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ABSTRACT

This study examined relationships between followers’ shared visions, their use of their leader’s
vision and their own emotional commitment to the vision, and customer and employee satisfaction,
simultaneously taking into account vision communication on the leader’s part, in one hundred and
eleven retail apparel stores. All were directly associated with customer and employee satisfaction.
Among a few studies endorsing the critical role of followers in modern organizations, the study
suggests important managerial implications for aspiring leaders.

INTRODUCTION

leadership sphere (Avery, 2004). The follower role in a visionary leadership process has been largely

overlooked by researchers (Daft, 2005; House & Aditya, 1997; Howell & Shamir, 2005). The
visionary leadership process here is defined as one through which a leader formulates a vision, communicate it to
his/her followers who then share and become emotionally committed to the vision, and use the vision to guide their
daily operations for the attainment of the vision.

@ esearch into leadership has traditionally focused on either individual leaders or the broad strategic

Two follower variables are identified in the literature: followers’ use of their leader’s vision to guiding daily
operations and followers’ emotional commitment to the vision. Exploring the follower variables without taking into
consideration how a vision is communicated to and shared by followers would oversimplify the situation. Therefore,
both vision communication and shared vision are taken into account in this study.

Although the complex chain of relationships among follower emotional commitment to vision, follower use
of vision to guide, vision communication, shared vision, and performance outcomes are little understood, thirteen
hypotheses were developed and tested to explore the relationships in retail stores in Sydney, Australia. Customer and
employee satisfaction were adopted as two performance outcomes. The literature review for each relevant variable is
discussed below. Research methodology, findings and future research directions are also discussed.

DEFINING VISION

Although leadership with vision as a core component has been said to positively impact organizational
performance (e.g. Bass, 1990; House & Aditya, 1997; Isenberg, 1987; Maccoby, 1981), research into it is complicated
by a lack of clear vision definitions (Kantabutra & Avery, 2002). Avoiding the confusion, Baum, Locke, &
Kirkpatrick (1998) accepted the “vision” as defined by each leader, arguing that it is the leader’s actual vision that
guides his/her behavior. This approach was adopted in this study because each leader develops a vision in his/her own
way (Nanus, 1992) with a different leadership style and vision content, and operating context also varies widely
(Westley & Mintzberg, 1989). Thus, it serves the exploratory purpose of this study to consider the effects of visionary
tools that the leader actually employs, rather than adopting a possibly unrelated theoretical definition.
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DEFINING A SHARED VISION

A vision shared between leader and followers has been widely regarded as a key to outstanding performance
(e.g. Bass, 1985; House & Aditya, 1997; Howell & Shamir, 2005; Senge, 1990). Without a shared vision, the leader
will find it difficult to induce his/her followers to work toward desirable common goals. From a New Science
perspective (Drath, 2001), that effective leadership requires an alignment between leader and followers underlines the
importance of the aligning and sharing of visions held by organizational members.

The literature review identifies two essential components of a vision: Vision attributes and content. In a
shared vision, attributes and content should be common, because both reflect common future directions between
leader and followers of an organization.

Vision Components

In terms of vision attributes, scholars appear to disagree about the qualities necessary for a vision to create a
positive impact on performance outcomes (see details in Kantabutra & Avery, 2002). From the different qualities
proposed for visions, commonalities have been identified for use in this study: brevity, clarity, future orientation,
stability, challenge, abstractness and desirability or ability to inspire (Avery, 2004). In his effort to develop a vision
theory, Kantabutra (2003) asserted that the seven vision attributes are required to interact with each other to impact
overall organizational performance initially through organizational members.

There is no common agreement on effective vision content in the literature, and many leaders even have
difficulty explaining how they arrived at their vision (Nanus, 1992). However, Westley and Mintzberg (1989) stated
that the strategic content of a vision may focus on products, services, markets, organizations or even ideals. A
successful vision appears to take into account industry, customers, and an organization’s specific competitive
environment in identifying a unique competitive position in the industry (Pearson, 1989), ideally differentiating the
content across visionary organizations (Collins & Porras, 1994).

In this study, customer and employee satisfaction imageries were adopted as vision content, because it was
expected that the more store managers envisaged satisfying customers and employees, the higher the customer and
employee satisfaction would be.

Therefore a shared vision was defined in this study as the similarity in the personal visions of a store manager
and his/her employees, in terms of the seven vision attributes and content. This similarity was statistically assessed,
the discussion of which will be in the following Method section.

DEFINING VISION COMMUNICATION

In developing a shared vision, leaders are preached to skilfully communicate their vision to their followers so
that they will accept and share the vision, be emotionally committed to the vision, and use the vision to guide business
activities within their roles and responsibilities. This is the reason vision-based leadership theories emphasize the
importance of communicating a vision in bringing about superior performance outcomes (e.g. Bass, 1985; Bennis &
Nanus, 1985; Conger & Kanungo, 1987; Cowley & Domb, 1997; House, 1977; Kouzes & Posner, 1987; Locke,
Kirkpatrick, Wheeler, Schneider, Niles, Goldstein, Welsh, & Chah, 1991; Nanus, 1992; Tichy & Devanna, 1986).

Bennis and Nanus (1985) endorsed the importance of getting an organization to accept and support a vision
by communicating the vision in a variety of ways, both written and orally. Moreover, the importance of a leader’s
inspiring followers through speeches and pep talks that get them to work toward a vision was also underlined (Bass,
1985; Tichy & Devanna, 1986). Conger and Kanungo (1987) as well as Locke et al. (1991) proposed that leaders must
use their personal communication skills, including speaking and listening skills, to articulate a vision to followers.

In addition, many organizational communication authors have suggested that technological developments are
creating cheaper, more accessible, and more varied channels of communication (e.g. Pace & Faules, 1994,
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Ruchsinskas, Svenning, & Steinfield, 1990; Witherspoon, 1997). These communication channels include, for
example, electronic mail, videoconferencing, voice messaging, fax, chat rooms, and electronic bulletin boards. These
media are, therefore, also possible channels for leaders to communicate their vision directly to followers.

Therefore, vision communication in this study was defined as the degree to which a store manager
communicated his/her vision to his/her employees through spoken, written and technology-mediated channels.

DEFINING FOLLOWER FACTOR

Although visionary leadership can occur at all levels of an enterprise, authors tend to focus on top leaders
who capture the hearts and minds of their followers with their images of some desired future state (Avery, 2004).
These exceptional leaders are expected to communicate a clear vision of the future because their power depends on
acceptance, sharing and emotional commitment to the vision by followers. Followers’ reactions to the vision, in terms
of use, implementation, and emotional commitment are essentially central to translating the leaders’ vision from
words into actual behavior throughout the organization. From the few authors discussing follower roles in the
visionary leadership process, the following variables emerged: the vision guides followers’ work (Conger & Kanungo,
1988; Lipton, 1996); and followers are emotionally committed to the vision (Collins & Porras, 1994; House &
Shamir, 1993; Lipton, 1996). Each is discussed below.

Use Of Vision To Guide

Followers of a visionary leader are expected to be proactive, have a responsibility to participate in the group,
work towards the vision and make their voices heard in influencing what is accomplished (Avery, 2004). In doing so,
followers’ use of their leader’s vision in guiding their work is important to bring about desirable performance
outcomes (e.g. Conger & Kanungo, 1988; Lipton, 1996; Senge, 1990; Sergiovanni, 1990; Shamir, House, & Arthur,
1993). One function of a vision is to facilitate decision-making, initiative, and discretion by followers at all levels
(Yukl, 1998). Knowing the organization’s central purpose and objectives helps the followers to determine what
behavior that is appropriate, important or trivial. A good vision must “grab people in the gut” and motivate them to
work toward a common end (Collins & Porras, 1991), and allow each organizational member to act independently but
in the same direction. Therefore, whether and how followers use the vision to guide their work could impact
individual and collective performance outcomes.

Vision guiding was defined in this study as the extent to which an employee uses his/her store manger’s
vision to guide his/her daily operations.

Emotional Commitment To Vision

A powerful vision helps followers believe that they can be effective, and that there is a better future they can
move to through their own affective commitment and actions (Daft, 2005). Vision is indeed an emotional appeal to
fundamental human needs and desires — to feel important and useful, to believe ones can make a real difference in the
world (Bennis & Nanus, 1985). Realizing this, visionary leaders obtain their considerable power from, among others,
their appealing vision and followers’ emotional attachments to the vision (Shamir et al., 1993).

Followers’ emotional commitment to their leader’s vision is considered necessary for a vision to take effect,
because when followers are committed, they tend to be willing to work toward the vision (Collins & Porras, 1994;
Lipton, 1996; Shamir et al., 1993). Vision really inspires people by transcending the bottom line (Nanus, 1992). When
followers are emotionally committed, they are most likely to be willing, even eager, to commit voluntarily and
completely to something that enables their own organization to grow and progress (Nanus, 1992). Therefore, whether
and how followers are emotionally committed to their leader’s vision could influence individual and collective
performance outcomes.

Emotional commitment was defined in this study as the extent to which an employee believes in his/her store
manager’s vision and does whatever it takes to achieve the vision. Since followers’ use of their leader’s vision to
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guide their operations and their emotional commitment to the vision can theoretically influence performance
outcomes, both variables form the Follower factor in this study.

CUSTOMER AND EMPLOYEE SATISFACTION

Customer and employee satisfaction were adopted in this study as performance outcomes because they are
more responsive to leaders’ behavior within the short time frame of the study than financial measures, and were not
difficult to obtain from small businesses. Moreover, both customer satisfaction (e.g. Bird, 1995; Gates, 2000; Sitzia &
Wood, 1997) and employee satisfaction (e.g. Anderson, 1984; Barbin & Boles, 1996; Tompkins, 1992) have been
cited as leading performance indicators in various business organizations. Employee satisfaction is also considered
closely related to customer satisfaction (e.g. Atchison, 1999; Faye & Diane, 1995). This is attributed to customer
satisfaction or dissatisfaction developing when a customer comes in contact with employees (Evans & Lindsay, 1996).
Customer satisfaction is additionally said to be a leading indicator of other critical measures of business performance
such as customer loyalty, profit, market share, and growth (e.g. Anderson, Fornell, & Lehman, 1994; Bolton & Drew,
1991; Buzzell & Gale, 1987).

Employee satisfaction was measured by the six components of job satisfaction developed by Slavitt, Stamps,
Piedmont, & Hasse (1986). Customer satisfaction was measured by 14 items of customer satisfaction developed by
Hackl, Scharitzer, & Zuba (2000). Since customer and employee satisfaction are significantly correlated, vision
communication, shared vision and the Follower factor were tested against each performance outcome separately to
prevent autocorrelation effects.

HYPOTHESES

Relationships among shared vision between leader and followers, vision communication, follower use of
vision to guide, follower emotional commitment to vision, and employee and customer satisfaction are complex and
not yet well understood. Figure 1 depicts a model tested in this study that proposes links between shared vision, vision
communication, the Follower factor, and employee satisfaction derived from the literature. According to the literature,

| expected that vision communication, shared vision, and the Follower factor created direct and positive impact on
employee satisfaction.

Figure 1: Vision Communication, Shared Vision, and Follower Factor — Employee Satisfaction Path Model.
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Similarly, Figure 2 depicts a model proposing links between shared vision, vision communication, the
Follower factor, and customer satisfaction derived from the literature, using variables relating to the retail sector.
Since vision is communicated to employees, and it is the employees who are emotionally committed to the vision and
use the vision to guide, it is very unlikely that these variables will create any direct effects on customers. Therefore, |
expected that these variables created indirect effects on customer satisfaction instead.

Figure 2: Vision Communication, Shared Vision, and Follower Factor — Customer Satisfaction Path Model.

m sxsmeinns Indivect effect path

Vision
Communication,” ™~

G Y
Follow er Factor )+~ .
* Government
Iniervention
* Changes in the Business
» Industry

Based on the two models, the following hypotheses were formed. All hypotheses are directional because the
literature emphasizes that shared vision, vision communication, and followers espousing a vision create a positive
impact on performance outcomes.

H.:  Customer satisfaction is higher in stores with a manager having a vision.

H,:  Employee satisfaction is higher in stores with a manager having a vision.

His:  There is a positive correlation between vision communication and customer satisfaction.

H,:  There is a positive correlation between vision communication and employee satisfaction.

Hs:  There is a positive correlation between shared vision and customer satisfaction.

He:  There is a positive correlation between shared vision and employee satisfaction.

H;:  There is a positive correlation between the Follower factor and customer satisfaction.

Hg:  There is a positive correlation between the Follower factor and employee satisfaction.

Ho:  Vision communication, shared vision, and the Follower factor are directly associated with enhanced employee
satisfaction.

Hiy:  Vision communication, shared vision, and the Follower factor are indirectly associated with enhanced
customer satisfaction.

Since Hallinger and Heck (1998) stress the need for leadership research to investigate causal relationships
that may be multi-directional and non-linear, | also investigated possible reciprocal effects among these variables in
the pursue of understanding the complex chain of relationships among them.

First, one may argue that vision communication, shared vision and employee satisfaction can also influence

employees’ use of their store manager’s vision to guide daily operations and their emotional commitment to the store
manager’s vision. For example, where a store manager communicates his vision, employee satisfaction is likely to
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increase. This affects emotional commitment to the manager’s vision, which in turn is likely to drive actual use of the
vision in one’s work. Therefore, the following hypothesis was formed to test this alternative relationship.

Hyi: Vision communication, shared vision and employee satisfaction are directly associated with enhanced Follower
factor.

Second, one may argue that vision communication, the Follower factor and employee satisfaction can
influence the extent to which employees share their store managers’ vision. In other words, when a store manager
communicates his/her vision and his/her satisfied employees are committed to the vision and use the vision to guide
their work, a vision will be more shared. Accordingly, the following hypothesis was formed to test this relationship.

Hyo: Vision communication, employee satisfaction, and the Follower factor are directly associated with more
shared vision.

The last reciprocal relationship proposed in this study is one between the Follower factor, shared vision, and
employee satisfaction, and vision communication. It was expected that when emotionally committed, satisfied
employees used their store managers’ vision to guide their work, the store managers would feel comfortable to
communicate their visions more frequently. Therefore, the following hypothesis was formed.

Hi:  Employee satisfaction, shared vision and the Follower factor are directly associated with more frequent vision
communication.

METHOD

External factors were controlled in this study by conducting it in a specific retail industry, at a specific period
in time. The sample was drawn from apparel stores in Sydney, Australia, that sell brand-new, finished clothing
products for individual use. Both independent stores and those belonging to a parent company were sampled.

Nineteen major shopping centers were selected and all qualifying stores approached. Of these, 111 stores
(70%) agreed to participate, with 48 stores (30%) declining. From the participating stores, store managers, and up to
three employees and three customers were interviewed.

Store managers refer to those fulltime store employees who manage their own stores and are stationed there
daily. One hundred and eleven store managers participated in the survey. The 148 employees interviewed include
fulltime, parttime and casual employees working under the store managers, and the 214 customers surveyed were
individuals who were observed buying a product or service during a researcher’s visit. The average number of
employees sampled per store was 1.3, ranging across the stores from one to three employees per store. The average
number of customers sampled per store was 1.3, ranging from one to three employees per store. The average number
of customer sampled per store was 1.9, ranging across the stores from one to three employees per store.

Data Collection And Analysis

Separate questionnaires were used for store managers, employees and customers. A nine-point ordinal scale
underlay all questionnaire items measuring all measurement domains, but the shared vision which is discussed next.
Three trained researchers interviewed store managers and their employees and customers. The response rate of the
store manager respondents was 70%. Response rates for employees and customers were 44% and 64% respectively.

The store manager questionnaire collected demographic and vision data, including asking the store managers
whether they had a vision for their stores. If they did, they were asked to write down their vision statements. The
employee questionnaire asked about vision communication from their store manager, their use of vision to guide and
emotional commitment to the store manager’s vision. They were also asked if they had a personal vision for their
store. If they did, they were asked to write down their personal vision statements. Employees also responded to the six
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components of job satisfaction. The customer questionnaire collected data on the 14 items measuring customer
satisfaction with services at the store.

Convergent and discriminant validity for vision communication and Follower factor domains were
sufficiently represented (p < 0.05), although some subvariables designed to measure one construct correlated with
other subvariables intended to measure other constructs. This is possible because convergent and discriminant validity
are never all-or-nothing constructs, making it impossible to “prove” the construct validity of a measured variable
(Stangor, 1998).

All scales associated with the Follower factor, vision communication and customer & employee satisfaction
were unidimensional (coefficient values > 0.3, see Taris & Bok, 1998). All scales indicated reliability values
exceeding, or very close to, 0.8 (Fornell & Larcker, 1981), with an exception of the Follower factor which had a
relatively weak Alpha value of 0.52. By convention, one-tailed tests were adopted at the 5% level of significance for
testing all hypotheses.

Deriving Shared Vision Value

Kantabutra’s (2003) approach was adopted to determine the shared vision value. Vision statements from both
store manager and employee respondents were rated on a five-point ordinal scale by three trained independent raters,
using the definitions that were derived from Baum (1996, p.193). A score of five indicates the highest degree of the
presence of a vision attribute or content imagery in the vision statement, while a score of zero indicates the absence of
a vision attribute or content imagery.

The shared vision value is a score that indicates how similar the personal visions reported by employees were
to the vision reported by their store manager, in terms of the seven vision attributes and two vision content
components. The vision rating process described above yielded seven attributes and two imagery scores for each
vision from each store manager and employee.

Of the 81 stores with a vision, 43 (53%) had one employee who reported having his/her own vision. These
personal vision scores were used in the shared vision calculation. In eight (9.9%) stores reporting a vision, two or
more employees provided a personal vision. In stores where multiple visions were found, employee vision scores were
averaged to find a representative vision score for the shared vision calculation. Although employees who claimed to
have no personal vision did not report having goals in conflict with their store manager’s vision, this does not mean
that they shared their store manager’s vision either. Therefore, data from employees without a vision were excluded
from the shared vision calculation.

After each of the nine averaged employee vision scores was calculated, the nine store manager vision scores
and the nine employee vision scores were correlated for each store. Each resulting correlation value in turn formed a
shared vision score for its respective store. Interrater reliability was 0.98, indicating sufficient reliability (Fornell &
Larcker, 1981). All vision scales indicated reliability values exceeding 0.8, a guideline for acceptable reliability
(Fornell & Larcker, 1981).

RESULTS (r and B values available upon request)

Store managers had been with the stores for 3.39 years on average. Employees consisted of full-time (30% of
respondents), part-time (23%), and casual (47%) respectively, and had worked in their stores for an average of 2.64
years. Stores averaged 6.29 employees in total, including 2.34 full-time, 2.47 part-time, and 4.35 causal employees.
Among the 111 stores, 81 (73%) store managers reported having a vision for their store. Examples of store manager’s
visions are shown in Table 2. Averaged total scores and pooled standard deviations for the major dependent and
independent variables are presented in Table 1.
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Table 1: Means and Standard Deviations for Major Variables.

Descriptive Statistics

N Range Mean Std. Deviation
STO_VCOM 83 24.00 14.3855 542315
Shared Vision 39 142 4210 .35765
STO_FF 84 34.00 | 29.8810 7.07176
TSTF_SAT 111 70.00 | 75.6757 15.02795
TCUS_SAT 111 68.00 | 95.0360 15.35100
Valid N (listwise) 38

Table 2: Examples of Store Manager Vision Statements.

Store Manager Vision Statements

To be known as the most interesting store th Sydney.

To hawe a fiun & productive worle environment for both staff and customers with
complete customer satisfaction.

To get all staff to the same level of competency as to achieve mammum sales. Also for
every customer to enjov thewr shopping experience to result in repeated customers.

Become one of the well-known fashion store i Sydney.

To masarmze my clientele and provide the best service and prices.

To create an open, warm, and fiendly environment where people are not pressured, but

can enjoy themselves whilst mammtaning a professional service approach.

All following hypotheses were tested at p < 0.05. In testing Hypotheses 1 and 2, chi-squared values indicated
significant associations between overall customer and employee satisfaction, and stores with a manager having a
vision (% = 34.72 and 15.69 respectively). Hypothesis 3 was tested using correlation, yielding no signification
relationship. Similarly, Hypothesis 4 was tested, resulting in a significant, positive relationship between vision
communication and employee satisfaction. In testing Hypotheses 5 and 6, significant, positive relationships were
found between shared vision and both customer and employee satisfaction.

In testing Hypothesis 7, the correlation analysis performed between the Follower factor and customer
satisfaction, revealed no significant relationship. In testing Hypothesis 8, a correlation analysis between the Follower
factor and employee satisfaction suggested a positive relationship.

In testing Hypothesis 9, a regression analysis was performed, revealing three direct, significant relationships
between vision communication, shared vision, and Follower factor, and employee satisfaction. However, the
hypothesis was rejected because a negative relationship was found between vision communication and employee
satisfaction. Similarly in testing Hypothesis 10, a regression analysis was performed, revealing three direct significant
relationships between vision communication, shared vision, and Follower factor, and customer satisfaction. Since the
relationship between vision communication and customer satisfaction was negative, the hypothesis was rejected.

In testing Hypothesis 11, a regression analysis was performed, revealing two significant, direct relationships

between vision communication and employee satisfaction, and enhanced Follower factor. However, the hypothesis
was rejected because shared vision was not significantly associated with the Follower factor. In testing Hypothesis 12,
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a regression analysis was performed, revealing a significant, direct relationship between employee satisfaction and
enhanced shared vision. However, the hypothesis was rejected because vision communication and the Follower factor
were not significantly associated with shared vision.

In testing Hypothesis 13, a regression analysis was performed between the Follower Factor, employee
satisfaction, and shared vision, and vision communication. It reveals two significant relationships between the
Follower factor and employee satisfaction, and vision communication. Therefore, the hypothesis was rejected because
there was no significant relationship between shared vision and vision communication, and the relationship between
employee satisfaction and vision communication was negative.

In conclusion, Hypotheses 1 — 2 were accepted. Hypothesis 3 was not accepted, while Hypothesis 4 was.
Hypotheses 5 — 6 were both accepted. Hypothesis 7 was not accepted, while Hypothesis 8 was. Hypotheses 9, 10, 11,
12 and 13 were not accepted, although they were partially supported.

DISCUSSION

To demonstrate the complex relationships of the observed variables, the Discussion section is divided into
two subsections: Discrete and Simultaneous Effects.

Discrete Effects

As anticipated, that stores with a manager having a vision are associated with enhanced customer and
employee satisfaction (H;, H,) supports prior claims in the literature that espousing a vision creates positive effects on
performance outcomes (e.g. Bass, 1990; House & Aditya, 1997; Isenberg, 1987; Maccoby, 1981). Looking more
closely at the results, store managers who communicated their vision to their employees are correlated with enhanced
employee satisfaction (H,), lending broad support to the vision-based leadership theories that vision communication is
critical to employee satisfaction and other performance outcomes (e.g. Hewitt Associates, 2001; Kotter, 1995; Lipton,
1996). There is no significant correlation between vision communication and customer satisfaction (Hs) here however.
This suggests that store managers communicating their vision to employees per se do not have any effect on customer
satisfaction.

In terms of shared vision, it is interesting that the more store managers and their employees sharing a vision,
the higher both customer and employee satisfaction (Hs, Hg). A shared vision between a leader and his/her followers is
indeed critical to overall organizational performance since both customer and employee satisfaction are usually highly
correlated, and customer satisfaction frequently bring about superior overall performance (Anderson, Fornell, &
Lehman, 1994; Bolton & Drew, 1991; Buzzell & Gale, 1987). This finding also endorses many views about the
importance of the congruence between leader and follower visions (e.g. Bass, 1985; Drath, 2001; Hallinger & Heck,
2002; Senge, 1990).

In testing the relationships between the Follower factor, and customer and employee satisfaction, the results
indicate that the more employees used their store manager’s visions to guide their daily operations and the more they
were emotionally committed to their store manager’s visions, the higher their own satisfaction (Hg). One explanation
for this may be because the Australian retail industry was going through significant change and disruption (Australian
Retailers Association, 2001), employees therefore might be looking for a direction. Given a desired vision or strategic
direction, employees might be clear and emotionally committed to the long-term direction of their organization.
Therefore they acted within their roles and responsibilities to turn the vision into reality. In doing so, they were not
confused by the fast changing environment. This might enhance their satisfaction. This finding also accentuates the
role of vision as a navigator in times of change because vision is said to possess potent orienting capacities (Davis &
Meyer, 1998). The finding also lends broad support to the views that: (a) followers’ use of their leader’s vision as a
guide in their work is important to organizational performance (e.g. Conger & Kanungo, 1988; Lipton, 1996; Senge,
1990); (b) a vision can facilitate decision-making, initiative, and discretion by followers (Yukl, 1998).
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Given that the Follower factor was not significantly correlated with customer satisfaction (H-), it can be
interpreted that both employees’ use of vision to guide daily operation and their emotional commitment to their store
managers’ vision alone do not have any effect on customer satisfaction. This relationship will be discussed further in
the following subsection.

Simultaneous Effects

In further testing for simultaneous effects from vision communication, shared vision and the Follower factor
on employee satisfaction (Hy), all three variables rendered significant, direct effects upon employee satisfaction —
although only vision communication rendered a negative effect. To explain the phenomenon that both shared vision
and the Follower factor created positive effects on employee satisfaction, | suspect that work is an activity during
which cognition about a goal to be achieved and affective commitment of an employee are strongly related. Therefore,
the congruence between the store manager’s vision communicated to his/her employees and employees’ personal
visions about this goal may facilitate that employees engage their emotion to carry the goal outside. Moreover, this
shared vision finding also lends support to an assertion that the congruence between vision of a manager and those of
his/her employees is a condition necessary for the satisfaction of employees so that their work remains related to the
vision (e.g. McClelland 1985a, 1985b quoted by House, Spangler & Woycke, 1991).

On contrary to the views expressed by many scholars and prior empirical evidence in the literature, vision
communication was found to create a negative effect upon employee satisfaction, where shared vision and the
Follower factor were simultaneously taken into account. It must be pointed out here that vision communication was
positively correlated with employee satisfaction in the prior correlation analysis (H,). Clearly, the effects from shared
vision and/or the Follower factor influenced the direction of vision communication effect in the regression analysis.
One explanation is that when employees already share their store managers’ vision and are already emotionally
committed to and using the vision, store managers who still communicate their vision to them might decrease
employee satisfaction. Employees might be upset by too much vision communication. Therefore, future research
needs to identify the optimal level of vision communication in such a context.

The most notable discovery of this present study is when vision communication, shared vision and the
Follower factor were significantly directly associated with customer satisfaction (Hy), although vision
communication and the Follower factor were not significantly correlated with customer satisfaction in the prior
correlation analyses (Hs, H-). Future research may want to explore whether it is the shared vision, as it appears to be
at first glance, that enables the significant direct effects from vision communication and the Follower factor on
customer satisfaction.

Looking at alternative causal directions, it was found that vision communication and employee satisfaction
were drivers of the Follower factor (Hy;). In other words, the more store managers communicate their vision, the more
employees are satisfied, the more the employees would be emotionally committed to their store managers’ vision, and
use the vision to guide their daily operations. On the contrary to what common senses might suggest, a shared vision
had no role in bringing about employee emotional commitment and the use of vision as a guide in this study.

In testing for reciprocal effects from vision communication, employee satisfaction, and the Follower factor
on shared vision (Hy), employee satisfaction was the only significant variable in the regression analysis. It can be
interpreted that the more employees are satisfied with their work and relationship with their manager, the more a
vision can be shared. One explanation for this is that employees who are satisfied with their jobs and/or their
relationship with their manager, more easily accept and share their manager’s vision. This is akin to Howell and
Shamir’s (2005) concept of a personalised relationship with a leader. Some employees become emotionally attracted
to the leader as person, and then become influenced by the leader’s vision. Under a socialized view of attachment,
employees are attracted to workplaces where they share the vision and values of the leader (Howell & Shamir, 2005).

The regression analysis also reveals that the Follower factor and employee satisfaction were drivers to vision

communication (Hys), although employee satisfaction is not an additive factor to vision communication. How can
decreased employee satisfaction, higher emotional commitment to vision and more frequent use of vision to guide
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explain variation in vision communication? One explanation is that when employee satisfaction is relatively low, the
emotionally committed employees who use the vision to guide may appear to their store manager to need a
reconfirmation of direction. Therefore, the store manager might increase the frequency of vision communication on
his part, which spirally and negatively affects employee satisfaction. Clearly, this proposition needs further testing.

In conclusion, vision communication, shared vision, and the Follower factor had reciprocal relationships with
employee satisfaction. Taking into account shared vision and the Follower factor, the reciprocal relationship between
vision communication and employee satisfaction was negative, while the reciprocal relationships between shared
vision and the Follower factor, and employee satisfaction were positive. Vision communication, shared vision, and the
Follower factor had direct relationships with customer satisfaction, although only the one between vision
communication and customer satisfaction was a negative one.

FUTURE RESEARCH DIRECTIONS

Like many other studies, this present study is not without any limitation. First, the Follower factor reliability
was relatively low. Future research may want to include other items to the measurement scale to enhance the
reliability (see Kelly, 1992). It must be noted that the low reliability could also be a methodological artifact of the
relatively low employee response rate. Therefore, future research needs to be aware of this limitation. In terms of the
shared vision value, future research may opt to ask employee respondents to indicate the extent to which they share
their leader’s vision. This approach may offer a more reliable and meaningful value of shared vision.

In terms of vision communication and the Follower factor, this study only indicates their importance to both
employee and customer satisfaction. However, the study does not explain how a vision is communicated, how
employees become emotionally committed to the vision and how they use the vision to guide their work. In particular,
how follower reactions to the vision contribute to other performance outcomes (e.g. profits) is still little understood.
Another opportunity for future research is pointed out here.

Future researchers may take into account other vision content in examining employee use of vision to guide
and employee emotional commitment to vision. Some qualities in a vision might be easier to gain emotional
commitment from employees and be used by them than others.

CONCLUSION

Employees’ personal visions shared with their store manager’s vision, their emotional commitment to their
store manager’s vision, and their use of their store manager’s vision to guide daily operations were directly associated
with both customer and employee satisfaction, simultaneously taking into account the effect from vision
communication on the store manager’s part. Although vision communication was directly associated with customer
and employee satisfaction, it was for negative ways. Reciprocal relationships among vision communication, shared
vision, employee emotional commitment and use of vision to guide, and employee satisfaction were also found.
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