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Purpose: The study aims to identify the mechanisms through which social capital and relational
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an environment characterized by instability, complexity, and uncertainty.
Design/methodology/approach: The analysis of the issue was carried out based on
a systematic literature review, including both international and Polish sources. The review
focused on publications concerning social capital, relational leadership, and organizational
resilience.

Findings: The publication demonstrates a clear causal pathway: relational leadership fosters
the development of social capital (networks, trust, shared norms), which in turn serves as
a critical resource enabling organizational resilience. This relationship is operationalized
through specific managerial competencies such as emotional intelligence, effective
communication, and conflict management.

Research limitations/implications: The study is conceptual and based on a literature review,
indicating a need for further empirical research to quantitatively verify the proposed
relationships. Future studies should investigate the strength of these links in different
organizational and cultural contexts.

Originality/value: The value of the article lies in integrating the concepts of relational
leadership, social capital, and organizational resilience into a single, coherent conceptual
model. This provides a clear framework for understanding how leadership behaviors translate
into tangible resilience outcomes, offering valuable insights for both researchers and practicing
managers seeking to build more adaptive organizations.
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1. Introduction

Nowadays, organisations are forced to operate in an environment characterized by growing
instability, complexity and uncertainty. Technological changes, market globalization,
regulatory volatility and social and economic crises, which are often difficult to predict,
can be considered challenges faced by modern organisations. Such circumstances mean that the
success of an entity can often be linked primarily to its ability to adapt and build and strengthen
resilience.

With this in mind, researchers are paying increasing attention to the resilience of
organisations and their soft’ factors, which include organisational culture, the quality of
interpersonal relationships, the level of trust and the leadership skills of managers. It can
therefore be concluded that social capital plays an important role, as networks, norms of
cooperation and trust are the foundation for building lasting organisational resilience. It should
be emphasized that at the same time, the development of relational leadership is noticeable.
Its premise is the active support of team members by leaders through building strong
relationships with them, open communication and creating an environment that enables them
to cooperate and exchange information, experiences and ideas.

The aim of this article is to identify the mechanisms through which social capital and
relational leadership can strengthen organisational resilience. This analysis will help to
understand how social relations, shared values and trust, as well as the way leaders engage and
support employees, can enable organisations to build their capacity to adapt and function
effectively in conditions of uncertainty and dynamic changes in their environment. The aim is
pursued with the following research questions:

o How are the core concepts of relational leadership, social capital, and organizational
resilience defined and theoretically conceptualized in the contemporary management
literature?

e What are the specific mechanisms and leader behaviors through which relational
leadership contributes to the development of social capital within an organization?

o How does the social capital, built through relational leadership, functionally enhance
an organization's capacity for adaptation, response, and recovery during crises and
periods of uncertainty?

o What is the nature of the conceptual pathway linking relational leadership, social capital,
and organizational resilience, and what is the role of managerial competencies in
enabling this relationship?

The originality of this paper lies in its integration of these three distinct but interrelated

concepts—relational leadership, social capital, and organizational resilience—into a single,
coherent conceptual model. While these areas are often studied in pairs, this article provides a

comprehensive pathway that explicitly links leadership behaviors to resilience outcomes
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through the mediating mechanism of social capital, offering a more holistic understanding of
how "soft" factors drive organizational adaptability.
The questions are addressed through a systematic literature review of international sources

from databases such as Scopus and Web of Science.

2. Literature Review

To establish a robust theoretical foundation for this study, this literature review
systematically examines the core constructs underpinning the research model. It begins by
exploring the paradigm of relational leadership, tracing its evolution as a response to the
limitations of traditional, authority-based leadership models (Uhl-Bien, 2006) and detailing its
core principles centered on processes and interactions (Cunliffe, Eriksen, 2011). The review
then delves into the multifaceted concept of social capital, synthesizing various definitions
(Nahapiet Ghoshal, 1998; Putnam, 1995) to articulate its key dimensions—networks, trust,
and shared norms—and its relevance at different analytical levels (Halpern, 2005). Finally,
it investigates the construct of organizational resilience, moving beyond mere survival to
encompass adaptive capacity and the ability to thrive in uncertainty, as reflected in standards
like ISO 22316 (2017) and academic research (Lengnick-Hall et al., 2011; Weick, Sutcliffe,
2007). The central aim of this review is not only to define these concepts in isolation but to
critically analyze the existing scholarly conversations that connect them, thereby setting the

stage for proposing their integration into a cohesive conceptual pathway.

2.1. Relational Leadership as a New Management Paradigm

The contemporary organizational landscape, characterized by unprecedented volatility,
technological disruption, and global interconnectedness (Bennett, Lemoine, 2014), has exposed
the limitations of traditional, authority-based leadership models (Uhl-Bien et al., 2007).
In response to these complex challenges, relational leadership has emerged as a critical new
management paradigm fundamentally reconceptualizing how leadership functions within
modern enterprises (Uhl-Bien, 2006). This approach represents a significant departure from
other influential leadership styles, such as transformational leadership. While transformational
leadership primarily focuses on inspiring followers toward achieving an organizational vision,
often through charismatic influence and motivational appeals (Bass, Riggio, 2006), relational
leadership establishes its foundation in the continuous, day-to-day cultivation of mutual
relationships, trust-building, and shared responsibility (Uhl-Bien, 2006). The paradigm shift
lies in understanding leadership not as a formal position of authority but as a dynamic social
process that emerges from the quality of interactions and connections among organizational
members (Cunliffe, Eriksen, 2011).
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The distinctive power of this leadership paradigm manifests through several interconnected
core attributes that directly facilitate the development of social capital, which serves as the
bedrock of organizational resilience: Cultivating Trust-Based Relationships as a Strategic
Foundation, where beyond being a desirable quality, the deliberate building of trust constitutes
the essential cornerstone of relational leadership. Leaders who consistently demonstrate
authenticity, integrity, and reliability create an environment of psychological safety.
This environment encourages open dialogue, risk-taking, and vulnerability, which are
indispensable for innovation and adaptive problem-solving, particularly during crises (Mayer
et al., 1995; Edmondson, 2018).

Empathy and Deep Listening as Catalysts for Connection, an attribute that extends far
beyond passive hearing. It involves the active and disciplined practice of striving to understand
the unique perspectives, emotional states, and underlying motivations of team members.
By demonstrating genuine empathy and engaging in deep listening, leaders validate their
employees' experiences, which in turn fortifies relational bonds and fosters a profound sense of
belonging and value within the organization (Goleman, 1998; Irwin, 2021). Championing
Shared Responsibility and Distributed Leadership, where in contrast to models that centralize
power and decision-making, relational leaders actively distribute authority and involve team
members collaboratively in strategic and operational processes.

This approach cultivates a powerful sense of collective ownership and joint accountability
for outcomes, which significantly enhances employee engagement, unlocks latent potential,
and strengthens the organization's overall adaptive capacity (Yukl, 2012; Peace Conger, 2003).
2.1.1. The Critical Role of Managerial Competencies in Operationalizing Relational

Leadership

Translating the philosophical principles of relational leadership into consistent, daily
practice requires the deliberate application of a specific set of tangible managerial
competencies. These competencies serve as the practical mechanisms through which leaders
build and sustain the high-quality relationships that define this paradigm:

e Mastery of Effective Communication: The ability to communicate with transparency,

clarity, and purpose is a fundamental competency. It is the primary tool for creating
a shared understanding, ensuring strategic alignment, and facilitating the open exchange
of ideas that is vital for collaborative success (Yukl, 2012; Men; Bowen, 2017).

e Development of High Emotional Intelligence: This competency is paramount,
as it equips leaders with the capacity to accurately perceive, understand, and manage
their own emotions while being attuned to the emotions of others. Such self-awareness
and social skill are prerequisite for demonstrating authentic empathy, building lasting
trust, and navigating the complex interpersonal dynamics of a modern workforce
(Goleman, 1998; Miao et al., 2017).
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e Proficiency in Constructive Conflict Resolution: The relational paradigm does not
seek to avoid conflict but rather to harness it constructively. The skill to facilitate
difficult conversations, mediate disagreements, and guide parties toward integrative
solutions is essential for maintaining healthy, resilient relationships and turning
potential disruptions into opportunities for growth and innovation (Rahim, 2003;
Todorova et al., 2014).

In summary, relational leadership constitutes a profound evolution in management
philosophy. It establishes a paradigm wherein a leader's ultimate effectiveness is intrinsically
linked to their ability to nurture robust interpersonal connections and generate rich social
capital. This social capital, in turn, becomes the organization's most valuable strategic asset for

thriving in an environment of constant change and uncertainty.

2.2. Social Capital and Organizational Resilience

Social capital is a subject of discourse among representatives of social sciences (Nahapiet,
Ghoshal, 1998; Halpern, 2005; Runiewicz-Wardyn, 2020) and economics (Woolcock, 1998;
Lobocki, 2013; Libertowska, 2018). Interest in this construct may result from changes taking
place in the environment of many entities. According to researchers, both in organisations
(Wtodarkiewicz-Klimek, 2016; Hebibi et al., 2019; Yaw, 2023) and in the economy (Kefela,
2010; Beyer, 2011; Shiryaev et al., 2016), knowledge related to social capital can be considered
a very important resource today.

Social capital has been analysed by researchers for many years, but no consistent definition
of the concept has been developed to date. It has been suggested that the reasons for this may
lie in the interdisciplinary nature of social capital (Castle, 2009; Stankiewicz, 2016) and the
difficulty of measuring it (Grootaert, Van Bastelar, 2002; Theiss, 2005; Carrillo Alvarez, Riera
Romani, 2017). Based on a review of the literature, Table 1 presents selected definitions of

social capital by various authors.

Table 1.
Selected definitions of social capital

Author/Authors (year) | Definition

P. Bourdieu (1986) ‘The set of actual and potential resources linked to the possession of a durable
network of more or less institutionalized relationships based on mutual
acquaintance and recognition — or in other words, membership in a group —
which provides each of its members with support in the form of collective-
specific capital’.

E. Cox (1995) ‘A set of social processes occurring between groups and individuals leading to the
development of networks, norms, and trust, the measure of which is satisfaction’.

R. Putnam (1995) ‘Trust, norms, and connections that can enhance the efficiency of society by
facilitating coordinated actions’.

A. Portes (1998) ‘The capacity of actors to secure benefits through membership in social networks
and other social structures’.

J. Nahapiet, “The sum of actual and potential resources embedded, available, and derived from

S. Ghoshal (1998) the network of relationships possessed by a social actor’.
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OECD (2002) ‘Networks, together with shared norms, values, and understandings, that facilitate
cooperation within or among groups’.

World Bank (2002) ‘Institutions, relationships, attitudes, and values that govern interactions among
people and contribute to economic and social development’.

F. Fukuyama (2003) ‘A set of informal norms and ethical values shared by a specific group, enabling
effective cooperation’.

J. Stachowicz (2005) ‘Social capital of a social group, organization, or institution refers to human

capacities (or rather their potential) such as:

1) abilities, competences, and knowledge of people to create specific structures of
interpersonal and interorganizational relations;

2) social norms that trigger and support cooperative behaviours within groups,
organizations, and institutions;

3) shared sets of values within the social group, organization, or institution —
including trust’.

J. Czapinski (2006) ‘Social networks regulated by moral norms or custom (and not, or not only,

formal legal rules) that bind an individual to society in a way that enables

cooperation with others for the common good’.

P. Sztompka (2007) ‘Resources and benefits deriving from a specific position in social networks’.

J. Stachowicz, “The abilities and skills of people (members of a given community, organization,
A. Stachowicz-Stanusch | or social group), their entrenched and shared value systems (...) and social
(2011) networks constituting that community’.

Y. Pan et al. (2023) ‘Material or immaterial resources made available to individuals through all their

strong and weak 'social ties' (e.g., family, close friends, and strangers), including
emotional, informational, and economic support’.

Source: Own study.

Based on the analysis of the definitions of social capital presented in Table 1, it is important
to emphasise the complex and multifaceted nature of this concept. The authors' focus on various
elements allows us to identify several basic ways of understanding it.

Social capital treated as resources and potential has been emphasised in definitions by
authors such as P. Bourdieu (1986), J. Nahapiet and S. Ghoshal (1998), P. Sztompka (2007),
Y. Pan et al. (2023). Researchers emphasise the tangible and intangible resources that
an individual or group derives from participation in social networks. It is therefore important to
locate the individual in a network of connections, as knowing certain people and the type of
relationships maintained can determine access to support and specific benefits. Social capital
understood as networks and relationships is emphasised in the definitions provided by the
OECD (2002), the World Bank (2002), J. Czapinski (2006), J. Stachowicz and A. Stachowicz-
Stanusch (2011). In this context, social capital is treated through the role of social networks,
ties and relational structures, which form the foundation of cooperation between individuals
and groups. These networks may be regulated by norms and values, including those of
an informal nature (e.g. custom). Social capital treated as norms and values has been presented
in the definitions of F. Fukuyama (2003), E. Cox (1995), R. Putnam (1995) and J. Stachowicz
(2005). The authors understand this construct in the context of trust, customs, ethical norms and
the shared values of group members. These elements create a desire to cooperate and
a willingness among individuals to act for the common good of a given group. It should be
emphasised that social capital can be understood as a combination of relationships, social
networks, trust and community values. These elements can be considered the foundations of

cooperation, enabling individuals and social groups to achieve their goals.
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Due to the varying interpretations of social capital by researchers, this construct can be
analysed at the micro, meso and macro levels (Sampson, 1999; Bankston, Zhou, 2002; Halpern,
2005). The micro level is treated by the authors as the individual level (Analia et al., 2020).
The meso level, on the other hand, refers to internal and external relationships within a given
group that enable individuals to achieve their goals. Therefore, social capital should be defined
at the group level (Coleman, 1988). The macro level of social capital refers to a country or
region, together with its social and political environment (Wang et al., 2022).

In conclusion, social capital can be considered a multidimensional construct. It can exist as
a resource within a given organisation and in relations with the external environment.
Therefore, the literature on the subject distinguishes between different levels of understanding
of this concept — micro, meso and macro. In this context, the elements of social capital, such as
relationships, social networks, trust and values, are also extremely important. With this in mind,
it can be concluded that social capital is not only a social category, but also a strategic resource
for organisations. This raises the question: how can this construct contribute to building the
resilience of entities to the challenges and disruptions they face?

According to G. Hamel (2014), resilience is a multidimensional construct comprising
elements such as flexibility, adaptability, resourcefulness and redundancy (Hamel, 2014).
In the literature on the subject, social scientists point out that the issue of organisational
resilience or the resilience of organisations in this field is a relatively new area of interest, which
began to develop in the 21st century (McManus et al., 2007). Due to the diverse understanding
of this term by researchers, Table 2 presents selected definitions of organisational resilience.

Table 2.
Selected definitions of organisational resilience

Author/Authors (year)

Definition

K.E. Weick,
K.M. Sutcliffe (2007)

The ability of an organization to cope with crises, emergencies, and accidents.

J.J. Chrisman et al.
(2011)

The ability of an organization to absorb, respond to, and emerge from situations
that may pose potential threats to its existence.

I. Park et al. (2015)

The capability of an organization's internal systems, manifested in the effective
return to continuity of operations after crises, disruptions, or catastrophic events.

ISO 22316:2017 (2017)

‘The ability to absorb and adapt in a constantly changing environment to meet its
objectives and prosper.’

W. Kahn et al. (2018)

The ability to cope with burdens and continue or improve performance even in
the face of obstacles.

R. Manfield,
L. Newey (2018)

The competencies to face uncertainty, overcome failures, and develop with
greater strength in the face of challenges.

C. Ruiz-Martin et al.
(2018)

‘The measurable combination of characteristics, abilities, capacities or
capabilities that allows an organization to withstand known and unknown
disturbances and still survive’.

The ability to take actions, their outcomes, process flows, the functioning of the

JEIéllllléE?E:r’ (2021) organization and its employees, adopted strategies, or specific types of
performance.

The UK Government ‘The ability of an organisation to achieve intended outcomes through uncertainty,

Resilience Framework disruption and change’.

(2022)

Source: Own study.
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An analysis of the definitions presented in Table 2 leads to the conclusion that most
researchers identify common elements in their understanding of organisational resilience.
An organisation's ability to cope with disruptions, crises or unforeseen events and to continue
or restore continuity of operations is the most frequently emphasised element among the
definitions of this construct presented. The ability to adapt and learn is another recurring aspect.
It allows the organisation to develop and achieve its goals, as well as to survive in the face of
challenges and obstacles. In many definitions, authors emphasise the importance of the
organisation's internal competencies, processes, adopted strategies and employee behaviours.
These factors can be collectively considered the basis for adaptive capacity. It should be
emphasised that this construct is not only treated as a response to a crisis or difficulties.
It is also a strategic element that enables an organisation to function and prosper in a changing
and uncertain environment.

Taking into account the definitions of social capital presented in Table 1 and organisational
resilience in Table 2, it can be concluded that social capital can be considered the basis of
organisational resilience. Empirical research seems to confirm this, as it points to the role of
social capital in building and strengthening trust, cooperation and knowledge exchange within
an organisation (Tanner et al., 2022; Ben-Hador, Yitshaki, 2025). Thanks to this construct,
an organisation is able to respond more quickly in crisis situations, mobilise resources more
effectively and adapt better to changing environmental conditions. Given that organisations
operate in specific communities, it should be emphasised that their resilience also depends on
the stability, integration and adaptation of the social environment. Therefore, researchers in the
field highlight the concept of “community resilience”. This term is understood as a process that
combines a community's network of adaptive capacities with its ability to adjust to reality after
disruptions or adversities (Ahmed et al., 2004; Pfefferbaum et al., 2005). It stems from four
main adaptive capacities that lead to the development of disaster preparedness strategies:
economic development, social capital, information and communication, and community
competence (Notris et al., 2007).

It can therefore be concluded that social capital is an element connecting both levels —
organisational and social. A high level of this construct in the organisation's environment can
enable the development of the entity's ability to adapt to changes. On the other hand, actions
taken by organisations can lead to strengthening the resilience of the community through,
for example, CSR activities or involvement in cooperation with the local community and

institutions.
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3. Methods and Results

The literature review focused on determining the role of social capital and managerial
competence as factors strengthening the impact of relational leadership on organisational
resilience. The review was based on a systematic literature review (Czakon, 2020; Lenart-
Gansiniec, 2021; Carrera-Rivera et al., 2022), aimed at determining the current state of
knowledge in the analysed areas. Basic literature on the subject, as part of this method,
was selected using databases such as Scopus and Web of Science. The selection of publications
was the next step. The following keywords were considered: ‘social capital’, ‘organisational
resilience’ and ‘relational leadership’. The set of publications was expanded by applying the
‘snowball” method. The criteria for selecting the literature were the language of the publication
(Polish and English) and the time period of publication (2004-2024). As a result of the selection
process, a database of publications was created. Bibliometric analysis techniques were also
used. The results were limited to keywords, fields (business, management and accounting,
and social sciences) and document type (articles, conference publications, books and book

chapters).

3.1. Bibliometric Analysis

Based on the Scopus and Web of Science databases, Figure 1 presents an analysis of the

number of publications from 2004 to 2024 on social capital.
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Figure 1. Number of publications on social capital from 2004 to 2024.

Source: Scopus and Web of Science databases.
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Both the Scopus and Web of Science databases show a long-term upward trend in the
number of publications on social capital. The Scopus database indexes significantly more works
than Web of Science, and this difference has become more pronounced since 2010. Despite the
different scales, the dynamics of change in both databases are similar, as periods of growth and
decline occur in parallel. It is worth noting that the number of publications on social capital is
steadily increasing, which indicates the growing importance of this construct in scientific
discourse. Particularly intense growth was observed in 2010-2013 and 2018-2020. This may
indicate an increase in researchers' interest in this topic in the context of the socio-economic
challenges of the time. In the period 2021-2023, there is a noticeable stabilisation and a slight
decline in dynamics, but data from 2024 indicate a rebound in the Scopus database. This may

suggest a return to an upward trend.
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Figure 2. Number of publications on relational leadership from 2004 to 2024.
Source: Scopus and Web of Science databases.

An analysis of the number of publications on relational leadership between 2004 and 2024
in the Scopus and Web of Science databases shows a clear increase in interest in the topic during
the period under review. At the same time, it should be emphasised that the scale of publications
in the Scopus database is significantly higher than in the Web of Science database. In the Scopus
database, the largest increase in publications occurred between 2016 and 2020. After 2020,
however, there was a noticeable stabilisation in the number of publications, which remained at
a high level in subsequent years. An analysis of Figure 2 shows that articles on this topic are
not published as frequently in the Web of Science database. The results of the review of
publications in the Scopus and Web of Science databases suggest that relational leadership is

a developing area in scientific literature.
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Figure 3. Number of publications on organisational resilience from 2004 to 2024.
Source: Scopus and Web of Science databases.

Based on the analysis of the data presented in Figure 3, it can be concluded that
organisational resilience is gaining increasing interest in the scientific community. The Scopus
database shows a clear increase in the number of studies in this area over the last ten years.
In contrast, scientific papers on this topic appear much less frequently in the Web of Science
database. The most dynamic growth in publications in the Scopus database can be observed in
the years 2019-2024, while in Web of Science it can be observed in the period 2018-2022.
It can therefore be concluded that organisational resilience is becoming an increasingly
important area of research. Studies on this issue may be crucial in developing adaptation
strategies in enterprises and risk management policies. The development of research on
organisational culture that promotes adaptability is particularly important in the face of global

uncertainty and the need for enterprises to adapt to changing conditions.

3.2. Relation Leadership and Social Capital in Building Resilience

The literature review reveals a clear sequence through which leadership influences
an organization's ability to withstand shocks. This sequence can be defined as: Relational
Leadership — Social Capital — Organizational Resilience. This pathway is supported by
research indicating that relational leadership behaviors are fundamental to creating the social
processes and networks that constitute social capital (Uhl-Bien, 2006). This social capital,
in turn, has been identified as a critical antecedent that enables organizations to adapt and
persevere through crises (Jia, 2018; Lengnick-Hall et al., 2011). Furthermore, effective
navigation of this entire sequence depends on foundational managerial competencies, such as
emotional intelligence and communication, that provide the practical skills necessary to build
trust and foster collaboration (Yukl, 2012).
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Relational leadership focuses on creating strong, positive connections within
an organization. When leaders act with empathy, communicate openly, and demonstrate
integrity, they directly contribute to the development of social capital (Uhl-Bien, 2006).
This involves strengthening networks through encouraging collaboration that builds a dense
web of relationships, improving communication and resource sharing (Chen et al., 2022).
It also involves building trust through consistent and fair behaviour that fosters a reliable
environment where employees feel secure (Fulmer, Gelfand, 2013). Furthermore, it involves
developing shared values by involving team members in creating common goals that ensure
everyone is working towards the same objectives (Khatoon et al., 2022). In short, the practices
of relational leadership generate the very foundations of social capital: networks, cooperative
norms, and trust (Carmeli et al., 2009).

The social capital created by leadership becomes a strategic asset during times of challenge
(Tanner et al., 2022). When a crisis occurs, an organization rich in social capital is better
equipped to respond effectively because coordination becomes faster as strong relationships
and trust enable employees to collaborate quickly, bypassing slow formal procedures (Tanner
et al., 2022). Problem-solving improves because a climate of trust allows people to openly
discuss problems and experiment with solutions without fear of punishment (Edmondson,
2018). Adaptation is enhanced since employees are more willing to adapt and support necessary
changes when they feel connected to and supported by their leaders and colleagues (Kahn
et al., 2013). Thus, social capital provides the flexibility and collective strength that allows
an organization to absorb shocks, adapt, and continue moving forward (Norris et al., 2008).

For relational leadership to be successful, specific managerial skills are required. These
competencies allow leaders to build social capital effectively. They include effective
communication as the ability to share information clearly and listen to others (Yukl, 2012).
Emotional intelligence involves understanding and managing one's own emotions and
recognizing the emotions of others to build strong relationships (Miao et al., 2017). Conflict
management focuses on resolving disagreements in a way that strengthens, rather than damages,
team cohesion (Rachman, 2021). These skills are the practical tools that enable leaders to
implement relational strategies successfully.

In conclusion, the evidence shows that relational leadership serves as a powerful catalyst
for developing social capital, which in turn forms the foundation of organizational resilience.
The interconnected relationship between these three elements—relational leadership practices,
social capital development, and resilient organizational outcomes—creates a virtuous cycle that
enables organizations to not only withstand disruptions but to emerge stronger from challenges.
The cultivation of trust-based relationships, empathetic communication, and shared
responsibility through specific managerial competencies provides organizations with the
adaptive capacity necessary to navigate complex and uncertain business environments.
This underscores the critical importance of investing in leadership development and
relationship-building as strategic imperatives for sustainable organizational success in today's
volatile world.
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3.3. Case Study Evidence

Real-world examples help to illustrate how this theoretical pathway functions in practice.
Case 1: Microsoft's Renewal through Empathetic Leadership

Under CEO Satya Nadella, Microsoft underwent a significant cultural shift. Nadella
promoted a leadership style based on empathy and a "learn-it-all" mindset, moving away from
a more competitive internal culture (Nadella, 2017).

e Mechanisms: This leadership approach built social capital by increasing trust and
breaking down barriers between departments (Cao et al., 2024). This led to greater
collaboration and knowledge sharing across the organization (Gittell, 2016).

e Resilience Outcome: The increase in social capital allowed Microsoft to pivot
effectively to cloud-based and open-source technologies. The company demonstrated
resilience by adapting its business model to a changing market, driven by its newly
collaborative and agile internal environment (Ali, Begum, 2024).

Case 2: Toyota's Relational Approach to Operational Challenges

The Toyota Production System is famous for its efficiency, but its true strength lies in its
relational foundation. The principle of "Genchi Genbutsu" encourages leaders to go to the
source of a problem and work collaboratively with employees to find a solution (Liker, 2004;
Riittimann et al., 2016).

e Mechanisms at Play: This practice builds powerful social networks and deep trust,
as employees are empowered to identify and solve problems (Liker, Hoseus, 2008).

e Resilience Outcome: This high level of social capital was crucial after the 2011
earthquake in Japan. Toyota's strong relationships with employees and suppliers
enabled a coordinated and rapid response, allowing the company to recover its
production capabilities much faster than anticipated. The collaborative culture was key
to its resilience, demonstrating how relational assets buffer organizations against shocks
(Fujimoto, 2011; Tanner et al., 2022).

4. Discussion

The findings of this literature review robustly support the proposed conceptual model:
Relational Leadership — Social Capital — Organizational Resilience. This discussion
synthesizes these findings, compares them with existing literature, and highlights the new
knowledge contributed by this integrative model.

This analysis confirms that organizational resilience is fundamentally a socially constructed
capability (Tanner et al., 2022), heavily dependent on the quality of internal relationships.
This aligns with the work of Lengnick-Hall et al. (2011), who posited that resilience emerges

from a organization's human and social resources. However, this paper moves a step further by
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delineating the specific causal pathway: relational leadership serves as the primary driver (Uhl-
Bien, 2006) that cultivates the social capital (Nahapiet, Ghoshal, 1998) which, in turn, becomes
the active ingredient of resilience.

The core mechanisms identified—where relational leadership builds social capital through
trust, empathy, and shared responsibility—are consistent with the broader literature on high-
quality connections (Dutton, Heaphy, 2003) and psychological safety (Edmondson, 2018).
Our contribution lies in explicitly positioning these mechanisms as the bridge between
leadership philosophy and tangible resilience outcomes. For instance, the case of Microsoft
under Nadella (Nadella, 2017) demonstrates that a shift towards empathetic leadership directly
fostered the cross-departmental collaboration (a form of social capital) necessary for strategic
agility, a key resilience capability. This finding resonates with studies by Carmeli et al. (2009),
who found that relational dynamics significantly impact an organization's ability to deal with
crisis.

Similarly, the Toyota case (Liker, 2004; Fujimoto, 2011) provides a powerful illustration of
how deeply embedded relational practices create a reservoir of social capital that can be drawn
upon in a crisis. This supports the notion of resilience as a pre-positioned capacity, built during
times of stability, rather than a reactive response (Weick, Sutcliffe, 2007). Our model clarifies
that this capacity is stored within the organization's relational fabric, which is woven by its
leaders.

A key insight from our analysis is the critical enabling role of managerial competencies.
While the concepts of relational leadership and social capital can seem abstract, we have
identified that they are operationalized through tangible skills like emotional intelligence (Miao
et al., 2017), effective communication (Yukl, 2012), and conflict management (Rahim, 2003).
This provides a practical answer to the "how" question for practicing managers, a area often
underemphasized in purely theoretical discussions of social capital.

What is new in our research? While others have explored pairs of these concepts
(e.g., leadership and resilience, or social capital and resilience), this article's originality lies in
integrating all three into a single, testable pathway. It provides a clear framework that explains
how leadership behaviors, via specific competencies, generate the social resources that enable
resilience. This model offers a more granular understanding than previous studies, moving from
correlation to a proposed causation.

The primary limitation of this research is its conceptual nature, as it is based on a synthesis
of existing literature rather than new empirical data. Therefore, the proposed relationships,

while strongly supported by theory and case evidence, require quantitative validation.
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5. Conclusions

This study makes several important contributions. Theoretically, it offers a novel, integrated
model that clarifies the sequential relationship between relational leadership, social capital, and
organizational resilience (Uhl-Bien, 2006; Tanner et al., 2022). It offers significant refinement
to the understanding of how organizational resilience is cultivated. By identifying social capital
as the central mediating variable (Nahapiet, Ghoshal, 1998), the model moves beyond
establishing correlation to proposing a specific causal mechanism. It clarifies the "black box"
between leadership and resilience, suggesting that the influence of relational leadership is not
direct but is channeled through the social fabric of the organization. This positions social capital
not merely as a beneficial byproduct of good leadership, but as the critical generative
mechanism for adaptive capacity (Lengnick-Hall et al., 2011). This insight enriches the
resource-based view of the firm by categorizing social capital as a valuable, rare, and difficult-
to-imitate strategic resource that is foundational to a firm's ability to survive and thrive in
volatile environments. Furthermore, the model elevates relational leadership from a peripheral
"soft skill" to a strategic imperative, arguing that its function in building this social resource is
essential for long-term organizational viability (Carmeli et al., 2009).

For practice, the implications are significant. The findings suggest that building a resilient
organization is less about drafting elaborate contingency plans and more about investing in
leaders and the social fabric of the company.

e Develop Relational Leaders: Organizations should invest in training programs that
develop competencies like communication, empathy, and collaboration in their leaders
and managers.

e Promote a Collaborative Culture: Companies should create structures and incentives
that encourage teamwork, knowledge sharing, and strong inter-departmental
relationships.

e Value Social Assets: Leaders must recognize that trust and strong networks are critical
strategic assets that require ongoing investment and protection.

This article is a conceptual analysis based on a review of existing literature.

As such, the proposed relationships would benefit from further empirical testing. Future
research should:

e Empirical Verification: Future studies should develop quantitative methods to
measure the strength of the links in the proposed model. Structural Equation Modeling
(SEM) could be used to test the mediating role of social capital.

o Contextual Factors: Research is needed to investigate how industry type,
organizational size, or national culture might influence the strength of these

relationships.
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o Longitudinal Studies: In-depth longitudinal case studies could provide richer insights
into how these dynamics play out during the entire lifecycle of a real-world
organizational crisis.

o Exploring Contingencies: Future work could explore potential barriers or
contingencies that might disrupt this pathway, such as severe resource constraints or
extreme external pressure.

By building on this conceptual model, future studies can provide deeper, evidence-based

insights into how organizations can systematically build the human and social foundations for

lasting resilience in an increasingly volatile world.
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