influence on employee psychological 

engagement levels (Conger, 2000; Smith and Markwick, 2009;Roberson and 

Strickland, 2010; Ndethiu, 2014; Gözükara and Şimsek, 2016). Once 

employees are recruited into the organization, managers believe in their 

abilities to have a positive influence on the engagement of their staff (Smith 

and Markwick, 2009; Gözükara and Şimsek, 2016). Leaders are an integral part 

of any organization, considering that they are responsible for communicating 

and connecting with the employees and have the ability to motivate employees 

to get engaged and feel supported at work (Koppula, 2008). 

According to a study by Luthans and Peterson (2002) a manager‘s self‐efficacy 

can lead to increases in the engagement and effectiveness of their subordinates. 

Moreover, employees who have confidence in their leadership are more likely 

to show higher engagement than those who have low confidence level (Smith 

and Markwick, 2009). In the same context, this conclusion is supported by the 

Kenexa Research Institute (Kenexa, 2008 (.  

Another study by Tims et al., (2011) has investigated whether supervisors‘ 

leadership style influences followers‘ daily work engagement. They have 

predicted that transformational leadership would enhance employees‘ work 

engagement through the mediation of self-efficacy and optimism (Smith and 

Markwick, 2009; Gözükara and Şimsek, 2016).  

Moreover, the motivational effects of leaders can lead to more self-concept 

engagement of followers in their work (Bono and Judge, 2003; Roberson and 

Strickland,2010). Similarly, a study by Zhu et al., (2009) shows that there is a 

correlation between transformational leadership style and employee 

psychological engagement. This correlation is commonly found when the 

employees are active, productive, and creative (Gözükara and Şimsek, 2016). 

Ghadi et al., (2010) also reveal that engagement at work depends on factors 

such as the relationship between the employees and their managers. Briefly, 

employees‘ levels of engagement increase when there is a positive relationship 

between the employees and their direct supervisors (May et al., 2004; Gopal 

2006;Bakker and Schaufeli, 2008).  

Furthermore, charismatic leaders gain followers‘ admiration, trust, confidence, 

and respect. They also inspire their followers to pursue a higher collective goal. 

As a result, followers become more engaged in and enthusiastic about the 

common vision created by the leader (House andHowell, 1992; Schaufeli, 

2002; Gözükara and Şimsek, 2016). 

Based on the literature review the following hypotheses can be formulated: 

Hypothesis 1. Charismatic leadership behavior of managers will enhance 

employee psychological engagement in travel companies. 

Hypothesis 2.  There is a predictive relationship between charismatic 

leadership style and employee psychological engagement in the travel 

companies. 
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3. Methodology 

Based on previous research in the areas of employee psychological engagement 

and charismatic leadership i.e. Schaufeli et al., (2002);Sadiqe (2004);Strickland 

et al., (2007); Alfes et al., ( 2010); Gözükara and Şimsek( 2016) and Ul Haq et 

al., 2016, the current study is designed to investigate the relationship between 

charismatic leadership style and employee psychological engagement in travel 

companies. Also, this study aims at determining whether there is any predictive 

relationship between charismatic leadership style and employee psychological 

engagement. Moreover, the present research tries to identify which dimensions 

of employee psychological engagement are more associated to and could be 

predicted by charismatic leadership. 

In order to achieve the objectives of this paper, the researcher has developed a 

model which is used later in constructing the questionnaire. The dependent and 

independent variables of the study are suggested to be in a theoretical proposed 

model (see Figure 1). Previous literature reviews have been used as a guide to 

develop this model that shows the effect and relationship between charismatic 

leadership and employee psychological engagement in travel companies. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 1. Proposed Model for Field Study 

*Strategic vision and articulation (SVA), Personal risk (PR), Sensitivity to the 

environment (SE), Sensitivity to member needs (SMN), and Unconventional 

behavior (UB) 

3.1. Measuring Instruments 

The questionnaire consists of three sections: The first section has been designed 

to elicit demographic information about the employees. The second section 

consists of 20 items to measure charismatic leadership. The third section 

consists of 17 items to assess employee psychological engagement in tourism 

companies.  

Em
p

lo
ye

e
 p

sy
ch

o
lo

gi
ca

l 
En

ga
ge

m
e

n
t

 
 

 

Absorption 

Dedication 

Vigor 

C
h

ar
is

m
at

ic
 L

ea
d

er
sh

ip
 

 

SE 

SR 

SAV 

SMN 

UB 

Dependent variable Independent Variable* 



Journal of Faculty of Tourism and Hotels-University of Sadat City, Vol. 1, Issue 2/1, December, 2017 

 
 

-111- 
 

The design of the questionnaire is based on the Conger Kanungo model to 

measure charismatic leadership behavior and on the Utrecht Work Engagement 

Scale (UWES) to assess employee psychological engagement. All items except 

the demographic information is measured on a 5-point Likert scale from 

‗‗strongly disagree‘‘ (1) to ‗‗strongly agree‘‘ (5). Furthermore, the employees 

in the investigated travel companies have been asked to rate their managers' 

charismatic leadership behavior; then, they have been asked to identify their 

level of engagement to their companies. The following part illustrates the 

subscales of the two variables and the reasons for using the above mentioned 

models.    

3.1.1. Charismatic Leadership Behavior  

The 20-item Conger Kanungo charismatic leadership scale is used in this study 

to measure charismatic leadership behavior. This scale has been tested through 

a series of empirical studies (Conger and Kanungo, 1992, 1994; Conger et al., 

1997). The results of these studies declare that the Conger Kanungo scale has 

strong psycho- metric properties with adequate reliability and convergent 

validity.  The factor structure of the Conger Kanungo scale also indicates that 

the perceived behavioral components of charismatic leadership are stable. 

Finally, correlations of each of the Conger Kanungo charismatic leadership 

subscales with other perceived leadership behavior measures reveal that the 

models and the scale, as its operational measure, are different from the existing 

leadership scales (Conger and Kanungo, 1994). The scale includes five sub- 

scales: Strategic vision and articulation (SVA), which is assessed by 7 items; 

personal risk (PR), which is assessed by 3 items; sensitivity to the environment 

(SE), which is measured by 4 items; sensitivity to member needs (SMN), which 

is assessed by 3 item.; and finally the questionnaire uses 3 items to measure 

unconventional behavior (UB).  

3.1.2. Employee psychological engagement  

Work engagement can be measured by a number of instruments.  However, in 

this study, an adapted version of the Utrecht Work Engagement Scale (UWES) 

is used to measure employee engagement (Schaufeli and Bakker, 2003). The 

17-item UWES determines three underlying subscales of employee 

psychological engagement: Vigor, dedication, and absorption. "Vigor" is 

assessed by the six items that consider high levels of energy and resilience, the 

desire to exert effort, endurance, and facing difficulties. ―Dedication" is 

assessed by five items that refer to realizing the importance of the work done, 

showing enthusiasm about and pride in the job, and feeling inspired and 

challenged by it. Moreover, "absorption" is measured by six items that refer to 

being totally and satisfactorily involved in work and disconnected from the 

outside world losing the sense of time passing (Schaufeli and Bakker,2004).  

Actually, the study depends on this scale since it is the most often used 

scientifically derived measure of engagement (Schaufeli et al., 

2002;Schaufeliand Bakker, 2010; Bakker et al., 2011).  
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Moreover, it has been considered a valid and reliable measure of the 

engagement construct (Bakker et al., 2011); it has been validated in several 

countries in Europe, North America, Africa, Asia, and Australia (Bakker, 

2009). The initial questionnaires was prepared. Also, a pre-test was conducted 

with two identified groups for comments, 20 managers and 15 employees from 

Egyptian travel companies' category ―A‖. The purpose of the pre-test was to 

detect potential problems in the design, clarity, and wording of the 

questionnaire (Zikmund et al., 2013). The groups commented positively on the 

overall layout, instructions, and design of the questionnaire. They also had no 

serious problem with clarity or wording. Based on the feedback received, 

wording of some items has been slightly altered to match the specific context of 

this study. 

3.2. Population and Sampling Techniques 

The target population of this study is employees in travel companies, category 

―A‖ in Egypt. Because of the size of the population and its distribution in 

several governorates, this research has selected travel companies located only 

in Great Cairo (Cairo, Giza, and Qalubia). Furthermore, the population 

elements (employees) are selected on the basis of the duration of employment, 

since he/she must have completed at least one year in the company. As cited in 

Egyptian Travel Agents Association (2016), there are 1229 category ―A‖ travel 

companies in Egypt that are located across the Great Cairo Governorates. First, 

the researcher has randomly selected 250 travel companies. The final 

questionnaire survey has been managed through an online survey development 

cloud-based software: SurveyMonkey. The questionnaire was sent and 

collected from April to August 2017. In total, 373 copies have been collected, 

34 incomplete responses have been removed, and (339) responses from176 

travel companies are used for the analysis. 

3.3. Data Analysis 

Different statistical techniques using SPSS 17 have been applied to 

analyze the data. The reliability analysis performed to assess the internal 

consistency of the measurement scales and Cronbach‘s alpha coefficients (α) of 

the scales have been computed. Moreover, descriptive statistics such as mean 

scores and standard deviations are computed for the studied variables. In 

addition, Spearman correlation analysis has been conducted to examine the 

correlations among the dimensions of charismatic leadership and employee 

psychological engagement. Finally, a series of regression analysis have been 

conducted to assess the effects of charismatic leadership on employee 

psychological engagement. Standardized beta is used for all of these regression 

analyses. Finally, statistical significance is considered less than 0.05 for P 

values. 

4. Results and Discussion 

The Cronbach‘s alpha coefficient has been calculated for all the constructs. It 

exceeds 0.70, which means that results are reliable (Hall, 2008). Table 2 lists 

the reliability statistics for each construct.  

https://en.wikipedia.org/wiki/Survey_data_collection#Online_surveys
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The standard Alpha values for charismatic leadership and employee 

psychological engagement are 0.72 and 0.76, respectively. Moreover, results 

from applying reliability analysis shows that the tool used is reliable. 

Table 2. Variable Reliability 
Variables Cronbach‘s alpha (Reliability) 

Charismatic leadership 0.72 

Employee psychological engagement                  0.76     
 

4.1. Respondents' Profiling 
During the investigation phase, 339 employees have been tested, 57,8% are 

males and 42.2% are females. Regarding the participants‘ age, 42.2% of the 

participants are less than 35 years, 29.4% are from 35 to 45 years, and only 

28.4% are older than 45 years. The majority of respondents )60.2%( have 

working experience between 5 to 10 years, while 23.4% have less than 5 years 

experience and 16.4% have more than 10 years experience. Most of the 

respondents (91.1%) have university education. 

4.2. Descriptive Statistics and Correlation Analysis 

Table 3 displays the descriptive statistics (means and standard deviations) for 

each subscale of charismatic leadership. As shown in table 3 the mean score for 

charismatic leadership is 3.48 (SD= 0.70), indicating that the managers have a 

moderate (closer to high) degree of charismatic leadership characteristics. 

Regarding the subscales of charismatic leadership, the results show that the 

unconventional behavior (UB) has achieved the highest mean (3.84) with SD= 

0.84.This indicates that the employees see their managers apply original 

methods to achieve organizational goals; and managers‘ extraordinary behavior 

often surprises the company. On the other hand, the sensitivity to member 

needs (SMN) scale scores the lowest mean (3.14) with SD= 0.49. This result 

reveals that the respondents‘ managers in this study cannot seriously express 

personal concern for the needs and feelings of other members in their 

companies. 

Table 3. Mean Ranking of Charismatic Leadership Subscales 

Subscales Mean score S.D Rank 
Strategic vision and articulation (SVA) 3.70 0.67 5 
Personal risk (PR) 3.30 0.77 3 
Sensitivity to the environment (SE) 3.42 0.75 2 
Sensitivity to member needs (SMN) 3.14 0.49 4 
Unconventional behavior (UB) 3.84 0.84 1 
Charismatic leadership 3.48 0.70  

Moreover, as illustrated in Table 4, the total mean value for employee 

psychological engagement is 3.25 with SD= 0.88. Therefore, it is inferred that 

the engagement level of employee in travel companies is a moderate (closer to 

high) degree of engagement. "Absorption" (3.36) is the scale that achieved the 

highest mean score with SD= 0.86. This indicates that the employees in the 

sample are highly involved in their jobs. On the other hand, the scale with the 

lowest mean score is "vigor" (3.15) with SD= 0.86.  
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This reveals that employees have a moderate level of energy to work for long 

periods; they are willing to invest effort at their jobs. 

Table 4. Mean Ranking of Employee psychological engagement 

Subscales Mean score S.D Rank 
Vigor 3.15 0.86 3 
Dedication 3.23 0.92 2 
Absorption 3.36 0.86 1 
Employee psychological engagement 3.25 0.88  
 

In addition, Table 5 illustrates the correlation matrix among all subscales of the 

study variables (charismatic leadership and employee psychological 

engagement). As expected, a high positive correlation between managers‘ 

charismatic leadership and employee psychological engagement in Egyptian 

travel companies is found (r= 0.79). It is also observed that charismatic 

leadership is positively correlated to the three subscales of employee 

psychological engagement, ranging from r= 0.53 with ―vigor‖, r= 0.56 with 

"dedication", to r= 0.61 with ―absorption‖. Based on these results, if managers 

follow charismatic leadership behavior, the level of employee psychological 

engagement will be raised. In other words, these positive correlations indicate 

the possibility that the five subscales of charismatic leadership are good 

predictors of employee psychological engagement. It is also noted that 

"Sensitivity to member needs" (SMN) has the highest positive relationship with 

employee psychological engagement (r= 0.71). Therefore, the focus on the 

needs and feelings of other employees in the company and expressing personal 

concern to these need may influence and improve engagement. 

Table 5. Descriptive Statistics and Inter-Correlations of Subscales 

Variables 
Dimension 1 2 3 4 5 6 7 8 9 10 
1- (SVA) -          
2- (PR) 0.78

* 

-         
3- (SE) 0.83

* 

0.75

* 

-        
4- (SMN) 0.87

* 

0.79

* 

0.76

* 

-       
5- (UB) 0.81

* 

0.86

* 

0.77

* 

0.82* -      
6- Charismatic 

leadership 

0.86

* 

0.91

* 

0.84

* 

0.78* 0.88

* 

-     
7- Vigor 0.42

* 

0.53

* 

0.49

* 

0.55* 0.61

* 

0.53* -    
8- Dedication 0.32

* 

0.43

* 

0.64

* 

0.46* 0.22

* 

0.56* 0.70* -   
9- Absorption 0.71

* 

0.62

* 

0.58

* 

0.62* 0.48

* 

0.61* 0.78* 0.52 -  
10- Employee 

psychological 

engagement 

0.52

* 

0.62

* 

0.69

* 

0.71* 0.59

* 

0.79* 0.81* 0.86

* 

0.92

* 

- 

Strategic vision and articulation (SVA), Personal risk (PR), Sensitivity to the 

environment (SE), Sensitivity to member needs (SMN), and Unconventional 

behavior (UB) 

* The correlation is significant at the (0.05) level 

These findings concur with the recent studies by Salanova et al., (2011); Aryee 

and Walumbwa (2012); Vincent-Höper et al., (2012); Yuan et al., (2012); 

Ghadi et al., (2013) ; Gözükara and Şimsek( 2016) and Gigaba, (2015) which  

have concluded that the perceptions of charismatic  leadership are significantly 

associated with increases in work engagement. The results also agree with the 

study of Strickland et al., (2007) which has investigated the relationship 

between work engagement and charismatic leadership.  
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The results indicate that the charisma of leaders acts as a mediator and the most 

effective driver of higher work engagement. Additionally, the results of the 

current study  are consistent with Bono and Judge (2003); Ul Haq et al., 

(2016); Zhu et al., (2009) who  have found that followers of charismatic leaders 

have reported more self-concept engagement in their work since engagement is 

enhanced by the presence of a good relationship between leaders and 

employees. Finally, the above results support the first hypothesis which 

suggests that charismatic leadership behavior of managers will enhance 

employee psychological engagement in travel companies. 

4.3. Simple Linear Regression Analyses 

The study deployed a series of regressions to explore the predictive power of 

charismatic leadership on employee psychological engagement. According to 

the results obtained, charismatic leadership accounts for 54.9% of the 

variability (influence) in employee psychological engagement. The Adjusted R 

Square suggests that charismatic leadership accounts for 54.3% of the 

variability in employee psychological engagement. Generally, the model is 

moderately strong. However, it could be viewed as a strong model considering 

the fact that 54.9% is the variability contributed by only charismatic leadership. 

Moreover, the value of r = 0.79 shows a fairly positive correlation (r >0.05) 

between charismatic leadership and employee psychological engagement. 

 These results are congruent with the findings of a study by Roberson and 

Strickland (2010) which has concluded that charismatic leadership is 

considered predictive to determine employees‘ work engagement since it has 

accounted for 16% of the variance in work engagement. The above results also 

match the results of the study by Gözükara and Şimsek (2016) which has 

disclosed that employees admire, trust, and respect their charismatic leaders. 

Moreover, they are inspired by these leaders to persevere higher collective 

goals. Therefore, employees become more enthusiastic about the common 

vision created by the leaders and more willing to be part of it. 

In addition to the above regression results, three separate simple regression 

analyses have been performed on the three subscales of employee 

psychological engagement as dependent variables and on the five subscales of 

managers‘ charismatic leadership as independent variables to identify to what 

extent the managers‘ charisma enhances every subscale of employee 

psychological engagement. As shown in Table 6, the results of the first 

regression indicates that the managers‘ charisma has a positive effect on vigor 

(R= 0.53, p< 0.005). Charisma of managers could significantly explain 29.01% 

of the variances in the level of vigor behaviors of employees. Moreover, the 

model for predicting vigor based on charismatic leadership is significant (F= 

31.013, p< 0.005). The results also reveal that charisma of managers has a 

positive effect on dedication (R= 0.56, p< 0.005). This second regression 

model is also significant (F= 35.148, p< 0.005), accounting for 31.14% of the 

variance of the dedication behaviors of the employees. According to the results, 

managers‘ charisma has positive effect on absorption (R= 0.62, p< 0.005) and 

could significantly explain the variance in the absorption behaviors of the 

employees. 
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Table 6. The Results of Managers’ Charismatic Leadership Effects on 

Employee psychological engagement Subscales 
Independent variable 

(Charismatic leadership) 

Dependent variables 

(Subscales of employee psychological 

engagement) 

Vigor Dedication Absorption 

R 

R2 

Adj. R2 

F 

0.53 

29.013 

0.209 

31.013 

0.56 

31.148 

0.312 

35.148 

0.62 

34.237 

0.372 

17.534 

 

The results of the separate regression analyses reveal that charismatic 

leadership of managers in travel companies has significant positive effects on 

employee psychological engagement. Furthermore, the absorption subscale is 

the most associated subscale that could be predicted by charismatic leadership.  

However, the results displayed in table 6 do not agree with Moss (2008) that 

found vigor rated as the most associated and the main subscale of engagement 

which could be predicted by charismatic leadership. 

The results also confirm the study by Bono and Judge (2003) and Yukl (2006) 

which have concluded that charismatic leadership influences and motivates 

followers to adopt a common vision and energy (vigor) which instill in them a 

sense of fulfillment and challenge (absorption) and commitment (dedication). 

Consequently, engagement is enhanced. Moreover, the results of table 6 show 

an empirical evidence which is in line with the finding of previous research by 

Tims et al., (2011) who have predicted that charismatic leadership would 

indirectly enhance employees‘ work engagement levels of vigor, dedication, 

and absorption. 

Generally speaking, the findings of this study show that employees‘ levels of 

engagement increase when there is a positive relationship between the 

employees and their direct supervisors (May et al., 2004 ;Gopal, 2006; Bakker 

and Schaufeli, 2008;  Ghadi,2010).  Thus, it is likely that charismatic 

leadership, as a motivational style of both the leader and the led, can play a 

positive role in generating higher levels of vigor, dedication, and absorption. 

As made clear above, the second hypothesis suggesting that there is a 

predictive relationship between charismatic leadership style and employee 

psychological engagement in the tourism sector is supported by the results of 

the present study. 

5. Conclusion 

Many Management scholars and organizational researches have argued that 

charismatic leadership can be a key determinant of a number of individual and 

organizational performance (Flynn and Staw,2004 ;Hayibor et al.,  2011). The 

present study adds to the charismatic leadership literature by providing 

empirical support of the relationships between charismatic leadership and 

employee psychological engagement in the tourism sector (travel companies). 

All hypothesized relationships are supported by the results obtained.  
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The study highlights a number of valuable findings. The correlation and 

regression results indicate that charismatic leadership behavior is positively 

correlated with employee psychological engagement in travel companies. 

Moreover, the present study also shows that managers with high “sensitivity to 

member needs" (SMN) have effective impact on improving employee 

psychological engagement; respect and support of charismatic leader to their 

employees needs lead to enhanced employee psychological engagement. The 

results also reveal that charismatic leadership style is considered a moderately 

strong predictor of employee psychological engagement in the tourism sector 

(travel companies). Furthermore, the results demonstrate that "absorption" is 

the most associated subscale that could be predicted by charismatic leadership. 

In other words, charismatic leadership can raise a sense of fulfillment and 

challenge in the employee. 

The current study presents some valuable results that have implications for both 

theoretical and practical research. As based on the previous results, the present 

study proposes some implementation and recommendation. First, travel 

companies should focus on employing, developing, and encouraging leaders to 

create high quality relationships with their employees. Second, according to the 

results, charismatic leaders enhance increasing energy and willingness of the 

employee to exert more efforts. Therefore, travel companies should provide 

relationship training as part of their leadership development or promotion. 

Third, supervisors should be encouraged to adopt charismatic leadership 

behavior to influence and improve employee psychological engagement. 

Fourth, subscales of charismatic leadership should be assed regularly to 

identify the factors which may affect employee psychological engagement. 

Fifth, managers should pay serious attention to "sensitivity to member needs 

(SMN)" since it is the main subscale influencing employee psychological 

engagement. In other words, if managers focus on the needs and feelings of the 

employees in the company and express personal concern to these need, this 

may improve engagement. 

Although the present study adds a considerable contribution to the previous 

literature on this area, managers and researchers who wish to use the results to 

make specific strategic decisions should note several characteristics of the 

study that may limit its applicability. Charismatic behavior as well as employee 

psychological engagement have been rated by the same employees; this can 

lead to bias with regard to the associations between variables. Moreover, the 

technique used in the current study is restricted by the sample size. Therefore, it 

is recommended to enlarge the sample size in further studies. It is also valuable 

to choose other types of business in the tourism sector, such as hotels or 

airlines, in order to have a more comprehensive view. Another direction for 

future research would be to investigate the moderating role of other 

organizational factors in the relationship between the two variables of this 

study. More empirical explorations are recommended to examine the leadership 

engagement relationship from the perspectives of many leadership styles.  
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Perhaps other types of leadership can also be helpful in understanding when, 

how, and what kinds of leadership behavior influence engagement. Finally, it 

would be interesting to examine the current findings in relation to different 

occupations and positions. 
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Appendix 

The Study Questionnaire 

A-Subscales of charismatic leadership 

Please measure the degree of your manager leadership attitudes from 1= 

Strongly Disagree, 2= Disagree, 3= Neutral, 4= Agree and 5= Strongly Agree 
Subscales 1 2 3 4 5 

strategic vision and articulation (SVA) 

1-Has vision; often brings up ideas about possibilities for the future.      

2-Provides inspiring strategic and organizational goals.      

3-Consistently generates new ideas for the future of the organization      

4-Entrepreneurial; seizes new opportunities in order to achieve goals      

5-Readily recognizes new environmental opportunities  ( favorable physical and 

social conditions) that may facilitate achievement or organizational objectives. 

     

6-Inspirational; able to motivate by articulating effectively the importance of 

what organizational members are doing. 

     

7-Exciting public speaker.      

Personal risk (PR) 

1-In pursuing organizational objectives, engages in activities involving 

considerable personal risk. 

     

2-Takes high personal risks for the sake of the organization.      

3-Often incurs high personal cost for the good of the organization.      

Sensitivity to the environment (SE) 

1-Readily recognizes constraints in the physical environment (technological 

limitations, lack of resources, etc.) that may stand in the way of achieving 

organizational objectives. 

     

2-Readily recognizes constraints in the organization's social and cultural 

environment (cultural norms, lack of grass roots support, etc.) that may stand in 

the way of achieving organizational objectives. 

     

3-Recognizes the limitations of other members of the organization.      

4-Recognizes the abilities and skills of other members of the organization.      

Sensitivity to member needs (SMN) 

1-Shows sensitivity for the needs and feelings of the other members in the 

organization. 

     

2-Influences others by developing mutual liking and respect.      

3-Often expresses personal concern for the needs and feelings of other members 

in the organization. 

     

Unconventional behavior (UB) 

1-Engages in unconventional behavior in order to achieve organizational goals.      

2-Use non-traditional means to achieve organizational goals.      

3-Often exhibits very unique behavior that surprises other members of the 

organization. 

     

B-Subscales of Employee engagement 

Please judge how frequently each statement fits you as 1= Strongly 

Disagree, 2= Disagree, 3= Neutral, 4= Agree and 5= Strongly Agree 
Subscales 1 2 3 4 5 

Vigor 
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1.At my work, I feel bursting with energy      

2. At my job, I feel strong and vigorous      

3. When I get up in the morning, I feel like going to work      

4. I can continue working for very long periods at a time      

5. At my job, I am very resilient, mentally      

6. At my work I always persevere, even when things do not go well.      

Dedication 

1. I find the work that I do full of meaning and purpose      

2. I am enthusiastic about my job      

3. My job inspires me      

4.I am proud on the work that I do      

5. To me, my job is challenging      

Absorption 

1.Time flies when I'm working      

2. When I am working, I forget everything else around me      

3. I feel happy when I am working intensely      

4. I am immersed in my work      

5. I get carried away when I’m working      

6. It is difficult to detach myself from my job      

Demographic data: 

Choose the appropriate answer for the following items: 
1. Sex  

 Male   Female 

2. Age  

 Less than 35 years  From 35 to 45 years    More than 45 years 

3. Experience  

 Less than 5 years  From 5-10 years    More than 10 years 

4. Education  

 Secondary/High School  College/University    Postgraduate Degree 

 

 

ثير رؤية العاملين وقناعتهم أتالباحثين فى السلوك التنظيمى مهتمين باكتشاف كيفية منذ وقت طويل و
دارة ثير نموذج الإأالدراسة الحالية تهدف لاختبار ت .ارتباطهم بالعمل وسلوكياتهم على بمديريهم

وقد تم تجميع بيانات هذه الدراسة من بشركات السياحة. ارتباط العاملين النفسى بالعمل  الكاريزمية على
، وقد تم موظف يعملون بشركات السياحة 333 واسطةاستمارة استقصاء تم ملئها بخلال استخدام 

موديل  لقياس سلوك القيادة الكاريزمية واستخدام Conger Kanungo  تصميم الاستمارة باستخدام
ارتباط  ةإلى وجود علاق ةشارت نتائج الدراسأوقد ، لقياس الارتباط  النفسى الوظيفىUtrecht  مقياس

 ة           معنوي ةبدرجدارة الكاريزمية والارتباط النفسى للعاملين بوظائفهم بالشركة الإبين  ةيجابيإ
(α  <0,00). دارة الكاريزمية والارتباط النفسى وجود علاقة تنبؤية  بين سلوك الإ لىإضافة بالإ

ن المديرين أن النتائج كشفت أكما  (.α  <0,00)وبدرجة معنوية % 54,9للعاملين بوظائفهم  بمستوى 

ملين ثير فى تحسين مستويات ارتباط العاأيكون لهم ت الذين لديهم شعور عالى  "باحتياجات العاملين "
كثر المقاييس أ ن مقياس "استيعاب العاملين"أوضحت النتائج ألى ذلك فقد إضافة النفسية بالشركات بالإ

شت هذه الدراسة بعض التطبيقات . وفى النهاية ناقةء به من خلال القيادة الكاريزميويمكن التنبؤ ارتباطا
 دارية وقدمت عدد من التوصيات وكذلك المقترحات للدراسات المستقبليةالإ


