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ABSTRACT 

 

Corporate leaders are exhorted to espouse vision, but little is known about how vision is realized 

by leaders at different levels in Southeast Asian service sector. The present study tests 

relationships between perceived vision communication, motivation of employees and 

organizational alignment among supervisors, and satisfaction of their immediate subordinates at 

a headquarters branch of one of Southeast Asia’s leading hotel and resort groups.  Motivation of 

employees directly predicts improvements in employee satisfaction. Aligning organizational 

systems is negatively correlated to perceived motivating behavior among hotel supervisors. 

Surprisingly, vision communication has no significant relationship with employee satisfaction. 

Future research directions and managerial implications are discussed.  
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INTRODUCTION 

 

eadership researchers are divided into two groups when it comes to considering the universality of new 

leadership theories, such as the prevailing vision-based leadership theories. While the etic proponents 

argue that new leadership theories are universal, the emic ones argue it to be culture specific. Even 

though the first group dominates the second with many theoretical and empirical supports (Hetland and Sandal, 

2003), the studies which take the etic approach are questioned by researchers about the legitimacy of the belief of 

the universality of leadership. Empirically, many cross-cultural studies have also supported that leadership is a 

culture bound concept and culturally unique or at least that considerably distinctive leadership constructs certainly 

exist (Jayakody, 2008). 

 

In Southeast Asia, a few reported studies have attempted to culturally validate the new leadership theories. 

Simply limited to East Asia (Boehnke, Bontis, Distefano and Distefano, 2003; Dorfman and Howell, 1997) or Israel 

(Popper and Druyan, 2001; Popper and Sleman, 2001) and Iran (Javidan and Carl, 2004), many of the cross-cultural 

studies that claim to be conducted in “Asia” or “The East” do not apparently appear to cover Southeast Asia.  Yet 

the results have been used to deliberately generalize new leadership theories to the entire Asia.  This is a premature 

generalization because Southeast Asian countries are indeed significantly different from East Asian countries and 

the Middle East in many respects, i.e. level of economic development, religion and cultural values (Gupta, Surie, 

Javidan and Chhokar, 2002), despite the fact that Southeast Asia belongs to the so-called Asian cultures. Therefore, 

the generalization of the new theories to Southeast Asia is highly questionable, indicating an urgent need to validate 

the new leadership theories in Southeast Asia. 

 

Given an urgent need to validate the new leadership theories in Southeast Asia, the present study 

contributes to enhancing our understanding about the extent to which Vision-based leadership can be used to explain 

leadership phenomenon in Thailand. Derived from a literature review, a structural model, relating vision realization 

factors to employee satisfaction, is developed and tested in a luxury hotel in Bangkok to determine their 

effectiveness. Findings and managerial implications are discussed. 

 

L 
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VISION REALIZATION 
 

Moving toward the new leadership theories, the emphasis on leadership thoughts has since the 1980s 

shifted from traits and leader behaviours to the need for leaders to articulate vision to their employees, particularly 

those in organizations undergoing major change (e.g. Bass, 1990; Conger, 1991; Conger and Kanungo, 1987; Lucey, 

Bateman and Hines, 2005). More critically, researchers (e.g. Avery, 2005; Hamel and Prahalad, 1989) have asserted 

that an organization with a well-articulated vision can achieve sustained competitive advantage over those 

organizations lacking such a vision. Many leadership scholars have even regarded vision as fundamental to 

leadership, strategy implementation, and change (Avery, 2004; Collins and Porras, 1994; Doz and Prahalad, 1987; 

Humphreys, 2004; Hunt, 1991; Kotter, 1990; Robbins and Duncan, 1988; Sashkin, 1988). Vision indeed works in 

various ways by providing a connection between present and future, serving to best energize employees toward the 

future, giving meaning to people’s lives and work, and setting a standard of excellence in an organization (Avery, 

2004; Daft and Lengel, 1998; Nanus, 1992). A guiding star to draw everyone along the same path toward the future, 

vision can also garner commitment from employees (Daft, 2005). 
 

Despite its clear importance, vision is still not defined in a universally agreed upon manner (Kantabutra, 

2010a). It is frequently confused with, or even deliberately combined with, mission, goals, strategy, values and 

organizational philosophy (Kantabutra, 2008a; Kantabutra and Avery, 2002). Therefore, a vision is operationally 

defined in the present study as a mental model that each leader defines, given that it is the leader’s actual mental 

model that guides his/her choices and actions (Kantabutra, 2009). 
 

Vision alone is not sufficient to lead successfully. It contributes only 10 per cent of the success, and 

implementation the rest (Jick, 2001). Kantabutra (2005) endorses Jick by asserting that educational leaders are 

required to, among other things, communicate their visions, empower and motivate teachers to bring about desirable 

performance outcomes.  Once an effective vision is developed, the vision must be communicated to employees who 

then must be motivated and empowered to carry out the vision (Avolio, 1999; Kotter, 2001; McShane and Von 

Glinow, 2000). It must be noted at this point that much of the leadership literature has focused on ‘distant’ leaders, 

who are several levels away from employees, rather than on immediate leaders. As leaders need to inspire and 

motivate employees in ways that go beyond economic exchange, ‘close’ leaders can have a more powerful and 

positive impact on follower satisfaction (Aarons, 2006; Alimo-Metcalfe and Alban-Metcalfe, 2006), indicating a 

focus for the present study. 
 

In a cross-cultural context, the evidence concerning the ‘fit’ of contemporary leadership demonstrates 

mixed results.  Many studies support a culturally specific leadership approach (Jayakody, 2008), while others 

support visionary leadership as a universal approach with some small divergence cross cultures. A classic study 

conducted across 62 cultures, including Thai culture, found that several attributes reflecting vision-based leadership 

are universally endorsed as contributing to outstanding leadership (Den Hartog, House, Hanges, and Ruiz-

Quintanilla, 1999). Specifically in Europe, Brodbeck et al. (2000) reported that leadership models differ 

systematically with cultural values held by employees in ten different European regions. However, the visionary 

leadership was one of the traits that were perceived as facilitating outstanding leadership in all European regions, 

except for France.  In Asia, visionary leadership was perceived to be the fifth most effective leadership attribute 

from a study in India (Mukherjee, 2004). Singh and Krishnan (2002) undertook a study in North India and found 

considerably lower reliability in all leadership areas, except ‘vision’. Visionary leadership is also reported as one of 

highly desired leadership attributes according to research in Qatar and Kuwait (Kabasakal and Dastmalchian, 2001).  

Similarly, studies in Turkey (Pasa, Kabasakal, and Bodur, 2001) and Iran (Dastmalchian, Javidan, and Alam, 2001) 

identify visionary leadership behavior as part of effective leader profiles.  In Thailand, limited studies on visionary 

leadership have been reported. Among a few exceptions, Kantabutra (2008b) found that Thai retail store managers 

who acted as a role model, built employee self-confidence, created challenges for employees, and rewarded staff 

who acted consistently with their visions are directly predictive of enhanced staff satisfaction. With such mixed 

results, researchers need to explore if visionary leadership is indeed a universal approach. 
 

The present study therefore fills in the gap in the literature by exploring relationships between vision 

realization factors and job satisfaction of immediate employees at all levels of a luxury hotel in Bangkok, Thailand, 

given that leadership should not be confined to only the top level (Joyce, 2004; Currie, Boyett, and Suhomlinova, 

2005).  Based on the literature, each vision realization theme is discussed in detail below. 
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Vision Communication 

 

 Visionary leaders communicate their visions to promote changes and broaden support among their 

employees. Vision communication has long been regarded in the leadership literature as a key to successful 

implementation of a vision (e.g. Avery, 2004; Kantabutra, 2010a). Clearly, leaders must communicate their visions 

in ways that reach out to organization members, gripping them at heart and making them want to get involved in 

carrying out the visions (Sashkin, 1985). Concurrently, they must focus attention, communicate personally, 

demonstrate trustworthiness, display respect, and take risks. A leader needs to speak about the vision so that 

employees can grasp the message. Employees can then use the vision to guide daily operations. When employees 

share a direction, they are not confused and do not get lost on their way. They know what they are supposed to be 

doing within their roles and responsibilities to achieve the vision. When they are satisfied, productivity often 

increases. Vision and its effective communication lead to its whole-hearted adoption by the employees (Baum, 

Locke and Kirkpatrick, 1998). 

 

 Vision communication has been extensively studied as determinants of the success of the entrepreneur as a 

leader (Baum and Locke, 2004; Baum et al., 1998; Tarabishy, Solomon, Fernald and Sashkin, 2005). In Thai retail 

stores, vision communication is an indirect predictor of improved staff satisfaction (Kantabutra, 2008b).  Moreover, 

store managers who are perceived by their staff to, among other things, communicate their visions frequently and 

passionately predict improvements in staff satisfaction (Kantabutra, 2011). Similarly, vision communication was 

indirectly predictive of improved staff satisfaction in Australian retail stores (Kantabutra and Avery, 2007). More 

specifically, store managers who communicated their visions to their staff through written and technology-mediated 

channels were indirectly associated with enhanced staff satisfaction. 

 

 Although many ways of communicating vision exist, vision continues to be communicated predominantly 

in the traditional form of brief, highly elevated written vision statements (Larwood, Falbe, Kriger and Miesling, 

1995). Vision communication in this present study is operationally defined as the extent to which a supervisor is 

perceived by his/her subordinates to communicate his/her vision through (1) spoken, (2) written and (3) technology-

mediated channels. 

 

Empowerment of Employees 

 

Empowerment emphasizes delegation and passing power from higher organizational levels to lower ones 

(Carson and King, 2005), giving employees the independence to make decisions and commitments instead of just 

suggesting them (Forrester, 2000). Employees must also be given the ability to exercise power. Power and 

empowerment interact as a complex multi-dimensional concept (Hardy and Leibia-O’Sullivan, 1998) that influences 

decision outcomes and controls process access. Although some employees are more empowered than others, they 

should not be viewed as empowered or not empowered (Spreitzer, 1995). Visionary leaders empower their people to 

enable them to act consistently with the new vision and to assist in sustaining their commitment to it (Conger and 

Kanungo, 1987; Cowley and Domb, 1997; Nanus, 1992; Robbins and Duncan, 1987; Sashkin, 1988). Empowerment 

is indeed the genuine downward distribution/relinquishment of power and control over circumstances, i.e., control 

over context and relationship dynamics change (Kantabutra, 2008b).  Relatively, where senior managers are visibly 

seen to voluntarily let go of some of their power and control, and where employees in fact value the increased power 

and control they are given, empowerment is seen to be effective. Empowerment frees energies that may have 

otherwise been held by internal resistance, political and power struggles. 

 

 Empirically, empowerment of staff was directly predictive of enhanced staff satisfaction in Australian retail 

stores (Kantabutra and Avery, 2007). Store managers who delegated work to employees, provided resources and 

support services to employees, and encouraged employees to make more decisions, were directly associated with 

improved staff satisfaction. In Thai retail stores, empowerment of staff was an indirect predictor of improved staff 

satisfaction (Kantabutra, 2008b), lending support to the Australian study. In the UK local government research, 

empowering, delegating, and developing subordinates’ potential were found to be significant predictors of satisfying 

leadership style (Alban-Metcalfe and Alimo-Metcalfe, 2000). 
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 Accordingly, empowerment is defined in the present study as the extent to which a supervisor is perceived 

by his/her subordinates to (1) delegate work to subordinates, (2) provide resources and support services to 

subordinates, and (3) encourage subordinates to make more decisions regarding daily operations. 

 

Motivation of Employees 

 

Obviously, motivation plays a critical role in the visionary leadership process, since leaders cannot alone 

attain their visions. Visionary leaders motivate their employees to implement their visions, particularly in times of 

difficulty (e.g. Awamleh and Gardner, 1999). They motivate and communicate, which requires social skills, trust, a 

focus on results, and other conditions for a highly spirited organization (Maciariello, 2006). Motivation comes from 

people decisions, job design, high expectations for performance, and sound decisions on compensation and rewards 

(Maciariello, 2006). Visionary leaders also increase people's expectations about the relationship between their 

efforts and accomplishments, particularly when employees meet the leader's high expectations. In doing so, 

employees' perceived self-efficacy, a strong source of motivation (Bandura, 1986), is enhanced. 

 

Additionally, numerous studies (e.g. Bass, 1990; Kotter, 1988) found that effective leaders were 

consistently viewed as credible and outstandingly trustworthy. Consistently, Kantabutra (2009)’s vision theory 

asserts that vision as a leadership tool must be stable; unstable vision leads to low morale among employees. A 

leader’s integrity is, therefore, critical because employees recognize very soon the extent to which a manager really 

stands behind the vision, not only within his/her mind, but also with his/her heart (Parikh and Neubauer, 1993). 

Empirically, motivation of staff was found to be the direct predictor of enhanced staff satisfaction in Thai retail 

stores (Kantabutra, 2008b). Thai store managers who acted as a role model, built employee self-confidence, created 

challenges for employees, and rewarded staff who acted consistently with their visions are directly predictive of 

enhanced staff satisfaction. In the present study, we adopt measured items that have been endorsed in the previous 

study (Kantabutra, 2008b) as reliable measures for motivation in Thailand. 

 

 Despite the importance of motivation in the literature, several researchers have eliminated motivation from 

their factor analyses or have combined motivation with idealized influence to improve the construct validity in their 

studies (Densten, 2002). As a consequence, further clarification of the contribution of motivation in the visionary 

leadership process is required here. Motivation in this study is operationally defined as the extent to which a 

supervisor is perceived by his/her subordinates to (1) act as a role model for subordinates, (2) build subordinates’ 

self confidence, (3) create challenges for subordinates, and (4) reward subordinates who act consistently with his/her 

vision. 

 

Organizational Alignment 

 

Visionary leaders need to align organizational systems, including the recruiting system, reporting lines, 

incentives, teamwork versus individual focus, and job design, to support their visions (e.g. Priem and Rosenstein, 

2000; Kantabutra, 2010b).  Not only do visionary leaders align people and supporting systems to suit their visions 

(Kouzes and Posner, 1987; Locke et al., 1991; Nanus, 1992), but good visions also align people in organizations 

(Parikh and Neubauer, 1993). Such an alignment frees energies that up to then may have been consumed by internal 

friction and political infighting. The process of developing vision and strategies, aligning relevant people behind 

those strategies, and empowering individuals to turn the vision into reality, despite obstacles, is regarded as 

leadership (Kotter, 1999).  

 

More critically, Kantabutra (2010b) has asserted that visionary leaders who do not align organizational 

systems with their visions negatively affect follower satisfaction, given that an initially positive effect from vision 

on staff satisfaction in a Thai retail store setting turned negative when taking into account other visionary leadership 

variables of motivation of staff, vision communication and staff emotional factor. Kantabutra (2010b) explained that 

since his study did not take into account the effect from the organisational alignment variable, motivated and vision-

guided staff members might have been frustrated while trying to achieve their store manager visions with store 

systems not yet supportive. This indicates a need to re-examine the criticality of organizational alignment in the Thai 

setting. 
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Organizational alignment in the present study is operationally defined as the extent to which a leader is 

perceived by subordinates to (1) adjust employee roles and responsibilities to suit his/her vision; (2) set up a new 

employee selection policy according to the vision; (3) realign organizational processes to suit the vision; (4) adjust 

employee promotion criteria to support the vision; and (5) adjust employee performance evaluation criteria to 

support the vision. 

 

LEADERSHIP OUTCOME: EMPLOYEE SATISFACTION 

 

A visionary leader depends on employees who accept and help to execute the vision (e.g. Daft, 2005; 

Kantabutra, 2009). Visionary leadership is effective only if employees become committed to the vision promoted by 

the leader (Avery, 2004; Kantabutra, 2009). Therefore, the vision must meet follower desires. Research has also 

shown that effective visionary leaders are in tune with their follower needs (Gilmore and Shea, 1997). Clearly, 

where managers serve as immediate supervisors, the type and quality of leadership they provide can influence 

employee satisfaction, either positively or negatively (Kantabutra, 2010b; Oliver, 1998). Endorsing this view, 

applied studies have shown that a supervisor’s leadership style is related in some complex ways to the job 

satisfaction of subordinates (Bass, 1985).  Indeed, employees were more satisfied under visionary leadership than 

under other leadership styles (Bass, 1985).  

 

Empirically, staff who used their store manager’s vision to guide their daily operations reported enhanced 

staff satisfaction in Australian retail stores (Kantabutra and Avery, 2006). In this context, the more staff members 

believed in their store manager’s vision and did whatever it took to achieve the vision, the higher their own 

satisfaction.  In Thai retail stores, motivation of staff was found to be the direct predictor of enhanced staff 

satisfaction, while empowerment of staff and vision communication were indirect predictors of improved staff 

satisfaction (Kantabutra, 2008b).  In terms of relationship between employee satisfaction and performance 

outcomes, Zhu, Chew and Spangler (2005) suggest that visionary leadership leads to high levels of organizational 

outcomes such as commitment, trust, and motivation. 

 

Without suggesting that it exhaustively explains overall organizational performance, employee satisfaction 

is adopted in the present study as the leadership outcome. Employee satisfaction is operationally defined here as the 

extent to which a subordinate is satisfied with (1) dollar remuneration, (2) fringe benefits, (3) autonomy (job-related 

independence, initiative, and freedom), (4) task requirements (job activities that must be done), (5) organizational 

policies, (6) interaction (formal/informal, social and professional contact at work), (7) professional status, (8) quality 

of supervision, (9) colleagues, (10) recognition of success, and (11) career advancement (Slavitt, Stamps, Piedmont 

and Hasse, 1986). 

 

STRUCTURAL MODEL 

 

Figure 1 below depicts a structural model tested in the present study. The model indicates relationships 

between vision communication, motivation and empowerment of employees and employee satisfaction derived from 

the literature on vision, business strategy, leadership, and business performance. Given that (a) external factors such 

as industry-wide government intervention and changes in the business environment could possibly intervene in the 

vision-performance process (Westley and Mintzberg, 1989), and (b) Thomas (1988) argues that other factors such as 

type of industry could similarly influence leadership effects within a given organization, these factors are largely 

controlled in the present study by conducting it in one organization, at a specific point in time, and under a specific 

set of similar organizational circumstances. In doing so, external effects evenly affect the sample. 
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Figure 1. Structural Model 

 

 

Based on the structural model, the following directional hypotheses are advanced, since the literature continues 

pointing out the positive impact of vision-based leadership on performance outcomes. 

 

H1:  Vision Communication is directly predictive of enhanced Employee Satisfaction. 

H2:  Motivation of Employees is directly predictive of enhanced Employee Satisfaction. 

H3:  Empowerment of Employees is directly predictive of enhanced Employee Satisfaction. 

H4:  Organizational Alignment is directly predictive of enhanced Employee Satisfaction. 

 

METHODS 

 

The sample was drawn from the Bangkok branch of Southeast Asia's Leading Luxury Hotel Group in 

Thailand. The branch employs a total of 187 employees. The sample is convenient, comprising 178 employees who 

were willing to participate in the survey, representing 95% of the entire population. The majority (31) of the 

respondents have been with the branch for over 10 years, indicating a sufficient length of time to observe leadership 

styles of their immediate supervisors.  

 

The questionnaire was initially developed in English, and was translated into Thai for respondents by a 

bilingual professional translator. The Thai questionnaire was translated back to English by a different bilingual 

professional translator to ensure sufficient face validity. A nine-point ordinal scale underlay all questionnaire items 

measuring the domains in Figure 1. The questionnaire collected data on vision communication, motivation, 

empowerment, organizational alignment and satisfaction. Each employee respondent was asked to respond to items 

about his/her direct supervisor’s perceived behaviors on vision communication (com1, com2, com3), motivation 

(mo1, mo2, mo3, mo4) and empowerment (em1, em2, em3) of employees, and organizational alignment (align1, 

align2, align3, align4, align5). Employees also responded to the eleven items (sat1, sat2, sat3, sat4, sat5, sat6, sat7, 

sat8, sat9, sat10, sat11) of job satisfaction (Slavitt et al., 1986). 

 

Combining scores of sub-variables to form each of the other independent measurement domain constructs 

is considered justified, because they are adjusted according to results of a factor analysis (see Table 1). 
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Table 1. Results of Factor Analysis 

 

 

All factor loadings loaded at 0.7 or higher, but those of Vision Communication item 1 (spoken), Motivation 

items 1, 3-6, Empowerment items 1 and 2, and Employee Satisfaction items 1-8, all of which are dropped. The 

Motivation construct has one item left, which is “ build subordinates’ self confidence”, while the Empowerment 

construct has one item left which is “encouraging staff to make decisions regarding daily operations”.  These two 

items are combined together to form a new Motivation construct (PMot) because both items can be perceived as 

motivation of staff. All remaining items of other constructs are combined to form their relevant Vision 

Communication (PVCom), Organizational Alignment (POrgAli) and Employee Satisfaction (SSat) constructs. 

 

After all of the adjustments and combinations, construct validity for all constructs is therefore sufficiently 

present. Cronbach’s alphas are employed to confirm the reliability of Vision Communication, Motivation of 

Employees, Organizational Alignment and Employee Satisfaction variables (see Table 2).  All scales display 

Cronbach’s alpha values exceeding or close to 0.7, an acceptable reliability value (Nunnally, 1978). 

 

 

 
Table 2. Cronbach’s Alphas 

 

 

RESULTS 

 

Employee respondents perceived that their immediate supervisors communicated the vision, motivated 

them and aligned organizational systems to suit the vision to varying extents.  Similarly, they also felt satisfied with 

their jobs at the hotel to varying extents.  Please see Table 3. 
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Table 3. Descriptive Statistics 

 

 

A correlation analysis (Table 4) reveals that there is a positive correlation between Motivation of 

Employees and Employee Satisfaction in the present study. There is also a negative correlation between 

Organizational Alignment and Motivation of Employees.  
 

 

 
Table 4. Correlation Analysis Result among Vision Communication,  

Motivation of Employees and Organizational Alignment, and Employee Satisfaction 
 

 

A regression analysis (Table 5) indicates that Motivation of Employees is the direct predictor of enhanced 

Employee Satisfaction in the present study, while Organizational Alignment and Vision Communication do not have 

any direct or indirect effect on Employee Satisfaction.  
 
 

 
Table 5. Regression Analysis Result between Vision Communication,  

Motivation of Employees and Organizational Alignment, and Employee Satisfaction 
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All hypotheses are rejected, except H2 because there is a significant direct relationship between Motivation 

of Employees and Employee Satisfaction. A direct significant relationship is defined as a relationship that still 

remains significant at p < 0.05 when all other observed variables are taken into account in the regression analysis. 

 

DISCUSSION 

 

Vision communication is said by numerous scholars to be a key to become successful in implementing 

vision in an organization (e.g. Avery, 2004; Bass, 1985; Bennis and Nanus, 1985; Conger and Kanungo, 1987). It is 

viewed as a tool to promote changes and broaden support among employees. Vision communication in this study, 

however, is not consistent with the broader literature because it has no significant relationship with employee 

satisfaction in the hotel branch. This can possibly be explained that visions here might not be effective. Scholars 

(Rafferty and Griffin, 2004, Senge, 1990) suggest that vision can be strong or weak, negative or positive.  In the 

present study, such quality of supervisor vision is not taken into account.  Therefore, communicating a “bad” vision 

might have been ineffective. Moreover, vision content can also explain the insignificant relationship here. Vision 

content is seen as critical for a vision and its communication to be effective (Kantabutra and Avery, 2007). In 

general, vision content can focus on products, services, markets, organizations or even ideals (Westley and 

Mintzberg, 1989). In a retail setting, Kantabutra and Avery (2007) found that content about customer and employee 

satisfaction was positively correlated to customer and employee satisfaction outcomes. In the financial services 

industry, three commonalities among vision content were identified. All of the statements were goal oriented, 

indicated how the firms intended to conduct their businesses, and addressed the type of environment that would be 

provided for employee (O’Brien and Meadows, 2003). Future research should incorporate vision content to 

determine effectiveness of vision communication. 

 

Another missing element from the present study is vision attributes.  According to Kantabutra’s (2009) 

theory, an effective vision is characterized by seven attributes of brevity, charity, abstractness, stability, future 

orientation, challenge and desirability/ability to inspire.  A vision needs to contain these attributes so that leaders can 

effectively communicate the vision in an organization. Unfortunately, the present study does not take these attributes 

into consideration. Although supervisors are perceived to communicate their visions by their employees, their 

visions might not be effective, rendering no effect on employee satisfaction. Future research might consider 

including the seven attributes for further testing. 

 

Factors stemming from leaders themselves are also important (Kantabutra, 2006). Visionary leaders are 

passionate about their visions, which is said to affect follower outcomes and overall business performance (Kotter, 

1996). In a more recent study in Australian retail stores, leader passion was a direct predictor of improved employee 

satisfaction (Kantabutra and Vimolratana, 2009). Future studies may consider taking into account leader passion to 

determine leadership effectiveness. 

 

Organizational alignment has a negative relationship with motivation of employees in the present study. 

Organizational alignment is defined here as the extent to which a supervisor is perceived by employees to adjust 

roles and responsibilities to suit the vision, to set up a new employee selection policy according to the vision, to 

realign organizational processes to suit the vision, to adjust promotion criteria to support the vision, and to adjust 

performance evaluation criteria to support the vision, while motivation of employees is defined as the extent to 

which a supervisor is perceived by his/her employees to encourage them to make more decisions regarding daily 

operations and build their self confidence.  Clearly, this finding makes much sense. The more a supervisor attempts 

to change organizational systems, which in turn appears to negatively affect the work of his/her employees (i.e. new 

processes mean burden), the less the employees will perceive that the supervisor encourages them to make more 

decisions regarding their daily operations and help them to be more confident in their work.  Future research might 

want to explore this hypothesized relationship further.  

 

Additionally, follower vision sharing might have played a role here (Kantabutra, 2006). A shared vision 

between leaders and followers has long been widely regarded as a key to superior performance (Avery, 2004; 

Reardon, 1991; Sashkin, 1985; Senge, 1990). People need to find meaning in their work (Nanus, 1992). A desirable 

vision can provide the meaning, gain affective commitment from followers, and widen a leader’s support base by 

reflecting the needs and aspiration of many stakeholders, transcending individual differences, and drawing 
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stakeholders into a community of concerns about the future of the organization (Nanus, 1992). Follower emotional 

commitment to their leader’s vision is indeed considered important for a vision to take effect, because when 

followers are committed, they tend to be willing to work toward the vision (Collins and Porras, 1994; Lipton, 1996). 

Without an effective vision communication to get employees to share a vision in the present study, the hotel 

employees might have perceived newly aligned work processes as extra work, possibly bringing about the negative 

relationship between motivation of employees and organizational alignment. This requires further studies.  

 

Motivation of employees is the only direct predictor of enhanced employee satisfaction in the present 

study, endorsed by the broader literature (e.g. Awamleh and Gardner, 1999; Kantabutra, 2008b). This finding should 

not be a surprise since employee motivation is negatively correlated to organizational alignment here and we are 

looking at a close relationship between a supervisor and his/her employees. When demotivated employees are 

motivated, they should be directly satisfied. Since many measured items for empowerment and motivation in the 

present study are dropped, given their insufficient factor loadings, future research might consider testing the items 

again in different organizational settings. 

 

MANAGERIAL IMPLICATIONS 

 

In order to directly improve employee satisfaction, supervisors at all levels of the hotel need to encourage 

their employees to make more decisions regarding daily operations and to build their self confidence. They should 

also be very careful about crafting a vision for their own use since it appears that the supervisors here do 

communicate their visions, but their vision communication renders no significant effect on their employee 

satisfaction. In doing so, they may consider crafting vision content and attributes. In the hotel industry, leaders may 

focus their vision content on excellent services to emphasize the importance of delivering quality services among the 

hotel employees. Moreover, they may consider adopting Kantabutra’s (2009) theory of effective vision in 

developing a vision statement for their own use. Based on the theory, an effective vision must be brief, clear, stable, 

future oriented, inspiring, challenging and abstract. 

 

Hotel supervisors have to adjust employee roles and responsibilities to suit the vision, to set up a new 

employee selection policy according to the vision, to realign organizational processes to suit the vision, to adjust 

employee promotion criteria to support the vision, and to adjust employee performance evaluation criteria to support 

the vision. In order for the newly align work process to become “positive”, the hotel supervisors should, as their 

employees going through implementing the newly aligned systems, motivate their employees through various 

methods such as the use of formal authority, role modelling, building self-confidence, creating challenge through 

goal-setting, delegating, and rewarding and punishing. 

 

To gain emotional commitment from employees to prevent possible negative effects from the visionary 

leadership process, the hotel supervisors should communicate an “effective” vision and be passionate about their 

vision by being supportive to their vision and acting consistently with their. 
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