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0 ABSTRACT 
 

This study investigates how visions can be presented through a Situational Leadership 

approach, with an emphasis on organizations in crisis. 

A vision can become a very powerful tool in transforming an organization if the vision 

is created with a consideration of the employees‟ needs. This consideration is at the core of 

the Situational Leadership model. At the same time, both vision and Situational Leadership 

address similar factors, such as clarification, and fostering motivation and commitment. 

After accounting for the theories, the paper discusses the theoretical similarities of 

visions and Situational Leadership, and demonstrates how it can be applied to a real 

organization.  

The study finds that in visionary organizations, followers‟ performance readiness 

gives an indication of how well the vision has been internalized in the organization. It 

concludes that crises cannot be solved by visions and SL alone; for that you need other tools 

and levels of planning. However, their combination can increase the momentum of change. 

Leaders who are willing to spend some time creating a good-quality vision will most likely do 

themselves a favour, because in the long run the followers will be able to work more 

independently. Through a vision, followers become more self-directive, and hence move up 

the PR ladder. This will allow the leader to focus on other important issues. It is, according to 

Arvonen, “a process of maturity which takes time” (Arvonen, 1989, p. 137). 
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2 ABOUT THE PAPER 
The last quarter‟s financial crisis has led to many lay-offs in certain business branches, and 

new challenges arise. With such an uncertain future for many employees, how does the 

situation affect their motivation and commitment? Leadership in crises is not typical of our 

time. Organizations have faced seemingly unsurmountable challenges before, and overcome 

them through clever leadership. This is a field that is very interesting to leadership studies, 

because it contains highly relevant, sought-after knowledge in the business world. 

In order to study change leadership, I thought about studying a short-term tool in 

combination with a long-term tool to see how everyday change impulses can blend into a 

long-lasting change effort. The choices fell on the Situational Leadership model of Hersey 

and Blanchard (short-term leadership), and the concept of vision (long-term leadership). 

While vision has an intuitive connection to organizational change, Situational Leadership is 

preoccupied with the followers‟ current state. However, there should be no objection to study 

both in terms of crisis. An interesting characteristic of Situational Leadership is that it can 

easily adopt aspects from other leadership theories. Although I have not found any litterature 

on the combination of visions and Situatioanl Leadership
1
, they seem to have some issues in 

common and be used in similar settings. For instance, both vision and Situational Leadership 

are preoccupied with increasing commitment and motivation. While vision seeks to do so 

through long-term mentalization, Situational Leadership prescribes specifically adapted 

leadership behaviour. This makes up for an interesting combination.  

2.1 THE CASE 
As the object of my study, I have chosen the national branch of Foreningen Unge Forskere 

(FUF, The Association of Young Researchers) in which I am a member. This is a Norwegian 

voluntary organization whose aim is to stimulate interest in science and research among 

youth. Each year, it organizes a national research essay competition for pupils in the upper 

secondary school, as well as the more famous Cybercamp in Trondheim, and the International 

Space Camp on Andøya.  

Companies fall into crises because the keep doing something that used to work in the 

past (Martin, 1998, p. 114). That was also what FUF did. Among its problems were auditing 

inconsistencies, very little communication between its members, and an unstable involvement 

by its volunteers, and there were no signs of any intention to change this pattern. Sometimes, 

crises are created artificially in order to provide momentum to change efforts (Kotter, 1998, p. 

                                                 
1
 Hersey et al. (2008) have proposed a model called ”Vision into Performance” in their book on Situational 

Leadership, but have not connected it to the SL model in any way.  
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5). That was also what our main sponsor did when it pulled out. Now, the remaining active 

members are clueless about how to proceed, and FUF is effectively in a crisis. However, there 

is hope – the sponsors‟ condition for returning with the funding is that FUF becomes active 

and well-organized again. This means that it will have to undergo serious changes to survive, 

and therefore it is an interesting object for a case study, seen from a leadership studies 

perspective.  

My use of the term ”case study” is not to be understood as a separate empirical study, 

as I have not designed a study to understand FUF itself. Rather, the case is meant as a 

demonstration of a possible combination of vision and Situational Leadership, in order to 

better  understand how these concepts would apply to real-world situations and in a scenario 

highly relevant for our time.  

3 THEORETICAL BACKGROUND 
The vision is an important tool for organizations that want to grow. A vision works by 

influencing the mentality of the organization‟s members in such a way that it draws out their 

voluntary efforts to achieve an impressive goal (Yoon, 2006, p. 67). Visions help companies 

take leaps instead of steps; if companies had not used visions only old companies would stand 

a chance of growing big. Although visions alone cannot lead all the way to success, Google, 

Sony and Disney are all examples of companies who have made enormous progress partly by 

virtue of their envisioning an almost unbelievable, yet possible, future (Collins & Porras, 

1998). Because of its potentially transforming power, visions should be planned with care.  

Visions must be embodied in the daily work, because they cannot work alone. One 

source of difficulty is that they are so far into the future that employees can have difficulty 

connecting to them. If the vision developers have taken into account the organization‟s 

existing core values, the vision should be more compatible with the mentality of the 

organization, thus facilitating its internalization. The vision should be so salient in the daily 

work that employees feel that they are working towards the big goals all the time. 

3.1 DEFINING VISIONS 
It is difficult to operationalize the concept of “vision” for use in research. Many organizations 

understand and use visions differently, and so do the researchers themselves. For this paper‟s 

purpose, however, I propose a working definition based on selected descriptions in the 

literature of organizational psychology. Since there are many possible aspects to discuss, I 

wish to emphasize three of them. First, visions give a sense of direction. Second, a vision is a 
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visualization of an ideal future. Third, it should be motivating and create commitment. 

Naturally, there are other important aspects that could have been considered, but there seems 

to be enough agreement about these three (e.g. Alava, 2008; Daft, 1999; Kotter, 1996; Yoon, 

2006) to lead us towards a simple and sufficient definition. In order to get a better 

understanding of what a vision is, we need to discuss these qualities.  

Giving a sense of direction, the first quality of a vision, unites the efforts of the 

members of the organization and facilitates autonomy. It lays the framework of cooperation in 

such a way that new challenges can be solved in harmony with the other work of the 

organization. This reduces bureaucracy, encourages innovativeness and frees up time to 

produce. In a presentation on Telenor International‟s change programme for VimpelCom in 

Russia, Rafat
2
 reports that the General Director spent most of his time approving every little 

decision in the company (Rafat, 2003). It is evident that a set of guidelines; a policy, a vision, 

or both; could have directed the employees‟ efforts in the right direction. This illustrates that 

if leaders spend more efforts in creating a common understanding of the company‟s vision, 

they will in a longer perspective be able to focus on important issues than management of 

details. If the vision is clear, more autonomy can be given, while at the same time retaining 

control over the direction of the development of the company. Having a vision that guides 

one‟s decisions is useful because decisions can involve alternatives with very different 

outcomes. Provided that the decision-makers are committed to the vision, they should be 

inclined to choose the alternative that will bring the organization closest to the vision. In this 

sense, visions are even more valuable in times of uncertainty and change, because of the 

complications of weighing short-term goals against long-term goals. When wondering 

whether a decision is good, the vision should give the answer. 

 The second important quality of a vision is that it is an optimistic visualization of a 

“possible and desirable future state of the organization” (Bennis & Nanus, 1985, p. 89, in 

Northouse, 2004, p. 180). This is probably close to what most people associate with vision. 

The vision statement should be presented as a serious point of aspiration, rather than a utopian 

state. It must incur optimism in such a way that it changes the mentality and behaviour of the 

members. According to Arvonen (1989) the vision‟s success depends on the fit between the 

organization‟s goals and how its members have internalized it. Therefore, it is important that 

the vision is easy to understand. If it is realistic and optimistic, they will be more receptive to 

it. Further, a vision statement should be a contrast to the current state, and something that 

                                                 
2
 Vice President for the Strategy and Change Program 



6 | P a g e  

 

every member of the organization should aspire to achieve. It can therefore be described as a 

long-term goal that is meant to give a sense of purpose to the work.  

This leads us to the third quality of a vision, namely the motivating factor. A vision 

has little value unless it leads to commitment and eventually a desired behavioural outcome. 

This means that the vision must motivate the organization‟s members to change their 

behaviour. Yoon claims that good visions establish a sense of common identification, and that 

this can translate into commitment, especially in collectivistic cultures (Yoon, 2006, p. 67). In 

addition to motivating through a sense of greater purpose (Arvonen, 1989), visions become 

more influential if the leader exhibits self-sacrificial behaviour (Yoon, 2006, pp 75-76). In a 

self-report study conducted in the Korean industry, Yoon investigated the effects of vision 

salience and self-sacrificial behaviour on team effectiveness. Team effectiveness consists of 

three components; team innovativeness, team efficacy and team performance. These have 

been defined as the degree to which team members look for new opportunities in making 

change happen; the team‟s belief in its collective abilities; and the perceived quantity and 

quality of completed tasks, respectively (Yoon, 2006, pp. 69-70). Yoon found that vision 

salience affected all three dependent variables. In addition, she found that vision salience‟s 

influence on team performance was positively moderated by self-sacrificial behaviour. Such a 

moderating effect was not found in relation to the other components (see Figure 1).  

 

 

 

 

 

 

 

 

This supports the notion that a clear vision is more effective. Interestingly, the synergy effect 

suggests that the leader‟s exemplary behaviour does not affect innovativeness or the team‟s 

belief in its own abilities. Perhaps this is because the changes it creates in team performance 

are only at a superficial level, based on feelings of guilt. The reason this might be the case is 

that innovativeness and efficacy are cognitive variables, whereas performance is a 

behavioural one. In the study only the behavioural variable was affected. In other words, self-

sacrificial behaviour increases behavioural commitment, but not necessarily motivation. 

Seeing the leader sacrifice himself, subordinates may feel a normative pressure to perform 

Figure 1: Parts of the results of Yoon’s study on vision salience and self-sacrificial behaviour. Based 

on results from Yoon, 2006.  

TEAM EFFECTIVENESS 

Team innovativeness 

Team efficacy 

Team performance 

Self-sacrificial behaviour Vision salience 
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more, especially if the culture is collectivistic as it is in Korea. If this is the case, team 

performance would drop back once the self-sacrificial leader is absent or less sacrificial. In 

any case, if a leader is capable of upholding an image of self-sacrifice, he should do so 

because this can boost commitment.  

As already mentioned, giving a higher purpose to the work has individual appeal. 

Arvonen compares the vision statement to Maslow and Herzberg‟s concept of inner 

motivation, claiming that a task in itself can hardly be motivating unless it is seen in the 

overarching perspective of the organization‟s purpose (Arvonen, 1989, p. 136). For this to 

happen, the vision should be directed towards the individual members as well as the 

organization as a whole. Yoon argues that for visions to have an influence in all levels of an 

organization, managers at all levels “need to develop their unique team visions under the 

guidance of corporate vision” (Yoon, 2006, p. 66). This could be done through career 

planning and conversations with the employees. In order to individualize the visions further, 

Coble points out a solution that Walt Disney implemented:  

"He realized that, for his vision to be accomplished, each and every Disney employee or "cast member" 

would need to create a personal vision that would contribute to the corporate effort" (Brubaker & Coble, 

2005, p. 7) 

Hence, the ideal vision statement should have an individual appeal in order to be a mind and 

behaviour changing motivational tool. This leaves us with a definition of vision which I have 

used throughout this paper: A good vision is a simple, realistic and personally motivating 

visualization of the organization’s ideal future, which unites and directs the employees in 

their individual efforts towards achieving a long-term goal. A vision is not an end, but rather 

a process, a dialogue and a term sheet of cooperation between people (Arvonen, 1989, p. 

137).  

3.1.1 CREATING VISIONS 

While most of the theoreticians focus on the vision statement, Collins and Porras (1998) have 

taken vision an interesting step back in time to see how it should be created. They argue that 

the vision statement is only a part of the vision. Many organizations, however, only 

emphasize this part of the vision, with the consequence that visions are criticized for being too 

vague and filled with pretty but meaningless words. Collins and Porras (1998) state that a 

vision consists of an envisioned future and BHAGs (Big, Hairy, Audacious Goals). Envisioned 

future is in many ways similar to the vision statement – it paints a picture of the ideal state. 

BHAGs are easily understandable and barely believable goals that the organization must work 
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10 to 30 years to reach. They are defined in such a way that one will instantly know it when 

they are reached. NASA‟s „man-to-the-Moon‟ project was a BHAG (ibid., p. 41).  

In order to develop a vision that is compatible with the organization‟s nature, one must 

look at the core ideology, which consists of core purpose and core values. The core purpose is 

the organization‟s reason for being. The core purpose of Disney, for instance, is to make 

people happy (ibid., p. 51). The core values are so pervading that if one is removed, it changes 

the organization. Disney‟s core value of “no cynicism” is important because they cannot 

accept that visitors meet hypocrisy in Disneyland. The core ideology gives an idea about what 

already makes the organization unique, and where it should excel. 

Visions can be written in many ways. One of the methods of developing a vision 

statement is the approach of Collins and Porras (1998). In relation to the case study later in 

the paper, I have demonstrated and explained the procedure in Appendix A. The following 

order should be followed: 

 

a. Determine the core purpose.  

b. Determine the core values 

c. Create a vivid description of the future 

d. Set Big, Hairy, Audacious Goals (BHAGs).  

 

This change programme should be conducted by the so-called ‟Mars Group‟. The Mars 

Group, say Collins and Porras, is the five to seven people you would trust to “recreate the 

very best attributes of your company on another planet” (Collins & Porras, 1998, p. 29).  

3.2 SITUATIONAL LEADERSHIP 
Situational Leadership (SL) is a model that posits that effective leadership is about adapting to 

a group‟s or an individual follower‟s performance readiness. This readiness is a categorization 

of the individual‟s or the group‟s attitude towards completing a specific task independently 

from the leader. The model guides leaders in how they should adapt their style of leadership 

to their followers‟ change in readiness. The founders stress that SL is not a theory; it does not 

explain why this relationship between leadership style and follower readiness works as it does. 

Rather, it describes the relationship‟s pattern, and is hence a model (Hersey, Blanchard, & 

Johnson, 2008, p. 132).  

I have chosen their latest comprehensive publication, from 2008, assuming that it 

contains the most important revisions of that model. Since its introduction in 1969, SL has 
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undergone many changes (Northouse, 2004, p. 87), and in the 1980s Blanchard modified it 

into a Situational Leadership II (Hersey, Blanchard, & Johnson, 2008, p. 143). However, the 

main idea remains the same; the followers‟ performance readiness dictates the leadership 

style. 

3.2.1 PERFORMANCE READINESS (PR) 

It is important to note from the beginning that performance readiness (PR) is a measure of a 

follower‟s attitude towards one specific task, and not a general motivation for work (Hersey et 

al., p. 135). This means that an employee can be categorized in different readiness levels at 

the same time, depending on which task the leader is focusing on. It is further a dynamic trait 

– a person‟s readiness level towards the specified task can change during the course of a day 

or even a conversation, just as appetite varies. Due to the limits of this paper, however, it 

should be acceptable to assume that there is an average PR in the discussion of the case study. 

A follower‟s PR is determined by two factors; ability and willingness. Ability is about 

understanding the task, the skills necessary to perform it and the experience one has with that 

sort of tasks. Willingness, on the other hand, consists of self-confidence, commitment to the 

task, and the desire to perform it (ibid., p. 136). These two factors, i.e. ability and willingness, 

also interact with each other. For instance, “the amount of knowledge, experience, and skill 

brought to a specific task will often affect confidence, commitment, and motivation” of the 

follower (ibid., p. 137). A skilled and experienced accountant will likely be more confident in 

dealing with FUF‟s finances when these are in disorder. Performance readiness is indicated 

along a continuum from low to moderate to high, as shown in Table 1. 

 

 

Table 1: Continuum of Performance Readiness  (Hersey, Blanchard & Johnson, 2008, p. 137). 

Although there are four readiness levels (R1-4), Hersey and his co-authors divide each 

level in two parts, based on whether the focus should be on the follower‟s self-efficacy or 

willingness. The reason is that there “can be significant differences in an individual‟s 

behavior when performance is driven by insecurity as compared to unwillingness” (ibid., p. 
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138). For instance, an “insecure” R1 follower is not necessarily “unwilling”.  As we shall see 

in the case study, this has a certain influence on the appropriate leadership style. However, 

these differences are currently not regarded so distinct that they constitute a new category of 

performance readiness. Therefore, there are still four readiness levels, ranging from least to 

most mature, as described below (ibid., p. 137-140): 

 

R1.  The follower does not have the necessary ability, i.e. skills, knowledge and 

experience, to perform the task. In addition, the follower is characterized by either 

unwillingness (little motivation and commitment) or insecurity (little self-

confidence). An R1‟s behaviour is characterized by confusion, frustration and/or 

fear of failure.  

 

R2.  The follower is unable to perform the task, but is willing and/or confident to do so 

on the condition that the leader is present for guidance. New employees are often 

on an R2 stage because they are prepared to learn the necessary skills.  

 

R3.  The follower is able to perform the task, but is either insecure or unwilling. 

Insecure followers have often been given the task recently but have gained enough 

experience to be granted more autonomy. They have to perform previously 

supervised activities without feedback, and may therefore feel unsure. Unwilling 

followers are resistant and could perceive the task as punishment. They may have 

personal reasons for their reservations, or may simply be free-riders.  

 

R4.  The able and confident performance level is characterized by self-supportive 

behaviour; the follower completes the specific task on time and by high standards, 

and is willing to help others. Thus, the R4 follower takes some of the work off the 

leader‟s shoulders. 

 

3.2.2 LEADERSHIP STYLE 

The second main component of the Situational Leadership model is the leadership styles. 

Hersey et al. distinguish between four leadership styles, each of which is ideal for one of the 

PR levels. The leadership styles vary according to two scales; task behaviour and relationship 

behaviour. In this sense, SL has a striking similarity with the Managerial Grid and the Ohio 
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State and Michigan leadership studies. As opposed to these studies, however, SL breaks with 

the so-called “high-high” myth (Butler & Reese, 1991, p. 42) – it rather states that task and 

relationship behaviour should be varied according to what readiness state the followers are at.  

The four leadership styles are telling, selling, participating and delegating, which 

correspond to R1 through R4 respectively. This means that it is the follower‟s readiness, and 

not the leader‟s personality or leadership training, which should determine the ideal leadership 

style. This is what makes up the situational component in the SL model. This is one of the 

features that distinguish it from the leadership theories just mentioned (Berg, 1991, p. 186). 

The styles are described below (Berg, 1991, pp. 184-186; Hersey, et al., 2008, pp. 142-146) 

and can be seen in a proper context in Appendix B:  

 

S1. Telling style – for unable and insecure or unwilling followers (R1): 

Because the follower is unable and insecure to perform the task on his own, he needs 

guidance. While there should always be a little relationship behaviour (REFFF), the leader‟s 

emphasis is on task behaviour. This is equivalent to giving directions to somebody who is 

new in town. The directive tone may also seem reassuring to an unwilling follower – a child 

who is unwilling and unable to do homework alone may give it a try if the parent divides the 

work into small, manageable pieces and gives positive reinforcements for each step in the 

right direction.  

 

S2. Selling style – for unable but confident or willing followers (R2): 

Since the follower‟s confidence is dependent upon the leader‟s directions, the leader must still 

be directive. The difference from telling is that the leader is opening up for dialogue and 

clarification in such a way that the follower “buys” the idea, internalizes it and feels 

ownership to it. The guidance and emotional support will uphold their motivation.  

 

S3. Participating style – for able but insecure or unwilling followers (R3): 

Since the follower has the necessary abilities to perform the task, the leader‟s behaviour 

should be more directed towards giving social support and recognition, and fewer directions. 

This style is characterized by two-way communication or consultation.  

 

S4. Delegating style – able and confident or willing followers (R4): 

The delegating style is the most passive of the four, as it should be low on both task and 

relationship behaviour. While the leader never should cease to exhibit relationship behaviour, 
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the followers need less support and direction to perform their tasks independently. The leader 

should take care in not overloading with information. Rather, initiative should be handed over 

to the followers, who can handle the planning, performing and control of their tasks 

autonomously. 

3.2.3 CRITICISM 

The most pervasive, underlying weakness of the SL model is that its scientific fundament is 

smaller than equally popular theories. Despite its popularity in the business world, there have 

been very few rigorous empirical tests on the model (Vecchio, 1987). Yukl mentions that 

some support has been found for the idea that followers who are low in ability and confidence 

need a directing leader (Yukl, 2006, p. 224). Furthermore, Vecchio found that SL was quite 

accurate on the low-maturity levels (Vecchio, 1987, p. 449). However, there is comparatively 

little research beyond this, even after forty years. As demonstrated in the following 

paragraphs, the lack of a body of empirical support over the last forty years accounts for much 

of the criticisms of the model.  

SL has been criticized for being put together in a seemingly random manner. 

Consequently, the internal validity of concepts such as PR can be questioned. For instance, 

PR has been defined by three main factors. Why were only ability, willingness and confidence 

chosen? Northouse (2004) argues that other factors, such as age, gender and social 

background, can have as much influence as the ones already included in the model. Although 

Northouse‟s example factors are rather stable traits that do not require a leader to change his 

behaviour towards the same person on a daily, “situational” basis his point is still strong. 

Other situational circumstances, like family life and a personal vision for the career can have 

a more relevant and perhaps moderating effect on an employee‟s motivation for work.
 3

 The 

model would benefit much from having a study investigate which factors affect performance 

readiness the most.  

 Questions have also been raised about the relative order of the PR levels. More 

specifically, the point has been that one cannot determine with certainty the importance of 

situational factors relative to each other in the manner that SL does (Barrow, 1977, in Yukl, 

2006). As shown in Table 1, PR is conceptualized as four points on a continuum. It is the 

internal order of these four points Yukl addresses when questioning “… the assumption that a 

subordinate is less mature if skilled but not motivated than if motivated but unskilled” (Yukl, 

                                                 
3
 In defence of Northouse, his factors could possibly have a certain influence on leadership style in hierarchical 

business cultures. 
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2006, p. 225)
4
. Since there is no scientific evidence determining which of the stages are most 

ready for performance, we cannot be sure which level needs to be granted most autonomy.  

Not only is the concept of performer readiness unclear; so too is its connection to 

leadership style. One of the few studies on “Situational Leadership Theory” found reliable 

support for the appropriateness of the prescribed leadership styles for low-maturity followers 

(R1 and R2), and to some degree also R3. For R4 followers, however, there were no 

consistent findings that they should be “free from direction and … strokes from their 

supervisors” (Vecchio, 1987, pp. 449-450), as anybody would want some sort of recognition 

from their leader. In defence of SL, Hersey et al. claim that their model does not have a zero 

level for task or relationship behaviour (REFFF). However, an R4 follower might need more 

than a laissez-faire or “impoverished” style of leadership. In addition, cultural variables 

meddle with the connection between PR and the appropriate leadership style. For an unwilling 

but able follower (R3), SL suggests a participating style (S3). At the same time, in a more 

hierarchical organizational culture, this follower would become more ready for performance if 

the leader was blatantly “telling” (S1). Perhaps this discrepancy is due to the operational 

definition of the styles, or perhaps to Hersey and Blanchard‟s idea of the leader as a tutor. 

Hence, no matter how intuitive the justification of the readiness-style fit may sound, a 

rigorous study is needed to clarify the inconsistencies and uncertainties. 

  While SL has been heavily criticized for its lack of scientific support, its prescriptive 

and rather intuitively appealing characteristics uphold its practical value. Among these 

characteristics, we find the emphasis on leader flexibility (Northouse, 2004). Followers 

change, both in terms of abilities and motivation, and these changes may come over weeks or 

days. By being sensitive towards the followers‟ performance readiness, the leader will 

apparently lead better. People react to leadership both according to the leadership style and 

their own personal situation. It is quite possible that the current categorization of PR and 

leadership style needs to be replaced in the future. The idea of follower-adapted leadership is 

nonetheless important for the development of followers. Rather than rejecting an incompetent 

follower as a problem employee, or requiring as much from him as from a more skilled 

employee, the model prescribes using whatever resources this person has within himself 

(Yukl, 2006).  

                                                 
4
 Yukl is either referring to a version that I have not studied or mixed the two; “skilled but not motivated” is an 

R3 stage, while “motivated but unskilled” is an R2 stage, and Hersey et al. regard the last one – not the first one 

– as less mature (Hersey et al., 2008, pp. 139-140) However, his point is still relevant. 
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4 THEORETICAL DISCUSSION 

4.1 DO VISION MATCH WITH SITUATIONAL LEADERSHIP? 
In search for ways of creating visions that match followers‟ PR, the idea of assigning a 

separate vision for each readiness level can sound tempting. There are several reasons why 

this is not recommendable. First, it is unpractical. As mentioned earlier in 3.2.1, followers can 

change readiness levels within a short time, especially between when the ability is constant. 

Using an ”R2 vision statement” for one separate group of R2 followers would be difficult  

over time because people move to and from PR levels almost without being aware of it 

themselves. Furthermore, labelling people according to their abilities, confidence and 

willingness may be perceived as stigmatizing, and lead to lack of motivation, or resistance to 

change. Finally, a vision should rally the entire organization behind a common goal. Creating 

four different versions of the vision would create confusion and disconcert between the 

groups, and as we shall shortly see, some PR levels are less open than others to visions. Of 

course, it is possible to create a vision for each department as Yoon suggests (0), or one for 

each employee as Disney did (3.1.1). But these are not so much connected to PR levels. 

Furthermore, once a vision has been developed, it can be presented differently to followers in 

the different PR states; it is up to the leader how much he wants to expose the follower to the 

vision.  

In order to assess their combined value to crisis leadership, we should examine how 

well visions fit into the concept of SL on a theoretical level. This is important to investigate 

because it shows that visions can be used actively within the framework of SL.  

 

Telling style 

For both vision and S1, the target is stated clearly, and gives the leader a sense of 

direction. There is room for the vision to encourage the unwilling follower. However, 

this style requires that the vision reach the follower through the leader‟s guidance. The 

reason is that the R1 follower is preoccupied with how to do things, not what to 

achieve. Visions operate at a higher level, whereas directions from an S1 style is more 

specific.  

 

Selling style 

Because R2 followers are willing to stretch far to complete their tasks, a vision can 

give them something to stretch for. The leader needs not motivate the followers 

further, but only feed the motivation. Simultaneously, the leader must tell the 
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followers how to do things. This might reduce some of the effect of the vision – since 

the leader is doing the heavy thinking for the follower, the follower does not need to 

interpret the vision in order to complete the given tasks.  

 

Participating style 

In the participating style, however, the leader lets the followers work independent of 

his directions. Hence, the vision can play a more important role for insecure followers, 

in that it provides a mental framework in which to understand their performance. Here, 

vision plays a reassuring role. Another of the vision‟s functions is to increase 

commitment, particularly among unwilling followers. Hint om Yoon 

 

Delegating style 

This is perhaps the most vision-compatible style. Since the leader lets the followers 

work independently, they are in need of some kind of long-term policy. This is very 

much in line with the vision‟s longterm directive, or power decentralizing function; as 

long as an action contributes to the vision, the followers are allowed to do it. The 

leader only intervenes when the followers need support, or when they loose focus of 

the vision.  

 

The pattern that emerges suggests that a vision‟s applicability depends on the maturity of the 

followers. Higher maturity followers, such as experienced employees, need less task-oriented 

direction but their productivity may improve with a guiding vision.  This means visions have 

a more noticeable effect on R3 and R4 followers. There seems to be a connection between the 

successful influence of a vision and better PR. If a leader wants to introduce a vision, he must 

be willing to reduce task behaviour, or wait until the followers are more mature. Leaders may 

also initiate a self-fulfilling prophecy. Too much detail management signals that the leader is 

reluctant to trust followers to act indepentently, and does not have confidence in the 

follower‟s skills. The follower may take this as an objective view of his abilities, thus 

regressing in PR. Converesely, helping followers create their own visions in terms of career 

plans, for example, can increase self-efficacy and hence ability.  

4.2 THE IMPACT OFVISION ON FOLLOWER READINESS 

Can we expect there to be any real influence of visions on PR levels? Following this paper‟s 

definition of vision, there are two ways that a vision can affect people; it can provide direction 

and clarity, and foster motivation and commitment. As we will see, these are well connected. 
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It is therefore natural to focus on these functions when trying to understand visions‟ effect on 

PR.  

As mentioned in the previous section, a vision has more potential among followers 

who are able, because they have a wider zone of proximal development in terms of efficiency. 

Sometimes people do not put all their efforts in their work, because they do not know where it 

will lead. There is not necessarily a need for a directive leader (S1), but a goal to focus on. 

Having a goal does in itself awaken a drive in us to achieve it; even more so when the goal is 

motivating. BHAGs, for example, are a source of determination for followers who are high in 

ability. It is not so much a matter of motivation as it is of clarity and having something to 

stretch for. An example may illustrate the point: If you are driving to a new address, you 

naturally slow down the closer you get, even though both you and your car have the ability to 

reach the goal faster. Similarly, a vision provides directions; we know where to invest our 

efforts and what we should expect to get from it. Hence, visions reorganize able followers‟ 

efforts in such a way that the cognitive resources of the organization are used more 

efficiently.  

Increasing commitment and motivation in times of crises is not easy. Responsibilities, 

funding and employments are changing or disappearing. At the same time, commitment and 

motivation are important for the PR. Therefore, boosting these two things is important for R1 

and R3 followers, and this is a task that can be achieved through the corresponding leadership 

styles as well as through vision. Without an empirical study, we cannot know for sure how 

visions affect followers‟ readiness. However, one of the interesting similarities between the 

vision‟s and leadership styles might improve our understanding. The vision‟s similarity to S3 

interaction with followers is that followers should be allowed to make their own decisions 

(Hersey, Blanchard, & Johnson, 2008, p. 145). As discussed earlier, one of the purposes of 

vision is to democratize the decision process, and as we can imagine, this opens up for a 

feeling of ownership to the idea and responsibility for the outcome. Here, visions and S3 

leadership would increase commitment in a similar manner, thus moving the follower through 

a PR level.  

In addition to the suggestion of SL, which is harmonious with the functions of visions, 

Yoon‟s study provides us with further information about how to increase commitment in an 

organization. As mentioned in the theory section, vision salience increases the team‟s 

innovativeness, self-efficacy and performance. When self-sacrificial behaviour is added, the 

performance increases even more. This is probably because the team members‟ commitment 

also has increased. Interestingly, the vision apparently does not affect the followers‟ 
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mentality, only their behaviour. Perhaps this is related to the self-presentational issue of not 

losing face by being regarded as a free-rider; perhaps it is because of the guilt they feel when 

their boss sacrifices his own free time. No matter what the reason is, self-sacrifice in the upper 

levels of the hierarchy can clearly be used as an effective way of increasing commitment. 

5 CASE: UNDERSTANDING LEADERSHIP IN CRISIS 
In the past, Foreningen Unge Forskere (FUF) has been a well-functioning organization with 

many successful activities involving hundreds of youth each year. Now, most of its branches 

are inactive. Hopefully, this case can contribute to our understanding of how visions and SL 

combined can lead FUF out of its predicament. Before analysing the case in terms of vision 

and PR, a short explanation of the background for its present situation is in order. 

5.1 BACKGROUND  

There are two characteristics with FUF that predispose it to its current situation. The first is 

that it is driven by volunteers on all its levels. This means that those who begin to work for 

FUF are motivated to do so. There are no monetary compensation for the work done, and they 

could have spent their free time doing other activities. Unfortunately, it also means that 

commitment can vary. During the one year period for which board members are elected, 

commitment has time to drop to inactivity. In the period that I have known the organization, 

each members‟ commitment has changed according to his or her wishes, not the 

organization‟s needs.  

 The second characteristic is that FUF consists mostly of young students. The first 

problem is lack of experience. While a few members have been in the organization for many 

years, the majority does not exhibit enough responsibility or confidence to convince that it 

would be able to do their tasks independently. The second problem is that the members‟ life 

situation is uncertain. According to some of FUF‟s partners, the current crisis started when 

most of the active members moved within a short time to study abroad. This is when FUF‟s 

budget inconsistencies began, and the communication problems worsened. As this illustrates, 

FUF is particularly vulnerable to sudden brain drains and turnover. In fact, this uncertainty in 

life situations, combined with the yo-yo type of commitment seen in some volunteer 

organizations, accounts for most of FUF‟s serious problems. 

5.2 THE PROBLEMS IN TERMS OF VISION AND PERFORMANCE READINESS  
We cannot change the reality that most of our members have unsettled lives, nor entirely 

avoid the problems they create. However, we can approach the problems better. From the 
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description above, we can deduct a few patterns that we can relate to the previous discussions 

of theory.  

We can expect that most new members, if not all, are high in motivation. Their PR is 

either R2 or R4. They are generally willing to do the tasks they are given, whether confident 

or insecure in their own performance, because by virtue of being new members they expect to 

be asked to take on some work. From here there are two parallel trends. One is that they 

become more able, i.e. they get the necessary knowledge, skills and experience to fulfil their 

responsibilities. The second trend is a recession in commitment and motivation, which are 

part of the willingness parameter. I therefore postulate that after some time, the new members 

regress from R2 or R4 to R1 or R3 respectively. For clarity, I remind that a person‟s PR 

depends on the specific task. For simplicity, however, I use what I perceive as the average PR 

in each member.  

 Such trends as these have implications for leadership style. Hersey argues that in 

addition to the PR level itself, the direction of readiness development is important (Hersey, 

Blanchard, & Johnson, 2008, p. 152). For instance, a follower who is becoming more 

committed requires different leadership behaviour than one who is losing commitment, 

although they are both on the same level. This is especially relevant for the second trend in 

FUF, as they are more often inclined towards commitment recession than increased 

commitment. I will shortly return to the appropriate leader behaviour for such trends. 

In terms of vision, a lack of commitment or sufficient task performance can be due to a 

lack of direction in the long term. Nobody knows where FUF will be next year, partly because 

the high turnover has reduced our internal communication. Members do not know what to 

strive for whenever they have the opportunity to work hard. Students‟ capacity for volunteer 

work varies with their studies. Occasionally they have a very high capacity, and could have 

done much within a short time to advance the interests of FUF. However, such “efficiency 

windows” last for a short time and occur at different times in different people. It is therefore 

essential for the effective use of our human resources to identify areas of long-term 

development, such as promotion of our camps with each of its specific to-dos. If we had had 

clear and specific goals available to all FUF members, a motivated person in an efficient state 

could take over when another member‟s efficiency window had passed.   

5.3 SUGGESTION FOR SOLUTION 
Creating a vision and leading through SL will not solve an organization‟s problems, nor are 

they the only tools needed to conduct change successfully. In addition to vision, strategies, 
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missions, and change projects have to be designed (Daft, 1999, p. 125), and there are other 

leadership models that can used successfully. However, the combination of vision and SL 

constitutes one potentially important part in the change process. This final section discusses 

some things that are needed to implement change, and how vision and SL can be synthesized 

into one pattern of organizational behaviour. 

 

What do we need to change? 

Changes must be carried out by the organization‟s members, and if the leader does not have 

enough supporters the change effort will fail (Kotter, 1998). Since people adopt habits easily, 

it can be difficult to make them aware of the necessity of change. Without an awareness of the 

urgency of this necessity, the leader will have problems with finding support for the changes. 

If supporters are motivated and committed, this will ease the changing efforts.  

 Further, it is necessary that the supporters know where they are heading. This is where 

the vision comes in. When the question ”Why are we performing this change?” is asked, the 

answer should be found in the vision. Clarifying such issues, especially when the organization 

members themselves are allowed to be involved results motivation and commitment, because 

they feel that they feel ownership of the change effort. In fact, when it comes to increasing 

awareness of the organization‟s opportunities for the future, the act of visioning is at least as 

important as the vision itself (Shaskin?). This realization of unseen strengths has in itself 

transforming powers. 

 

The procedure 

SL and vision are two complementary leadership tools. Leading through SL can be a difficult 

issue if the leader is not sure what to motivate the followers to strive for. Only providing 

support is not enough – motivation comes from seeing things in a greater perspective. From 

the literature of both topics, the following procedure for combining vision with SL for a great 

change is proposed (e.g. Collins & Porras, 1998; Hersey et al., 2008). Some of the steps have 

already been discussed in detail.  

a. Develop a vision  

b. Assess the R level  

c. Choose an appropriate S  

d. Reevaluate 

e. Freeze 

By working out a vision according to Collins & Porras‟ model (see 3.1.1), a leader will have a 

better understanding of the organization, and that will strengthen the foundations of the 
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change programme. Using their model, I have come up with the following vision for FUF (see 

Appendix B):  

Our national competitions will become so popular that we will have to organize regional qualifications. 

In 2019, ten years from now, the news coverage on our flag ship activities will be more comprehensive 

than that of Norway Cup. Academic institutions such as the University of Oslo will hire us for their 

science promotion campaigns. We will exhibit such professionalism that other youth organizations look 

up  to us and seek our assistance in improving their own organization.  

At the next national assembly of FUF, it will be possible to pick out a Mars Group to work on 

making a vision that is more representative of the members‟ ideas. Further, such a Mars 

Group would naturally be inclined to supporters of change. 

As discussed in a previous section,  Hersey divides each PR level into confidence and 

willingness. He claims that when a group is developing it is insecure, wheras when it is 

regressing it is unwilling (Hersey, Blanchard, & Johnson, 2008, p. 146). As analyzed in 5.2., 

the average PR for FUF members moves from R2 or R4, to R1 or R3 respectively.  

The next step is to decide the leadership style as shown in Appendix B (see also 3.2.2); 

this will be S1 or S3. The direction of development is important for the decision of leadership 

style; in this case, it is from S2 and S4 respectively. Due to the regression, the appropriate 

styles have the following additions (for more detail, see 3.2.2) 

 

S1: Reduce relationship behaviour and become more directive. Use positive 

reinforcement. When the follower starts to respond, gradually start a guiding 

behaviour (ibid., pp. 142-143). 

 

S3: Increase involvement, i.e. most relationship behaviour but also focus on results. 

Take a more active part in the decision-making process, but when the follower starts to 

respond, encourage more independence (ibid., pp. 142, 145-146).  

 

Hopefully this will bring the followers back on R2 and R4. When changing leadership style, it 

is important to shift one style at a time (i.e. not jump from S1 to S4 or vice versa). This is 

especially true for regression, as a great change may lead to resistance or disillusion in the 

follower (ibid., p. 200). SELF-SACRIFICE?? 

 This is a cycle that should repeat itself, with the final stage being comparing the results 

to the expectations and following up the gap (ibid., p. 151). For this evaluation, the vision 

becomes an aid – are we any closer to any of the long-term goals? It is important to note that 

since visions are the ideal state in 10-30 years, it is wise to have subgoals, embodied in 

strategies. The strategies should be evaluated in terms of how they have contributed to 

attaining the vision.  
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Having improved the way an organization functions, it is equally important to prevent it 

from returning to its previous habits. Failure to do so is one of the reasons why transformation 

efforts fail (Kotter, 1998). Kotter mentions two ways of ensuring that the change be 

internalized (ibid.). The first is to help employees understand exactly what has led to the 

improvements. Attributing success wrongly is a sign that they have not been correctly 

conditioned. The second way is to make sure that the recruitment to top management is in 

harmony with the changes. Managers who have not been “change champions” are not egnet to 

continue the organization‟s new policy. Mentioning this before the change programme starts 

can also serve as an incentive to work harder for change.  

 An example of how this could be done in FUF is if we reach our BHAG of being 

KJRØs (See Appendix A). In order to uphold this image, this enforces a rule of recruitment to 

the FUF board(s) that, for instance, all members must prove that they are capable of talking 

enthusiastically about their own field of study.  

6 CONCLUSION 
If SL is as popular as have been suggested by some theoreticians, it provides an interesting 

framework for introducing visions, although it may not be the ideal framework. The strength 

of SL lies in the fact that it has at its core a consideration of the follower‟s sense of motivation 

and commitment, both of which are important goals of visions. Provided that the notion of the 

performance readiness is valid, an analysis of a vision driven company‟s performance 

readiness gives a very good indication of how the vision works. At the same time, the limits 

of the leadership styles hinder the effective use of visions on the less mature followers. Vision 

can affect unskilled people as much as skilled ones, but the leadership styles reduce the use of 

task behaviour and hence the means through which a vision can be implemented. This is a 

conceptual weakness that has to be taken into consideration by a leader who uses SL with 

visions.  

Crises cannot be solved by visions and SL alone; for that you need other tools and 

levels of planning. However, their combination can increase the momentum of change. 

Leaders who are willing to spend some time creating a good-quality vision will most likely do 

themselves a favour, because in the long run the followers will be able to work more 

independently. Through a vision, followers become more self-directive, and hence move up 

the PR ladder. This will allow the leader to focus on other important issues.  
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Based on the findings of the case study, we can assume that visions have the potential 

of fostering commitment and motivating members of an organization. Sometimes people do 

not put all their efforts in their work, because they do not know where it will lead. Similarly, 

if the leader does not put personal effort in changing, this will have a demotivating effect. 

Therefore, self-sacrifice is needed by the leader, both as a compassional relationship support 

and as an instruction of what to do and demonstration of where the expectations are. Hence, a 

vision can become a very powerful tool in transforming an organization if it is developed and 

implemented with a consideration of the employees‟ needs. 
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8 APPENDIX A: RESULTS FROM DEVELOPING A VISION 
The following is an account of how a new set of vision could be developed by Foreningen 

Unge Forskere. Ideally, it would be performed with the aid of a Mars Group, but due to the 

fact that most of them are currently studying abroad or are immersed in exams, I have 

performed that task as if I were the only member of the Mars Group. Hence, there may be 

problems in generalizing the results to other members of FUF.  

First it is important to find the core purpose and the core values of the organization. 

These constitute the core ideology, which gives clues about which areas it is important to 

excel in. By looking at the activities of the organization, the Mars Group should ask itself 

“Why is this important?” five times or until they find the core purpose. As regards the core 

values, if they are removed, the organization will lose its identity. These components of the 

core ideology are not about creating impressive phrases, but about preparing a foundation 

upon which to build a realistic vision. Setting relevant BHAGs may be difficult, so Collins 

and Porras suggest creating a vivid description of the ideal future first (Collins & Porras, 

1998, p. 45). Then, the specific, measurable BHAGs should be stated. Writing a vivid 

description and setting BHAGs is a creative process. 

8.1 Finding the core purpose: 
FUF‟s main task has been to organize science camps and social gatherings. To find the core 

purpose, we will use the formula of Collins and Porras and ask ”Why is this important?” 

(Wx?) a few times: 

 We organize science events for young people. 

W1?  Because it stimulates interest in science. 

 W2?  Because by rewarding them we get more ”brains” to science. 

 W3?  Because getting more ”brains” to science improves the quality of research. 

 W4?  Because we will get a better understanding of our surroundings. 

 W5?  Because that will generate new knowledge, which in turn will benefit mankind. 

This did not lead so much closer to FUF‟s core purpose, except that our purpose is to reward 

the generation of knowledge. Benefitting mankind, written as it is above, seems too shallowly 

connected to our raison d‟être. With these things in mind, a second try yielded the following 

results: 

 We organize science camps and social gatherings for youth.  

 W1?  So young people can have fun with science. 

 W2?  It will motivate them to generate more knowledge 
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 W3?  Because it will benefit their peers, and hopefully also society at large 

There are fewer ”Why is this important?” questions, but the results become more precise. The 

core purpose that can be deducted from these two trials is that we are here to connect youth 

through scientifically related activities and events, in order to inspire and reward them for 

generating knowledge. Put simpler, our core purpose is ”To connect youth with the aim of 

inspiring them to generate knowledge”. 

8.2 Finding the core values: 

This is more complicated. FUF has several branches that are not much in contact with each 

other. They are operating as if they were separate organizations, except within economy and a 

few formal communications. Therefore, finding as many as four or five core values that are 

common for the entire organization could be somewhat difficult. Yet, based on the similarity 

of the activities that are done by the different branches, the following appears to be quite 

representative: 

1. Providing unforgettable experiences 

2. Opening young people’s eyes for opportunities of personal progress 

3. Connect people  

8.3 Vivid description of the envisioned future 
Our national competitions will become so popular that we will have to organize regional 

qualifications. In 2019, ten years from now, the news coverage on our flag ship activities will 

be more comprehensive than that of Norway Cup. Academic institutions such as the 

University of Oslo will hire us for their science promotion campaigns. We will exhibit such 

professionalism that other youth organizations look up  to us and seek our assistance in 

improving their own organization.  

8.4 BHAGs – Big, Hairy, Audacious Goals’ 

The BHAGs mentioned here are an expression of my aspirations for FUF as a potential 

national president (my current position being that of the national vice-president).  

- In terms of popularity, we shall become the Norway Cup of science.  

- Every member who commits to the work of FUF shall be helped to develop into a 

highly competent organizer, thus making FUF the primary source of headhunting 

companies who seek young, responsible persons.  

- We will all be KJRØs (Knut Jørgen Røed Ødegård), surpass his successes in 

publicizing astrophysics and become the organization most active in rallying the 

youth’s interest in science and research. 



27 | P a g e  

 

9 APPENDIX B  

Figure 2: The connection between performance readiness and leadership style (Hersey, Blanchard, & 

Johnson, Management of Organizational Behavior, 2008, p. 142) 


