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ABSTRACT 

 

Leaders are exhorted to espouse vision, but little is known about how vision is used by leaders in 

Australian retail stores. The present study tested relationships between store manager passion for 

vision, motivation of staff and use of vision among staff, and leadership outcomes of staff and 

customer satisfaction in Australian apparel retail stores.  Stores with vision are associated with 

higher staff satisfaction and more frequent use of vision among staff. Store manager passion 

directly predicts improvements in motivation of staff, use of vision among staff and staff 

satisfaction. Motivation of staff directly predicts enhanced staff satisfaction, while use of vision 

among staff directly predicts improved staff and customer satisfaction.  
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INTRODUCTION 

 

he Australian retail industry is an industry of change with a dynamic and constantly evolving 

environment. Since 1998, strong consumer spending had produced booming sales and profits for 

retailers (Australian Centre for Retail Studies, 2006).  However, a slowing market, an interest rate 

rise, and higher petrol prices brought about difficult trading conditions in 2005 (Australian Centre for Retail Studies, 

2006).  The retail slowdown in 2005 has placed on a number of businesses with many companies being acquired by 

larger retailers. There are also a number of challenges facing Australian retailers, including new retail formats, 

heavy discounting by major retailers, declines in the property market, high petrol prices, rising retail rents, and 

shortages of retail staff (Australian Centre for Retail Studies, 2006).  Following the collapse of financial markets and 

rapid deterioration of the global economy through late 2008, 2009 has been the most difficult year in decades for 

Australian retail businesses (ANZ Industry Outlook, 2009).  In such a challenging and constantly changing retail 

context, what kind of leadership is needed for Australian retail organizations, particularly smaller ones, to survive 

and remain competitive?  To many writers, leadership with vision as a core component is the answer, with 

promulgating a vision frequently being seen as one of the essential tasks that top organizational leaders perform 

(Kantabutra, 2010).  In response to the increasing pace of change, vision-based leaders prepare for future actions by 

creating a sense of urgency towards change, formulating and communicating vision to their followers (Kotter, 

1996). 

 

This paper presents the results of a study examining hypothesized relationships between store manager 

passion, motivation of staff, use of vision as a guide among staff, and leadership outcomes of staff and customer 

satisfaction. Predictions were tested in Australian apparel stores, and the outcomes are presented and discussed 

below. Managerial implications and future research directions are also discussed. 

 

VISION 

 

Clearly, the importance of vision has been emphasized by leadership scholars in both theoretical 

discussions and research (Kantabutra, 2010).  There is no doubt that many leadership scholars have seen vision as 
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important to leadership, strategy implementation, and change (e.g. Collins & Porras, 1994; Humphreys, 2004; 

Kantabutra & Avery, 2010; Kotter, 1990; Sashkin, 1988). Although some managers dismiss visions as irrelevant to 

organization performance (see Rynes, Colbert & Brown, 2002), businesses need a purpose (Avery, 2005). 

Supporting this view, Handy (2002) argues that the purpose of a business goes beyond making a profit, to something 

“better”, a higher-level purpose. In particular, researchers (e.g. Hamel & Prahalad, 1989) have asserted that an 

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

lacking such a vision.  

 

Research into vision is however complicated by a lack of commonly agreed definitions (Kantabutra & 

Avery, 2010). Moreover, practitioners may also be confused as to which definition to adopt, as they are equally 

confused with the titles of mission, vision, values, beliefs, principles and strategic intent/ direction (Baetz & Bart, 

1996; Kantabutra & Avery, 2010). To avoid this definitional issue, Mumford and Strange (2005) suggest that vision 

is ultimately a mental model used both to understand system operations and guide actions within the system. Baum, 

Locke and Kirkpatrick (1998) defined “vision” as each leader defines it, arguing that it is the leader’s actual vision 

that guides his/her behavior. Thus, we defined vision in the present study as a mental model each store manager 

defined it for his/her store.  

 

LEADER AND FOLLOWER VARIABLES 

 

Jick (2001) suggests that vision contributes only 10%, and implementation is responsible for the rest. The 

following leader and follower variables are proposed as necessary for realizing a vision: Leader passion, motivation 

of staff and vision guiding.  We hypothesize that leaders must be passionate about their visions first to, among other 

things, motivate their followers to achieve visionary goals.  Emotionally committed followers then use their leader 

vision to guide daily decision making and operations to achieve superior performance outcomes.  Each variable is 

discussed accordingly below. 

 

Leader Passion 

 

 Leader passion for vision is said to affect followers’ outcomes and overall business performance (e.g. 

Kantabutra & Vimolratana, 2009; Kotter, 1996). Visionary leaders live their vision by making all their actions and 

behaviors consistent with it, and by creating a sense of urgency and passion for its attainment (Kantabutra, 2009; 

Nanus, 1992). They often express passion for their agendas in the hope of exciting others to support their vision 

(Nanus, 1992). They galvanize people to action by infusing leadership with their own passion for work, thus tapping 

followers’ emotions as well as their minds (Daft, 2005). Visionary leaders inspire a shared vision by their passionate 

belief that they can make a difference (Kouzes & Posner, 1995). Through their strong appeal and quiet persuasion, 

they enlist followers in the dream, breathe life into the shared vision, and get people to see the exciting future 

possibilities.  

 

  Moreover, outstanding leaders behave consistently with their vision (Bennis, 1984; Conger & Kanungo, 

1988; Kantabutra, 2009). They actually embrace the ideas they communicate about their vision. When leaders truly 

believe in an idea, they want to share it with others, and their actions will match their words (Daft, 1999). Consistent 

behavior also reflects leadership’s integrity (e.g. Kantabutra, 2009; Kantabutra & Vimolratana, 2009; Kouzes & 

Posner, 1987; Locke et al., 1991). This integrity is important because followers are able to recognize shortly to what 

extent their leader really stands behind the vision, not only within his/her mind, but also with his/her heart 

(Kantabutra, 2009; Parikh & Neubauer, 1993).  Effective leaders sometimes earn followers’ trust by being willing to 

incur great personal risk (Daft, 2005). Putting themselves on the line affirms them as passionate advocate for the 

vision. 

 

  Leader passion was defined in the present study as the extent to which a store manager was perceived by 

staff (a) to be passionate about his/her vision, (b) to be supportive to his/her vision by actions, and (c) to act 

consistently with his/her vision. 
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Motivation of Followers 

 

 Vision as a leadership tool can energize followers and garner their commitment (Daft, 2005; Kantabutra, 

2009). A powerful vision frees followers from the mundane by providing them with a challenge worthy of their best 

efforts.  Many followers commit their time and energy voluntarily to causes they believe in. Vision indeed needs to 

transcend the bottom line because people are willing, and even eager, to commit to something truly worthwhile 

(Nanus, 1992). A powerful vision can therefore motivate followers (Kantabutra & Avery, 2010). 

 

 In terms of leader roles, numerous writers suggest that visionary leaders motivate followers to achieve 

superior performance (e.g. Awamleh & Gardner, 1999; Bass, 1985; Bass & Riggio, 2010). Many (e.g. Chia, 1998; 

Goleman, 1998; Kantabutra, 2008; 2009) have even associated motivation with performance outcomes, because 

leaders cannot deliver performance outcomes on their own. They must motivate others to work towards them. While 

trying to achieve a challenging vision, followers can become exhausted, frustrated, and disenchanted, and thus 

leaders must encourage their followers to carry on. House and Shamir (1993) claimed that visionary leaders impact 

follower attitudes, satisfaction, and performance. Visionary leaders motivate followers by instilling faith in a better 

future, particularly with goals that are distant, non-specific, and desired, and by creating internalized personal or 

moral commitment to the vision, mission, or goal. This predisposes an individual to want to continue the 

relationship, role, or course of action within his/her organization. Effective leaders motivate their followers through 

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

goal-setting, delegating, and rewarding and punishing (Kantabutra, 2008, 2009; Locke et al., 1991). It is clear that 

motivation is related in some sophisticated ways to performance outcomes.  

 

 Motivation in this study was defined as the extent to which a store manager was perceived by staff (a) to 

act as a role model for staff, (b) to build staff’s self confidence, (c) to reward staff who acted consistently with the 

vision, (d) to provide resources and support services to staff, and (e) to encourage staff to make more decisions 

regarding daily operations. 

 

Vision Guiding 

 

Follower roles in the Visionary leadership process are under studied, although they are critical to 

organizational performance and ability to sustain business success (e.g. Avery, 2004; Daft, 2005; Kantabutra, 2009). 

Both leader and follower roles need to be proactive (Daft, 2005; Kantabutra, 2009). Together they can achieve a 

shared vision. An effective follower is both a critical, independent thinker and active in the organization (Daft, 2005; 

Kantabutra & Vimolratana, 2009). Characterized by mindfulness and a willingness to act, effective followers are 

capable of self-management (Daft, 2005). They are willing to accept responsibility, serve the needs of the 

organization, challenge authority, participate in change, and leave the organization when necessary (Chaleff, 1995). 

In the visionary leadership context, one function of a vision is therefore to facilitate decision making, initiative, and 

discretion by followers at all levels (Kantabutra, 2009; Yukl, 1998). As a navigator, vision is regarded as possessing 

potent orienting capacities for followers (Davis & Meyer, 1998; Kantabutra, 2009). Consistent with this view, 

Kantabutra’s vision theory (2009) asserts that an effective vision be inclusive to all organizational interests, thereby 

allowing followers to interpret the vision in their own innovative ways to guide their duties. Whether and how 

followers use the vision to guide their work could impact individual and collective performance outcomes. In such a 

context, followers’ emotional commitment to their leader’s vision is considered important for a vision to take effect, 

because when followers are committed, they tend to be willing to work towards the vision (Collins & Porras, 1994; 

Kantabutra & Avery, 2010; Lipton, 1996). Organizations that create a meaningful vision for the future are often able 

to stimulate emotions in their people (Ghoshal & Bruch, 2002; Kantabutra & Avery, 2010). Panda and Gupta (2003) 

concluded that a transformational leader may be able to elicit emotional commitment from his/her subordinates by 

providing inspiration, intellectual stimulation, and individualized consideration to them. Eventually, vision inspires 

people by transcending the bottom line (Kantabutra, 2009; Nanus, 1992).  

 

Vision guiding was defined in the present study as the extent to which a staff member (a) used his/her store 

manager’s vision to guide daily activities, and (b) felt emotionally committed to his/her store manager’s vision.  
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Leadership Outcomes 

 

Customer and employee satisfaction were adopted in this study as two leadership outcomes (Bass, 1985; 

Kantabutra & Vimolratana, 2009; Oliver, 1998), although we do not suggest that they exhaustively explain overall 

organizational performance because (a) a close link between employee satisfaction and performance has not been 

established in previous studies (e.g. Iaffaldano & Muchinsky, 1985; Locke, 1976; Vroom, 1964); and (b) limits to 

customer satisfaction as a performance indicator exist (e.g. Heskett, Jones, Loveman, Sasser, & Schlesinger, 1994; 

Passikoff, 1997). However, both satisfaction are more responsive to leaders’ behaviour within the short time frame 

of the study than financial performance measures, and could be obtained from small businesses, therefore suitable 

for the purpose of the present study.  

 

Employee satisfaction is the extent to which a staff member was satisfied with his/her job as measured by 

pay, fringe benefits, autonomy, task requirements, staff policies, interaction, professional status, guidance, co-

workers, recognition, and career advancement (Slavitt, Stamps, Piedmont & Hasse, 1986). Customer satisfaction is 

the extent to which a customer was satisfied with overall store services as measured by staff availability, 

friendliness, decoration, presentation of goods, cleanliness, quality of goods, richness of choice, waiting time for 

checkout, payment methods, price labelling, special offers and sales, shopping hours, prices, and shelf/rack layout 

(Hackl, Scharitzer & Zuba, 2000). 

 

HYPOTHESES 
 

Based on the literature review, Figure 1 below depicts a structural model tested in the present study.  Store 

manager passion can be postulated to have direct positive effects on motivation of staff, which in turn creates direct 

positive effects on vision guiding.  Vision guiding then can be postulated to have direct positive effects on staff 

satisfaction, which in turn creates direct positive effects on customer satisfaction.  Directed effects paths are shown 

by the bold lines in Figure 1.  Store manager passion can also be postulated to have indirect positive effects on 

vision guiding, staff and customer satisfaction.  Similarly, motivation of staff can be postulated to have indirect 

positive effects on staff and customer satisfaction, while vision guiding can be postulated to have indirect positive 

effects on customer satisfaction. Indirect effects paths are shown by the dot lines in Figure 1. 

 

 
Figure 1: Structural Model Showing Relationships between Store Manager Passion, Motivation of Staff, Vision Guiding, 

and Staff and Customer Satisfaction 

 

 

Accordingly, the following directional hypotheses were generated: 

 

Hypothesis 1: Store manager passion is directly predictive of enhanced motivation of staff 

Hypothesis 2:  Store manager passion is indirectly predictive of enhanced vision guiding 

Hypothesis 3:  Motivation of staff is directly predictive of enhanced vision guiding 

Hypothesis 4:  Store manager passion is indirectly predictive of enhanced staff satisfaction 

Hypothesis 5:  Motivation of staff is indirectly predictive of enhanced staff satisfaction 

Hypothesis 6:  Vision guiding is directly predictive of enhanced staff satisfaction 

Hypothesis 7:  Store manager passion is indirectly predictive of enhanced customer satisfaction 
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Hypothesis 8:  Motivation of staff is indirectly predictive of enhanced customer satisfaction 

Hypothesis 9:  Vision guiding is indirectly predictive of enhanced customer satisfaction 

Hypothesis 10:  Staff satisfaction is directly predictive of enhanced customer satisfaction 

 

METHODOLOGY 

 

The sample was drawn from apparel stores in Sydney, Australia, that sell brand-new, finished clothing 

products for individual use, excluding shoes and accessories. Both independent stores and those belonging to a 

parent company were sampled. All were located in a shopping mall and had their own identity of being in a clearly-

defined walled area. Nineteen shopping centers in Sydney major shopping areas, including Blacktown, Bondi 

Junction, Burwood, Chatswood, Circular Quay, Darling Harbour, Eastwood, George Street, Hay Market, Hornsby, 

North Ryde, Parramatta, Pitt Street, and The Rocks, were selected. The major shopping areas were systematically 

chosen, because they geographically represented the population of the entire Sydney’s major shopping areas. In 

choosing, two shopping malls directories were consulted. Small shopping malls considered “too small” with one 

staff member were eliminated. All qualifying stores in each centre approached. Of these, 111 stores (70%) agreed to 

participate, with 48 stores (30%) declining. From the participating stores, store managers, and up to three staff and 

three customers were asked to respond to their relevant questionnaires. Store managers, staff and customer samples 

are convenient as they comprise of those who were willing to participate in the study. Three staff members per store 

represented over 50% of each store’s staff population on average, given that 70% of the Australian Retailer 

Association’s members in New South Wales, employed five or fewer employees on average 

(http://www.ara.com.au/). Since the customer population was unknown, a minimum of three customers per store was 

adopted as the customer sample size, consistent with the staff sampling.  

 

Store managers refer to those full-time store employees who manage their own stores and are stationed 

there daily. The latter criterion was important because the study was interested in the effects of one manager’s vision 

only. Staff members include fulltime, part time and casual employees working under the store managers, and 

customers are individuals who were observed buying a product or service during the researcher’s visit. If no 

customer was observed buying during the researcher’s visit, the researcher revisited the store until three customers 

agreed to participate or three visits were made to the store. Finally, the total of 148 staff members and 214 customers 

were surveyed. 

 

DATA COLLECTION AND ANALYSIS 

 

Separated sets of questionnaire were used for store managers, staff and customers. A nine-point ordinal 

scale underlay all questionnaire items measuring the five domains in Figure 1. Three research assistants, trained in 

administering the questionnaires, interviewed store managers and their staff and customers. The research assistant 

asked the store manager if he/she would agree to participate in the study, and allow the research assistant to 

approach his/her staff and customers. If the store manager agreed to participate, the research assistant proceeded to 

instruct him/her in how to answer the questionnaire. After the store manager finished answering the questionnaire, 

the research assistant would ask for permission to approach his/her staff and customers. The staff member was first 

informed that no one would be able to learn about his/her responses. The staff member was then asked if he/she was 

willing to participate in the study. If he/she agreed, the research assistant would accompany him/her out of the store 

to fill in the questionnaire. Although the store manager could see which staff completed the questionnaire, he/she 

was not able to access the staff’s responses. After the first staff member agreed to participate, the research assistant 

then continued by approaching the next staff member he/she met at the store until three staff questionnaires were 

completed, or until it was not possible to complete three staff questionnaires (i.e. a store had only two staff 

members). Similarly, the customer was asked if he/she was willing to participate in the study.  If he/she was willing 

to do so, the research assistant instructed him/her to answer the questionnaire. The research assistant continued by 

approaching the next buying customer until three customer questionnaires were completed, or until it was not 

possible to complete three customer questionnaires (i.e. a store did not have three customers who were buying a 

product during the day of visit at the time the research assistant was in the store). Response rates for staff and 

customers were 44% and 64%, respectively. Those who refused were not re-approached.  

 

 

http://www.ara.com.au/
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The store manager questionnaire collected data on vision and demographic information. Store managers 

indicated whether they had a vision for their store (yes/no). Questions measuring store manager passion, motivation 

of staff and vision guiding were included in the staff questionnaire. Staff also responded to six components of job 

satisfaction based on criteria developed by Slavitt et al. (1986). The customer questionnaire collected data on 14 

items measuring customer satisfaction on services at the store using criteria from Hackl, Scharitzer and Zuba (2000). 

 

Combining scores of sub-variables to form the five domain constructs were considered justified, according 

to results of confirmatory factor analyses (see Tables 1 and 2), although some relevant customer and staff 

satisfaction items were dropped because of their extraction values not exceeding or close to 0.7 (Hair, Black, Babin, 

Anderson & Tatham, 2006). Cronbach’s alphas were employed to confirm the reliability of store manager passion, 

motivation of staff, vision guiding, and customer and staff satisfaction variables (see Tables 1 and 2).  These 

variables indicated Cronbach’s alpha values exceeding or close to 0.7, an acceptable reliability value (Nunnally, 

1978). 
 

 

Table 1: Construct Validity and Reliability for Store Manager Passion, Motivation of Staff and Vision Guiding 

 
 

 

Table 2: Construct Validity and Reliability for Staff and Customer Satisfaction 

 
 

 

Since the literature consistently indicates that visionary leadership positively impacts leadership outcomes, 

one tailed tests were adopted at the 5% level of significance for testing Hypotheses 1 - 10.  

 

RESULTS 

 

Store managers had been with the stores for 3.39 years on average. Staff members consist 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 average 6.29 staff members in total, including 2.34 full-time, 2.47 part-time, and 4.35 causal staff 
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members. Among the 111 stores, 84 (75.68%) store managers reported having a vision for their store.  The chi-

square test indicates that stores with a vision are significantly associated with higher staff satisfaction and more 

frequent use of vision as a guide among staff (see Table 3). Averaged total scores and pooled standard deviations for 

the major variables are presented in Table 4.  

 

The correlation analysis indicates that (1) store manager passion is significantly correlated to motivation of 

staff, (2) vision guiding is significantly correlated to staff satisfaction, and (3) staff and customer satisfaction are 

significantly correlated. Therefore, these variables are justified for inclusion in subsequent regression analyses. 

Although motivation of staff is not significantly correlated to vision guiding, it is still justified for inclusion in 

subsequent regression analyses because motivation of staff is significantly correlated to both store manager passion 

and staff satisfaction. 
 

 

Table 3: Chi-square Test for Dependence 

 
 

 

Table 4: Means, Pooled Standard Deviations, and Correlation Analyses 

 
 

 

In testing Hypotheses 1-10, Structural Equation Modelling (SEM) was considered, but the sample size of 

the present study does not meet the minimum sample size of 150 as required by SEM (Hair et al., 2006). Therefore, 

multiple regression analysis was instead adopted. It must be noted that significant direct effect or relationship is 

defined in the present study as an effect from an observed independent variable that showed “significant” at p < 0.05 

when all other observed independent variables were simultaneously tested in a regression analysis.  

 

As expected, store manager passion is directly predictive of motivation of staff (see Table 5). Therefore, 

Hypothesis 1 is accepted. Store manager passion is also directly predictive for enhanced Vision Guiding, while 

motivation of staff is indirectly predictive of vision guiding (β= 0.23, s.e.= 0.13, p= 0.039). Therefore, Hypotheses 2 

and 3 are not accepted.  

 

Store manager passion, motivation of staff and vision guiding are all directly predictive of enhanced staff 

satisfaction.  Thus, Hypotheses 4 and 5 are not accepted while Hypothesis 6 is accepted. Vision guiding is the only 

direct predictor of enhanced customer satisfaction, although staff satisfaction still has an indirect, positive effect on 

customer satisfaction (β= 0.35, s.e.= 0.06, p= 0.00). The other variables of store manager passion and motivation of 

staff do not have any effect on customer satisfaction, neither directly nor indirectly. Therefore, Hypotheses 7 to 10 

are not accepted. In conclusion, only Hypotheses 1 and 6 are accepted, while the rest are not.  
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Table 5: Regression Table 

 
 

 

DISCUSSION 

 

The store managers’ longer period of time with stores indicates a high likelihood that staff members were 

influenced by the leadership style of their store managers. Since stores in the present study are quite small and with 

the store managers’ longer period of time with stores, staff members were more likely able to closely observe their 

store managers’ leadership style. Both observations indeed strengthen findings in the present study. 

 

Store managers with vision are associated with higher staff satisfaction and more frequent use of vision as a 

guide among staff that directly predicts improvement in customer satisfaction in Australian retail stores. It also 

comes as no surprise that staff in stores with vision more frequently use the vision to guide their daily operations 

than stores without vision. In fact, otherwise would have indicated a serious methodological flaw of the study.  Staff 

in stores with no vision cannot use vision to guide their daily operations.  The importance of vision in the literature 

is once again supported. In particular, researchers (e.g. Avery, 2005; Hamel & Prahalad, 1989) who have asserted 

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

organizations lacking such a vision are endorsed.  Humphreys (2004) who stated that, time and time again, if a 

corporate leader is successful, his or her vision is cited as the cause and lauded as the foundation of the leader’s 

greatness is also supported.  

 

However, the present study only asked store managers to indicate if they had a vision.  Quality of store 

manager visions was not taken into account here (i.e. a bad vision is not going to bring about desirable leadership 

outcomes).  Therefore, future research might want to take into account vision quality as a variable, because Senge 

(1990) argues that two types of vision exist: positive and negative visions. According to Senge, a positive vision 

emphasizes change and aspirations for growth, while a negative vision emphasizes continuing the status quo, even 

under changing environments. Moreover, Rafferty and Griffin (2004), drawing upon their study of a large Australian 

public sector organization, suggest that visions do not always create a positive impact on follower attitudes, and that 

one should distinguish between “strong” and “weak” visions as well as vision content to see their effectiveness.  

Future research might want to consider adopting a vision theory by Kantabutra (2009) which proposes that seven 

vision attributes of brevity, clarity, abstractness, stability, desirability, future orientation, desirability or ability to 

inspire enhance vision effectiveness initially through follower satisfaction. 

 

Store managers with higher levels of passion tend to engage in behaviors that motivate staff, such as role 

modelling, rewarding, and encouraging, and bring about improvement in staff satisfaction in Australian retail stores. 

The view (Kantabutra, 2009; Nanus, 1992) that visionary leaders are said to live their vision by making all their 

actions and behaviors consistent with it, by creating a sense of urgency and passion for its attainment, and by 

expressing passion for their agendas in the hope of exciting others to support their vision is supported. Consistent 

with the finding is the view that outstanding leaders behave consistently with their vision (Bennis, 1984; Conger & 

Kanungo, 1988; Kantabutra, 2009), because consistent behavior reflects leadership’s integrity (e.g. Kantabutra, 

2009; Kouzes & Posner, 1987; Locke et al., 1991), which in turn affects follower satisfaction because followers 
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recognize very soon to what extent their leader really stands behind the vision, not only within his/her mind, but also 

with his/her heart (Parikh & Neubauer, 1993). 

 

Store manager passion also directly predicts more frequent use of vision as a guide among staff in 

Australian retail stores. The notion (Kouzes & Posner, 1995) that visionary leaders inspire a shared vision by their 

passionate belief that they can make a difference is underlined. Through their strong appeal and quiet persuasion, 

visionary leaders enlist followers in the dream, breathe life into the shared vision, and get people to see the exciting 

future possibilities and work towards them. It can be interpreted further that, in Australian retail stores, store 

managers might have enlisted their staff to work toward the vision by expressing their passionate belief. As a result, 

staff members more frequently use vision as a guide in their daily activities. In Australian retail stores, store 

managers may have expressed passion for their agendas for the stores in the hope of exciting staff to support their 

vision. They might have galvanized their vision-guided staff to action by infusing leadership with their own passion 

for work, thus tapping staff emotions as well as their minds. This suggests areas for future research. 

 

Additionally, how Australian retail stores become passionate about their visions is still largely unknown.  

Common senses suggest that sources of vision may have some complex relationships with leader passion. Among a 

very few researchers, Mumford and Strange (2005) found that vision formation requires descriptive models, 

reflection, and abstraction of key goals and/or key causes.  They also concluded that visioning involves a 

prescriptive model constructed through reflection and abstraction, and that visioning and planning should be treated 

as distinct constructs. Clearly, the relationship between the process in which vision is formed and the leader passion 

needs to be examined by future research.  

 

Motivating behavior among store managers also indirectly predicts more frequent use of vision as a guide 

among staff in Australian retail stores, which directly predicts improvement in customer satisfaction.  Supported is 

the view (Kantabutra & Vimolratana, 2009; House & Shamir, 1993) who claimed that visionary leaders impact 

follower attitudes, satisfaction, and performance. Visionary leaders motivate followers by instilling faith in a better 

future, particularly with goals that are distant, non-specific, and desired, and by creating internalized personal or 

moral commitment to the vision, mission, or goal. This predisposes an individual to want to continue the 

relationship, role, or course of action within his/her organization. Consistently, motivated staff members in 

Australian retail stores used their store manager visions to guide their own tasks.  They have personal commitment 

to their store manager visions. 

 

One way store managers did to motivate staff in the present study was to reward staff members who acted 

consistently with their visions, which naturally encouraged staff to use their visions to guide their daily operations. 

Numerous writers who suggest that visionary leaders motivate followers to achieve desirable performance (e.g. 

Awamleh & Gardner, 1999; Bass, 1985; Kantabutra, 2009) have gained broad support here. 

 

Motivation of staff directly predicts enhanced staff satisfaction.  Locke et al.’s (1991) view that while 

achieving a challenging vision, leaders must encourage their followers to carry on when followers become 

exhausted, frustrated, and disenchanted is supported. Consistent with this finding is also the notion that effective 

leaders motivate their followers through devices such as the use of formal authority, role modelling, building self-

confidence, creating challenge through goal-setting, delegating, and rewarding and punishing (Locke et al., 1991).    

 

Staff’s use of vision as a guide directly predicts enhanced staff satisfaction in Australian retail stores.  

Davis and Meyer (1998) who stated that vision is regarded as possessing potent orienting capacities for followers 

who, without it, would have been lost are supported. Also supported is Kantabutra’s vision theory (2009) which 

asserts that an effective vision be inclusive to all organizational interests, thereby allowing followers to interpret the 

vision in their own innovative ways to guide their duties.  This individual creative interpretation, in turn, enhances 

follower satisfaction. Staff in Australian retail stores may have improved their own satisfaction by using their store 

managers’ visions to guide their operations, pending future research. 

 

In terms of practice, future research might also want to explore vision characteristics that would enable 

followers to use the vision more effectively. One relevant characteristic Kantabutra (2009) proposes is that an 

effective vision must be abstract or must not be a one-time, specific goal that can be met and then discarded, in order 
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to allow followers throughout the entire organization to use it in their own interpretative ways. Findings from future 

research will help practitioners to develop effective vision for their own organizational use.  

 

The literature on vision-based leadership primarily emphasizes the role of a leader in making organizations 

successful.  The role of followers has not been emphasized, possibly because the unity focusing around one single 

leader has long been assumed.  This traditional concept is being challenged by the significant staff vision guiding in 

the present study, which demonstrates the critical role that followers play in enhancing organizational performance 

via customer and staff satisfaction.  These findings also echo a New Science view that effective leadership requires 

an alignment between leader and followers (Avery, 2004; Drath, 2001).    

 

Moreover, supported by the critical role of followers in using vision as a guide and challenging the 

traditional single leader concept is the organic organization in which many organizational activities bypass the 

central leader, making the concept of the single central leader largely irrelevant (Avery, 2004). This new form of 

organization focuses on the importance of self-managing, self-leading followers where, among them, leadership can 

change depending on the most appropriate member at the time, rather than being formalized in one permanent leader 

(Warnecke, 1993).  Decisions are made on mutual sense making basis.  It is argued that tomorrow’s organizations 

are likely to have many leaders, because multiple leaders, sharing the same vision, will be valuable as people cope 

with heterogeneous and dynamic environments, and the knowledge and issues become too complicated for one 

leader to effectively cope with (Avery, 2004).   In this context, leadership will need to operate more through vision 

and values permeating the culture (Avery, 2004), which will become or replace the guiding vision (Drath, 1998).   

The significant staff vision guiding in the present study indeed indicates the increasing role that followers play in 

possibly enhancing organizational ability to deal with change. 

 

Lastly, staff satisfaction does not directly predict customer satisfaction in the present study.  However, it 

indirectly predicts enhanced customer satisfaction.  A view that employee satisfaction leads to satisfied customers 

(e.g. Atchison, 1999; Faye & Diane, 1995), has gained support from this finding.  Clearly, customer satisfaction or 

dissatisfaction develops when a customer comes in contact with a staff member of a store.  

 

MANAGERIAL IMPLICATIONS 

 

To improve customer and staff satisfaction, Australian store managers should espouse vision. They should 

express their passionate beliefs in their vision by supporting to their vision by actions and acting consistently with 

their vision.  They should also engage in behaviors that motivate staff.  More specifically, they should act as a role 

model for staff, build staff’s self confidence, reward staff who act consistently with vision, provide resources and 

support services to staff, and encourage staff to make more decisions regarding daily store operations.  Staff should 

also be emotionally committed to store manager vision, and use the vision to guide daily store activities. 

 

CONCLUSIONS 

 

Stores with vision are associated with higher staff satisfaction and more vision guiding. Store manager 

passion directly predicts improvements in motivation of staff, vision guiding and staff satisfaction. Vision guiding 

directly predicts both improved staff and customer satisfaction. Staff satisfaction indirectly predicts improved 

customer satisfaction. Future research directions and managerial implications have been discussed. 
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