aw
JONKOPING UNIVERSITY

Jonképing International
Business School

The Impact of Visionary Leadership

A gualitative study of visionary leadership and its impact on
organizational cultures within the marketing industry

BACHELOR DEGREE PROJECT

THESIS WITHIN: Business Administration

NUMBER OF CREDITS: 15 hp

PROGRAM OF STUDY:: Marketing Management
AUTHOR: Astrid Nordberg, Alva Linddahl & Elin Klingberg
JONKOPING May 2023



Bachelor in Business Administration

Title: The impact of visionary leadership, A qualitative study of visionary leadership and its
impact on organizational cultures within the marketing industry.

Authors: Astrid Nordberg, Alva Linddahl & Elin Klingberg.
Tutor: Nadia Arshad

Key terms: Vision, visionary leadership, organizational culture, employee motivation,
employee creativity.



Acknowledgement

We would like to thank and show our greatest appreciation to everyone who has provided
support throughout the process of writing this thesis. Moreover, we want to express gratitude
to our tutor Nadia Arshad who has been helpful and encouraging in the writing process. With
her knowledge, profession and guidance, writing this thesis has become an enjoyable journey.
Finally, the authors would like to send a special thanks to the interviewees of this thesis, who

by providing valuable information and useful insights contributed to the construction of this
thesis.



Abstract

The research conceptualizes how visionary leaders have the ability to develop a vision for an
organization, make it a shared one among its stakeholders and lead them towards the realization
of the vision. The type of leadership within marketing agencies has a great impact on
performance due to the level of creativity needed in the industry. A visionary leadership style
possesses skills to motivate people which is necessary to be creative. The purpose of the study
is to investigate how visionary leadership impacts business strategies focusing on
organizational cultures from the viewpoint of marketing agencies. In the research, a qualitative
study has been applied where data has been collected through semi-structured in-depth
interviews with respondents working in marketing agencies providing the empirical findings. It
is found through the research that leadership traits of visionary leaders are beneficial and has a
great impact on organizational cultures. Visionary leaders possess the ability to communicate
and implement visions within companies and guide organizations through action steps to realize

the visions.

Astrid Nordberg Elin Klingberg Alva Linddahl
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1. Introduction

The purpose of this chapter is to provide the reader with a background to the chosen topic
followed by a problem discussion and the purpose of the thesis. Further on the perspective

will be presented along with delimitations and definitions.

1.1  Background

“The people who are crazy enough to think they can change the world, are the ones who do.”

- Steve Jobs.

One of the most influential persons with creative ideas and visions that would come to redirect
the world of technology was Steve Jobs, the founder of Apple. He was a visionary like no other,
creating technological disruptive innovations like the iPhone and the iPad. He had the ability to
inspire, motivate, and lead others to transform visions that may have seemed unattainable into
reality (Murugesan, 2011).

A combination of skills within leadership and an extreme passion for one's vision is required in
order to achieve things that may seem unattainable from the beginning. This is what visionary
leadership is about, being a visionary and having the abilities to lead towards the vision.
Visionary leaders are driven by visions, images of the future and they strongly believe in their
ideas (Benjamin, 2020). However, to realize a vision employees need to feel motivated, be
creative, and dare to think outside of the box. With this in mind, a supportive environment
where this is captured is importance. Thus, creating an organizational culture facilitating the

achievement of vision plays a significant role.

An organizational culture creates an environment for employees to work in and can either have
a positive or a negative impact on the employees. A positive impact can make employees feel
motivated, inspired and creative which can result in increased performance of an organization
(Miharja & Hayati, 2021). According to (Day, 2014) it is significant for organizations to
increase performance in order to possess the ability of communicating, creating a team and

continuously leading towards realization of the vision. The organizational culture is of high



importance for industries where creativity is crucial. One example of such an industry where

this is essential is within marketing agencies (Collier et al., 2020).

For marketing agencies creativity is vital to constantly deliver material to their customers
(Collier et al., 2020). They work with several customers that operate in different industries and
therefore they must get to know each customer in depth. That is important in order to produce
material for them and be aware of changes and developments within their customers' industries.
Working in an encouraging, motivating and creative environment is central for this type of
industry, which is the reason why the organizational culture is important (Sinclar, 2020). Due
to the visionary characteristics of visionary leaders, they possess the skills to create this kind of
environment (Benjamin, 2020). Visionary leaders may therefore contribute and initiate to

laying the foundation for an organizational culture where motivation breeds creativity.

1.2 Problem Discussion

The former president of the United States, John F Kennedy, presented in 1961 that their country
should be the first to put a human being on the moon. A vision that for many people felt
unrealistic in terms of the high level of advanced technology and unknown math that was
required to achieve this vision. However, a few years later on July 20, 1969, Neil Armstrong,
an American astronaut was the first human to ever put a foot on the moon (Launius, 2012).
According to Benjamin (2020, p.1) “it was an ambitious goal, some might even say unrealistic.

But what it really was, was visionary leadership at its best.”

Due to many spectacular achievements brought to life by visionaries, visionary leadership has
been broadly researched within different fields and from several perspectives. One perspective
that Miharja and Hayati (2021) clarifies is the importance of visionary leadership incorporated
with talent management which works to improve the performance of employees. It has also
been discovered that visionary leadership impacts team cohesion positively (Van der Voet &
Steijn, 2020). According to Bass and Avolio (1993), leaders play a vital role in forming
organizational cultures. Thereby it is necessary for the leaders to work strategically and
tactically in order to create an organizational culture which aligns with the company's vision

and its core values.



Kontogiorghes (2016) explains that when employees are committed to an organization and its
culture, the organizational culture can contribute to the creation of motivation. This can further
lead to increased creativity among the employees at the company. As presented in the
background, an industry where creativity is essential is marketing agencies (Collier et al., 2020).
Their work mainly involves delivering creative marketing solutions to their customers and
therefore they need to continuously be motivated in order to keep and increase their level of

creativity.

With the research presented above regarding visionary leadership and its impact on
organizational cultures there has been identified a common unresearched field, visionary
leadership and its connection to company cultures within marketing agencies. A visionary
leader working in marketing agencies may have a positive impact on their cultures, thus that is
yet to be discovered. Moreover, it has been identified that an important attribute of visionary
leaders is to be creative and that they possess the skill of enhancing employee creativity (Zhou
et al., 2018). Therefore, this thesis will investigate visionary leadership and its impact on

organizational cultures within the field of marketing agencies.

1.3 Purpose

From the viewpoint in the introduction and in the problem discussion, the aim of this thesis is
to give the reader an understanding of how visionary leadership impacts business strategies.
With the purpose of the thesis in mind, the research question is: How does visionary leadership

impact organizational cultures?

1.4 Perspective

In this thesis the perspective of leaders and employees at marketing agencies will be adopted,
to gain insight and understanding of their perception of the company's organizational culture
and vision. Choosing to interview both leaders and employees facilitates a broad understanding
and provides opportunities for both parties to express their experiences regarding visionary

leadership and its impact on business strategies.



1.5 Delimitations

The research and data collection has been delimited to a specific industry by choosing to focus
on marketing agencies where the work has been delimited by geographical location focusing
on Sweden. The choice of industry is due to fact that a significant attribute of visionary leaders
is that they are creative and have an ability to increase creativity among their employees (Zhou
et al., 2018). The study only covers Sweden to not broaden the scope of the thesis. The
geographical delimitation is made to facilitate interviews as far as it is possible, be held
physically in face-to-face meetings with the respondents. The respondents are CEOs and leaders
of the marketing agencies together with employees working daily with executing marketing
activities. However, the study does not cover marketing departments' working in-house at
companies. Further interviews have also not been held with employees working with other main

activities than marketing.

1.6 Definitions

Business Strategy: The ability to be competitive on the market, reflected by the decisions and

actions taken within the organization (Yuan et al., 2018).

Visionary Leadership: The ability to think creative, communicate a vision, gain followers and
lead others to contribute to the realization of a vision. It also involves making the vision a shared
one within the organization (Day, 2014). Furthermore, a vision communicated by a leader

empowers people to take action (Blanchard, 2019).

Vision: A motivating, future oriented, long-term, ideal result or image (Stam et al., 2010) that
is clear, defined, and shared amongst all employees to create a direction for the organization to
work towards (Bessant & Goller, 2017).

Creativity: Using a set of developed abilities including associating, questioning, observing,
experimenting, networking (Bailey, 2012), to construct new and useful ideas, solutions, and or

insights to a given problem and or situation (Bessant & Goller, 2017).



2. Frame of Reference

This chapter aims to provide the reader with a theoretical background to the topic,
summarizing concepts previously studied in the relevant field. It presents relevant theories
providing a framework for the analysis. The two theories introduced are the Linear

Model of Communication and Herzberg’s Theory of Motivation.

2.1 Systematic Collection of Literature
By searching and identifying existing data to answer the research question of this study, several
sources have been applied to increase the credibility. To find the most suitable peer reviewed
articles, databases such as Primo, Google Scholar, Emerald, Science direct and Diva Portal have
been utilized. The books used for the research have been found at Jonkoping University’s
library. When doing research at the different databases, keywords such as “visionary leadership
AND marketing agencies", “vision AND marketing agencies”, “employees AND motivation”,
“creativity AND organisational culture”, “creativity AND leadership” and “company culture”
have worked as a frame to identify the most relevant peer reviewed papers and academic books.
A few articles were found through chain research. To choose the most suitable sources, the

discussions and abstracts were skimmed through.

Furthermore, the majority of the sources that have been applied in the study have been published
from 2016 and onwards for the literature to be relevant. Literature published in prior to 2016
may have become outdated due to the fact that new findings have been discovered that are more
contemporary. However, some academic books that were considered relevant were chosen even

though they have been published earlier than 2016.

The conclusion of gathering data for the literature review resulted in several sources. Among
the found literature, the different themes vision, visionary leadership, developing a vision,
organizational culture and employee motivation and creativity have been identified. These
concepts will be further presented and work as a framework to answer the purpose and the

research question of this thesis.



2.2 Literature Review

2.2.1 Vision
Studies indicate that when formulating a vision for an organization and communicating it to its
employees, not everyone will be convinced to follow (Kim et al., 2022). Most employees will
be persuaded at first with just a short description of the vision and further the implementation
of it. Therefore, according to Kim et al., (2022), it is important that a leader clearly expresses
the benefit that the society will make when realizing a vision. A vision builds motivation,
collaboration, trust, interdependence and contributes to increase collective performance at an
organization. It provides guidance for employees and leaders through decisions as they have
the end result in mind. Furthermore, the vision can be used to empower people to work more

proactive rather than reactive (Blanchard, 2019).

Blanchard (2019, p. 17) further states that “Leadership is about going somewhere. If you and
your people don't know where you are going, your leadership doesn’t matter.” A vision is used
to align an organization to work in the same direction, meaning that the shared vision guides
the employees beyond their individual performance, and works as a tool for an organization to
focus on collectivistic performance (Kim et al., 2022). Further on, when formulating a vision,
it should be idealistic, simple and provide an image of a future which the organization desires.
Additionally, rather than focusing on the tangible benefits of the vision, it is supposed to
highlight a more distant approach to objectives considered ideological. A simple vision should
be clearly communicated in less than five minutes and can be perceived as unattainable.
However, as the vision is future oriented, it according to Yukl and Gardner (2020) must not be
reachable within the near future, but rather provide a long-term direction for the organization
to work towards. In another study, made by Aagaard (2011), the author argues that an
organization’s effectiveness can depend on how clear the definition of its vision is.
Additionally, as a vision is distinctly expressed and implemented, its impact and the

organization’s development can be more precisely evaluated.

Developing a vision contributes to the creation of role identities within a group. These roles can
then in turn add motivation to further engagement in the performance of the collectivistic.
Members of a team may engage in collectivistic work to increase their socialized orientation to
compete with the leader’s socialized orientation. When collectivistic work is implemented in

an organization the leader’s visionary attributes are augmented and maximized (Kim et al.,
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2022). Goal alignment among employees at a firm may lead to both increased innovation and
creativity (Li et al., 2023). Additionally, it also contributes to the creation of commitment and

trust among employees (Luo et al., 2020).

2.2.2 Visionary Leadership
A leader is a person who is leading other people through guiding and communicating a desired
direction. Leaders can have character traits from several different leadership styles, although
there is often one or a couple of more prominent characteristics of one leadership style. Those
salient characteristics define how leaders are perceived by their followers. There exist several
different leadership styles a leader can adapt to, for instance transactional, autocratic, and

visionary leadership (Yukl & Gardner, 2020). This thesis will focus on visionary leadership.

As stated by Kim et al., (2022) an important role of visionary leaders is to act as role models
for their employees. This means that they do not only lead by their words, rather it is more
important for them to lead with their actions. Visionary leaders are motivated to incorporate the
vision and core values of a company and share those among the organization. Communicating
the vision explicitly, with both words and actions may work to increase its accessibility for
employees, and thereby contribute to aligning the collectivistic interest of executing the
mission(s) of the organization. This alignment is according to Van der Voet and Steijn (2020)

the core of visionary leadership.

Further on, the cohesion visionary leadership contributes to is foundational for the team
performance of an organization. Visionary leadership facilitates collaboration with external
stakeholders by having the vision as a guideline and providing a common understanding of the
current problem at stake. This means that when stakeholders and employees share common
references, the vision enables the team to work more effectively and thereby utilize the benefit
of working collectively with external stakeholders (Van der Voet & Steijn, 2020). For leaders
to maintain collective performance among their employees it has been found that visionary
leaders should create an atmosphere that is supportive and encouraging (Li et al., 2023).
Furthermore, to make the employees feel that they are supported, the company's values must
align with the employee's personal values, in order for them to feel cared about and sense that
their contributions are important. When an employee reaches a feeling of satisfaction, the
motivation along with the inspiration can increase, which in turn can lead to increased

performance (Miharja & Hayati, 2021).



Ivcevic et al., (2021) states that the leader of an organization has a responsibility to create
opportunities for employees to flourish in their abilities, grow and develop them. This can be
done by leaders giving their employees positive reinforcement and feedback. Positive
reinforcement challenges the employees to continually develop their skills because of that there
exists an awareness that when the employees have done something good in the leader’s eyes,
they will be supported and recognized. Further, Blanchard (2019) reinforces that when a leader
gives praise to his or her employees, it must include both general and individual praise. It can
be perceived to be more genuine when receiving personal feedback, however if it happens in a
group, an employee can feel embarassed. The success achieved collectively measures the
individual contribution meaning that collective success and individual success are closely
interrelated (Alexander, 1989).

2.2.3 Developing a vision

According to Scott et al., (1993) developing a vision of an organization is a process where core
values at a company are clarified for the employees to collectively focus on a mission. Once a
company has established a vision, it must constantly work to implement the vision in all
departments of the organization. However, even though the vision applies to the whole
organization, different departments must work independently with the vision to define their

own goals.

Scott et al., (1993) further state that the process of developing and establishing a vision for a
company is time-consuming and requires the leadership team to go through several stages. The
first step in the process is to identify core values that the organization should aim to represent
in everything they do. Yukl and Gardner (2020) show that in this part of the process, it is
beneficial to integrate key stakeholders to further get to know their mindset and understand
their perspective of how they both view and perceive current values at the organization. This is
due to the fact that a single leader lacks the knowledge and insight needed to develop and create
a vision with the purpose of being appealing to all relevant stakeholders. Scott et al., (1993)
continue to explain that it also is helpful for the management team to listen to what values the
employees would like to associate the organization with. Furthermore, the current situation of
the organization needs to be analyzed. This analysis involves scanning trends and finding

information that is important to customers and suppliers, as well as to their employees.



Following the process, the company must identify its mission and define a mission statement
that should work to inspire employees individually and as a team to get their attention and
motivate them in their work. Later in the process of developing a vision is the step of visioning.
The company must create an image of where they want to be in the future and picture
themselves executing their tasks with excellence. Scott et al,. (1993) further presents that this
image is a tool to expand the company's sense of what they think is reasonable and it also helps
them to broaden their perspective and allows thinking outside the box. However, envisioning
an organization's future may be abstract and requires the skill of focusing on new potential
initiatives that may be successful. The last step in the process of working with a vision is the
implementation process, where a plan is created and key actions are identified. To conclude,
this needs to be done in order to combine the different parts of the process presented above
(Scott et al., 1993).

Five-Step Visioning Sequence

STEP 1: Clarify Values

Define key values and what they mean in action

STEP 2: Scan the Current Situation

Examine the current environment internally and externally

STEP 3: Define the Mission

Clarify the basic purpose

STEP 4: Create a Vision

Generate a clear image of the preferred future

STEP 5: Implement the Vision

Create strategic plans, action plans and feedback loops to
implement the values, vision and mission.

Figure 1: Five-Step Visioning Sequence (Scott et al., 1993, p. 4).



2.2.4 Company Culture

Kong et al., (2017) explicates that humans are born with the need to belong to a group. Aspects
of feeling that one belongs to a group can originate in sharing a religion, political position,
socio-economic background, or technological revolution. The feeling of belonging to a group
can add to a company’s culture for employees to feel more comfortable with their colleagues
which makes it easier for them to express themselves. A study made by Ling et. al., (2020)
shows how a group of people together play a vital role in creating an organizational culture,
which is largely influenced by its leadership and the case may also be vice versa. In connection
to organizational cultures, visionary leaders have the position at a company to direct and
redirect its culture. However, even though organizational cultures can be largely influenced by

its leaders, all employees within an organization contributes to the development of the culture.

According to Kontorghiorghes (2016), incorporating an organization’s core values into the
development of its culture can contribute to increased commitment of the company’s employees
to the culture. That is due to the fact that people want to feel included and take pride in their
work, which makes it important to include people in groups to contribute to that feeling and
also help to increase employees” self-esteem (Alexander, 1989). The feeling of belongingness
along with understanding the core values of an organization helps to identify an organization's
culture (Blanchard, 2019).

Moreover, when an organization’s culture is identified, it is required of them to have leaders
who manage the skills of building a culture. In the work of building or revising a company
culture, the vision plays a vital role as it works as a guide to the organization’s direction. As
stated by Ling et al., (2020) the company culture contributes to shaping the vision, and the
company culture must in turn support the vision, as it reflects the organization's core values.
Cultural norms can both be created and changed depending on what the leader chooses to focus
on. In the manner of how visionary leaders act as role models, whom they attract and employ
to their companies, and their response to crises also impacts cultural norms. This, together with
how visionary leaders are perceived by internal and external stakeholders contributes to that
impact (Bass & Avolio, 1993).

Blanchard (2019), enlightens that an organization cannot be measured to have a culture that
neither is correct or false, rather the corporate culture must be adopted to suit the particular

organization at stake. As the culture should be rooted in an organization's core values, those
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must be evident and clearly expressed to put words into a corporate culture. Some companies
may think that they do not take part in the forming and shaping of the organization, rather it is
a work executed automatically by the development of the organization. Therefore, Blanchard
(2019, p. 252) declares that one important question for leaders to ask is “Does your culture
serve your organization?”. If the answer is no, then the organization must work proactively to
create a culture whose purpose is to not just serve the leaders, but rather the entire organization.
Further, Rass et al., (2023) explain how an organizational culture works as a framework
providing guidelines for employees. For an organizational change to happen there must often
be a change in the organization’s culture. However, a dilemma mentioned by Spicer (2020) is
how companies should work to create and implement company cultures where employees work
either full-time or part-time from home due to the increased flexibility brought about by the

Covid-19 pandemic.

According to Spicer (2020), organizational cultures include symbols and signs, shared
practices, and perceptions of the organization along with appropriate shared values and beliefs,
which is difficult messages to get across if people are working remotely. Furthermore, an
organizational culture may need to adjust to environmental circumstances for it to be suitable
in current conditions. Developing an organizational culture is a process (Li et al., 2023), and as
it has been formed and established, it is hard to change (Hardcopf et al., 2021). However,
according to Hardcopf et al., (2021), organizational cultures often change and develop over

time along with the shift of people at a workplace.

2.2.5 Employee Motivation and Creativity

2.2.5.1 Employee Motivation
According to Fargus (2000), it is difficult for leaders to continuously motivate their employees
in a constantly changing world. Moreover, leaders with the ability to imagining the future find
it easier to motivate their employees to change compared to leaders possessing other leadership
traits. It has become more important to take necessary action to monitor and nurture employee
motivation, since a company's competitive edge is recognized from its employees through their
competence and creativity. Moreover, Fargus (2000) also explains that self-motivation can
flourish amongst employees when the following key leader issues are practised within an
organization; being visible, creating direction, being proactive, being consistent, having a
perception of fairness, and teamwork. With this in mind, a lot of responsibility for employee

motivation lies in the hands of the leaders. Furthermore, Fargus (2000) continues to enlighten
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that people are motivated by different things and that motivation can differ depending on what
stage people are in their lives. This shows the need for leaders to be communicative and
responsive to their employees for them to feel that they are listened to. However, there are some
basic key points that should exist within an organization to serve as a basis for employees to be
motivated. Those include selecting the right person for a specific job, introducing people
properly to the organisation when newly hired and creating a comfortable environment both
physically and emotionally. This means that leaders are responsible for communicating
expectations, giving feedback and providing advice which lays a good ground for motivation.
Further, encouraging growth within the organization, developing competence, being inclusive
in decision making and lastly celebrating and recognizing effort and successes are also

important factors for employee motivation (Fargus, 2000).

Jungert et al., (2017) believe that organizations are adopting a flatter organizational structure,
meaning less hierarchy and closer contacts with colleagues resulting in increased teamwork.
Hence the importance of being able to motivate each other. Two different types of motivation
are explained by Jungert et al., (2017), which are autonomous and controlled motivation.
Autonomous motivation is the satisfaction of autonomy, my, competence, and relatedness on
an individual level. In an organizational setting, it is the motivation that emerges from one's self
by finding one's employment interesting, valuable, and enjoyable. Controlled motivation arises
when the need for autonomous motivation are not fulfilled, leaving employees feeling that they
are under internal or external pressure. According to the Self-Determination Theory described
by Jungert et al., (2017), employees tend to perform better under autonomous motivation and

less under controlled motivation.

Further, Jungert et al., (2017) continue to conclude that autonomous motivation is something
that should and can be fostered by not only leaders but colleagues and or team members as well.
In contrast, Fargus (2000) states that leaders are the most important drivers of employee
motivation. In addition, Jungert et al,. (2017) states that motivation is a multilevel construction
meaning that it not only exists on an individual level, but on a team and organizational level as

well.
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2.2.5.2 Employee Creativity
According to Bessant and Goller (2017), the world today revolves around creating value.
However, in order to create value, people need to be creative in terms of finding, exploring, and
solving problems. Everyone can be creative, it is about finding or developing the right skills
and using them to be creative. Furthermore, creativity can be defined as “a complex construct
describing the ability of human beings to invent something new or behave in a novel way”
(Bessant & Goller, 2017, p. 7). One part of being creative is thinking outside of the box, seeing
things from different perspectives, changing perspectives, and breaking rules. Creativity is not
only about being able to paint a painting or write a song, rather creativity can be found and
developed by everyone. However, being creative is a process of using a different set of skills
which according to Bessant and Goller (2017, p. 12) are: “associating, questioning, observing,

experimenting and networking”.

Further on, Edmondson and Lei (2014) mention another aspect to make creativity flourish
within an organization, which is psychological safety. Psychological safety can be described as
the perception people have of the consequences in a particular context, by taking interpersonal
risks. It is created when mutual trust and respect among the employees exist and when the
employees feel comfortable speaking up about thoughts and ideas without the feeling of
possible rejection, embarrassment or punishment. Creating an environment where employees
experience psychological safety requires a responsibility of the organization’s leaders. They
must consciously work to influence the company’s organizational culture which can contribute
to increase creativity and thereby psychological safety (Zhou et al., 2018). The authors
continues to justify that this is crucial for the creativity of the organization hence employees are
allowed to use and develop the skills of being creative. It is about giving employees the support,

trust, and respect to make them able to experiment, try out new things, and explore.
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Figure 2, Effects of psychological learning (Bessant & Goller 2017).

2.3 Theoretical Framework

2.3.1 Linear Model of Communication
A communication theory represents the main processes and characteristics of communication
and how different components of the communication line relate to each other (Liu et al., 2019).
It describes the process of sending and receiving information (Liu et al., 2019). Today, the
linear communication model is more recognized as the Transmission model and was developed
by Claude Shannon during the second world war and was then presented together with Warren

Weaver in their book The mathematical theory of communication (1949).

According to Liu et al., (2019) the theory was in the beginning developed to describe the very
basic function of a telephone or radio with a sender, channel, and receiver, where the sender
was the person sending the message, the channel was the object from which the message was
sent ex telephone, and the receiver was the person on the other end of the line receiving the
message. Later noise was also introduced in the model, describing disturbances that may occur
in the process of communication, like background noise, and poor connection. However, the
theory encountered some critics concerning the complexity of communication, which was not
considered included in the model, thinking about communication as a one-way process (Liu et
al., 2019).

Following, as described by Liu et al., (2019), the theory was then further developed by

introducing, encoding, decoding, and feedback to the theory since communication is not a one-
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way process but rather a two-way process where information is exchanged both ways. Making
the exchange of information more interactive is considered a better way to describe the process

of communication. The functioning of the Linear model of communication is shown in

figure 3.
Noise
Y-
Source Message | 1" Ghannel [—»| Message Rece-wj\
Encoding Decoding
Feedback

Figure 3 Linear model of communication (Liu et al., 2019, p 64).

2.3.2 Herzberg's Theory of Motivation

In 1959, the psychologist Frederick Herzberg invented a theory about how a two-dimensional
paradigm of factors affected the attitude people had about work (Gawel, 2019). The theory is
called the Two-factor theory, also known as the Motivator-Hygiene theory (Sanjeev & Surya,
2016). Alshmemri et al., (2017), explains that the theory was found to identify which factors in
a person's daily work environment developed either satisfaction or dissatisfaction. The main
hypothesis conducted for the theory was that there are specific factors that drive positive

attitudes towards work, while other factors can lead to negative attitudes.

According to Ehsan Malik and Naeem (2013), the theory is based on two different factors,
motivators, and hygiene factors. The first factor, the motivation factor, was identical to “the
need for growth or self-actualization” (Alshmemiri et al., 2017). The motivators, also known as
the satisfying factors, includes the work itself, recognition, advancement in the company,
achievement, growth, and responsibility which generate satisfaction of the job (Ehsan Malik &
Naeem, 2013). Furthermore, the hygiene factors can be described as “the need to avoid
unpleasantness” including the working conditions, salary, company policies, administration,
relationship with leaders and interpersonal relationships, can create job dissatisfaction
(Alshmemri et al., 2017, p. 1).
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The hygiene and motivation factors are not the opposite of each other, since it was found that
the factors of motivation led to positive attitudes towards work while the hygiene factors can
create dissatisfaction if they are not present, but neither creates any specific job satisfaction
(Alshmemri et al., 2017).

Herzberg’s Motivator-Hygiene Theory

Hygiene Factors Motivator Factors

Job Dissatisfaction Job Saysfaction

Pay Meaningful Work
Status Challenging Work
Security Recognition for Accomplishments
Working Conditions Feeling of Achievement
Fringe Benefits Increased Responsibility
Policies & Admin Practices Opportunities for Growth
Interpersonal Relationships The Job Itself

Figure 4 Herzberg’s Motivator-Hygiene Theory (Kurt, 2021).

2.4 Theoretical Framework Synopsis

Linear Model of Communication

Communication and leadership are strongly connected, considering that communication is vital
for leaders to transmit messages and be able to lead (Unsar, 2014). When discussing visionary
leadership, it is of even more importance to be able to communicate the vision a leader has,
then make the vision a shared belief amongst the employees (Day, 2014). Therefore, it is highly
important and relevant to understand the basic functions of communication, which can be seen
through the Linear model of communication. Furthermore, attention should also be drawn to
the understanding of that communication is a complex process and that misunderstandings can
arise (Liu et al., 2019). Therefore, we have chosen to include the transmission model as a part

of our theoretical framework.
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Herzberg's Theory of Motivation

The possibility of competence development in a company is crucial for many employees to feel
motivated and satisfied at their company and thus contribute to a better financial result (Sanjeev
& Surya, 2016). As a follow through, the Herzberg theory of motivation can be applied to
investigate which factors at work that drives to satisfaction or dissatisfaction. This is done
through the help of two different factors, the motivators and the hygiene factors (Ehsan Malik
& Naeem, 2013).

Motivation is a core component for all kinds of leaders to work with, especially for visionary
leaders. For visionary leaders to be able to lead their team in the best possible way, it is highly
important that they know what factors that makes the employees satisfied and motivated, and
how to apply those factors in the employees daily work (Shamir & Arthur, 1993) Therefore, the
Herzberg theory of motivation is a great theory for a visionary leader to apply when evaluating
what feelings the employees have about work and how to affect them in a positive manner,

which is why this theory is relevant for this thesis.
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3. Methodology and Methods

This chapter provides in detail presentations of the methodology used including the research
paradigm, research approach, and the research strategy. The section discusses the collection
of the data and how it will be analyzed. The end of the chapter presents the research quality

and ethical considerations.

3.1 Methodology

3.1.1 Research Paradigm
Collis and Hussey (2014) illustrate a research paradigm as a philosophical framework used to
form a guideline for conducting scientific research. Philosophy means the belief in people's
perception of their reality, knowledge, and existence. Furthermore, as explained by Kivunja and
Kuyini (2017), a research paradigm is also used to explain the researcher's perception of the
view, which can be described as the perspectives, beliefs, or thoughts that explain the
interpretations of the data. The authors further state that a research paradigm consists of four
fundamental elements, epistemology, ontology, methodology, and axiology. These represent
values, beliefs, thoughts, assumptions, and norms, which will be mirrored in the chosen
research. Hence, there are two main research paradigms that can be found in educational

research, positivism, and interpretivism (Kivunja & Kuyini, 2017).

Positivism, according to Collis and Hussey (2014) has historically been used to provide the
framework of research in both social and natural science. It supports the conviction that reality
is not dependent on people, the goal is rather to discover existing theories found in empirical
studies which include experiments and observations. Collis and Hussey (2014) presents that the
theories are used as the foundation of explanation, based on information that is verified
scientifically. The sources must be objective and provide logical reasoning or contain proof
from a mathematical perspective. With the knowledge that positivists perceive regarding that
reality does not depend on people, they assume that doing research on social reality shows no
effect. Within positivism, occurrences are predicted and because of that, they are controlled.
Both social and natural worlds are considered to be constrained by laws portraying cause and

effect. Collis and Hussey (2014) explain that positivism is associated with methods of
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quantitative characteristics, and data is collected through statistical analyses of research data
that is quantitative. With this in mind, since this thesis is based on qualitative data, the positivist

paradigm may not be considered as the most suitable research paradigm for this thesis.

On the other hand, as explained by Collis and Hussey (2014), interpretivism is in opposition to
positivism and it supports the conviction that social reality is subjective and developed from
people's perceptions. The focus of interpretivism is on the exploration of complications of social
phenomena from the perspective of an interpretivist understanding. Interpretivists seek to
understand, explain, and translate the meaning rather than the frequency of occurring social
phenomena (Van Maanen, 1983; Collis & Hussey, 2014). One of the main differences between
positivism and interpretivism is that the findings from positivism are derived from quantitative
data conducted through statistical analyzes. Rather, the findings for interpretive research are
collected through conducting qualitative research, such as interviews, on which the
interpretation is based on (Collis & Hussey, 2014). From the perspective of this thesis, the aim
is to understand how visionary leadership impacts organizational cultures, and to get a broad
understanding of the topic interviews will be conducted. This allows participants of the study
to explain and describe their perception of the topic and share their experiences. The answers
will be analyzed and interpreted by the authors of this thesis to answer its purpose. Comparing
the two paradigms, the interpretivist paradigm is found to be the most suitable for this thesis as
the interviewees are allowed to express their subjective perception and it will therefore be
adopted for this thesis. However, useful insights through an objective perspective from a
positivist paradigm are found, hence the subjective perception contributes to an improved
understanding of the topic at stake. The interpretivist paradigm is therefore considered to be the

most suitable.

3.1.2 Research Approach

To conduct a study, the two research approaches that may be used, are inductive and deductive
(Collis & Hussey, 2014). Deductive research is applied when using a theoretical and conceptual
structure. The structure is developed and tested through conducting an empirical observation,
and therefore particular instances are disregarded and general inferences can instead be drawn.
Using a deductive method can be explained by going from what is general to the more specific.

With an inductive approach, the empirical reality lays the foundation of the theory to study. The
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research approach compared to a deductive approach shows how to move from observations
made on an individual level to a level where general patterns are identified (Collis & Hussey,
2014). Inductive research is based on observations, and through analyzing the data, the

researcher seeks to identify patterns, similarities, and differences (Bryman et al., 2011).

This study is considered more deductive than inductive, as the research will develop from a
more general perspective of existing theories from the relevant field, going to the particular,
exploring the subjective perceptions of the interviewee’s reality and experiences of visionary

leadership.

3.1.3 Research Strategy

To collect data for a thesis there are two strategies that can be chosen, either collecting
quantitative data or qualitative data (Collis & Hussey, 2014). Quantitative studies are mostly
used for analyzing statistics and include data collected in numerical form. Collecting qualitative
data under a positivist paradigm requires the measurements to be accurate and precise, and
therefore quantitative data is often utilized under a positivist paradigm. Qualitative data under
an interpretivist paradigm focuses on the depth of the collected data regarding a specific
phenomenon. That data is to be nuanced and detailed for the author to interpret it. However,
data integrity is often higher when collecting quantitative data, than when collecting qualitative
data. Hence, qualitative data under an interpretive paradigm tend to provide relevant
contextualization leading to results currency, but then sacrifices must be made considering data
integrity (Collis & Hussey, 2014). As this thesis will follow an interpretivist paradigm to
explore the individual’s subjective perception of their reality at their workplaces, qualitative

data was found to be the most applicable type of research.

3.2 Method

3.2.1 Data Collection
Relevant data has been gathered to achieve the purpose of the thesis. The data is collected from
semi-structured interviews where open-ended questions have been used to encourage the
respondents to nuance and develop their answers. This provides further understanding of the

topic and follow-up questions have been asked where necessary. The interviews have taken
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place in meetings face-to-face with the respondents as far as it was possible, each in turn.
Meeting physically makes it easier to see what is being said beyond the words expressed. Due
to long distances to several of the respondents, some of the interviews were held on zoom. The
interviews took place for a month, between the end of February and the end of March 2023.
The respondents were asked if they could contribute with further clarifications of their answers
during the process of writing the thesis if it was found to be necessary. Furthermore, the
interviews are considered the primary data and the literature used as the foundation for the

theoretical framework has provided the secondary data.
3.2.2 Sample

The participants of the study were chosen from several criteria. Those included the geographical
location; all respondents are working in Sweden. All participants work at marketing agencies.
However, they have different positions at the companies. CEOs have been interviewed, as well
as employees with different positions. The respondents who participated in the study referred
to as leaders have not been identified through searching for visionary leaders to interview.
Rather, in accordance with the definition of visionary leadership presented in section 1.6, the
leaders interviewed have been identified by the authors of this thesis to possess visionary

leadership traits.

Interviewing people with different positions at the same company can work in contributing to
a broader understanding of the perceptions and reality of visionary leadership and its impact on
the organizational cultures. Purposive sampling has been used to address respondents in the
relevant industry and with relevant experience in their positions for the purpose and the research
question of the study. Purposive sampling as defined by Bryman et al., (2011) is considered to
be similar to snowball sampling where respondents ask relevant people in their network to
attend the study. This is a method to extend the number of respondents in the sample. The
purposive sample method has been used strategically in this thesis to find an appropriate sample
contributing to the field under study.

3.2.3 Semi- structured In-depth Interviews
According to Boyce et al., (2006), an in-depth interview should be used as a method when
conducting a qualitative research study. An in-depth interview is considered a method that

conducts interviews with individuals to gain knowledge and experience about their perspectives
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of a specific situation or area. The main advantage of conducting an in-depth interview is that
such interviews contain a lot of specific and detailed information, which can be provided by
having a one-on-one conversation in a relaxed and comfortable atmosphere. Furthermore, in a
simpler explanation, an in-depth interview can also be explained as two individuals having a

normal, open, and honest conversation about a reciprocal topic (Morris, 2015).

To collect relevant data for the thesis, semi-structured interviews have been conducted with
leaders possessing visionary traits and employees from several companies working at different
positions. As stated by Leavy (2014), semi-structured interviews is the most suitable method to
use when collecting qualitative data, since it allows a scope of asking follow-up questions.
Semi-structured interviews also allow the respondent to speak freely in the conversation rather
than just answering the questions. Galetta (2013) explains that to conduct semi-structured
interviews as productively as possible, since time often is a limitation, one may adapt the

interview questions when needed, as the interview proceeds.

3.2.4 Transcribing
When conducting all the interviews, a full transcription of each one of them needs to be made.
Duranti (2006) explicates transcription as the process of transforming recorded audio into
written words. Oliver et al., (2005) highlights that transcription can be divided into two different
categories, naturalized and denaturalized where the naturalized transcription states the real
words in a verbatim approach. On the other hand, denaturalized transcription contains oral
language written in words, which can cause potential misunderstandings for the reader
(Nascimento & Steinbruch, 2019). Furthermore, the most common style when conducting
qualitative interviews is the verbatim transcription which will be applied to this study
(Mondada, 2007). This transcription style has been considered most suitable for this study since
it reflects on the subjective perspective of the reality with as many details as possible, which

increases the credibility of the study (Nascimento & Steinbruch, 2019).

3.2.5 Data Analysis

The framework of this study follows an interpretivist paradigm using qualitative data. The data
gathered from the semi-structured in-depth interviews was investigated through a thematic
analysis. This analysis method was chosen to recognize themes using the qualitative data along
with the knowledge gained from the literature presented in the frame of reference to thereby

identify potential patterns. Those patterns were important when answering the research question
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of the thesis. When conducting a qualitative study using an interpretivist paradigm, according
to Collis and Hussey (2014) it is of importance to seek richness and depth of the data so that
the scope of the study is limited. A six-step model is suggested by Braun and Clarke (2012) to

be applied and has been used when conducting this research.

According to Braun and Clarke (2012), for qualitative research, it is important to get to know
one’s data and familiarize with it. Therefore, this is step one in this model. This is done by
going over the data and analyzing it. For this thesis, this was done by listening to the recordings
of the interviews, going over the transcripts, and also the notes that were taken during the
interviews. After the familiarization process of the data, the next step involves generating codes.
The codes are generated to help answer the final research questions and should therefore be
relevant and formulated in alignment with the final question. The codes are what describes the
content of the data and they can be a mix of interpretive and descriptive. In this thesis, the codes

were more descriptive than interpretative.

Furthermore, Braun and Clarke (2012) explains that generating themes by looking for
similarities and clusters in the coded data is the execution of step three. The authors of this
thesis created different themes from the overall found issues, similarities, broader topics, and
overlaps within the coding. The meaning of the themes is to make them reflect and describe
patterns within the data. Step four involves a process where themes are reviewed from the codes
previously identified from the transcripts. It is a necessity to consider if the themes contribute
with useful information about the data that has been collected to answer the research question
as mentioned in step three. Potential boundaries of the themes are also an important aspect to
consider in this phase. For this thesis, the authors of the study carefully evaluated the themes to
decide whether the identified themes were relevant and also if they possessed valuable insights

to answer the research question or if they were to be revised.

Defining the identified themes and naming them are the core activities in step five. This was
done among the authors of this thesis to see that the themes were relevant for the answering of
the research question and that there exists a relationship of the themes but that they are not too
similar by being repetitive. The themes in this thesis were also identified to have a clear purpose,
scope and focus. This phase required an in-depth analytical work to ensure the uniqueness and
specifics of each theme (Braun & Clarke, 2012). The last step of the six-step model includes

the development and the production of the report where the data through the analysis works to
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provide a “compelling story” (Braun & Clarke, 2012, p. 11). The authors of this thesis have
worked to develop themes from the data that connects both meaningfully and logically.

With the basis of that this thesis has adapted a more deductive reasoning than an inductive
reasoning, it has been of great importance to get insights through the interviews of the
respondents’ personal experiences and their own perceptions of them, while having previous
knowledge from the literature presented in the frame of reference. However, even though the
research has adapted deductive reasoning, there exist attributes of inductive reasoning due to

the fact that they often are combined to some extent (Azungah, 2018).

Example of how the thematic analysis have been constructed

Quotes from the transcripts Subcategory Category Themes

Respondent: Yes, but we, from the begitming we have
actually talked about those and they were my own
core values. Erm. commitment, a sense of belonging
to a family and transparency.

Respondent: Everyone at an organization have their Identifying imp t core

own responsibility to contribute to the organizational values. Integrating the
culture, and as we are working with marketing and the company’s core
Internet. everything an employee does is seen which values into its
means that they can not play games on their mobile all ;
day. Aligning everything that E;ﬁn::aﬂonﬂl
- the company does to the
.Resp_ondent. I be_he\..e that if an external _pan would organizational culture. Developing an
identify our orgamzational culture, they will probably organizational culture
describe it as it permeates everything that we do collectively at the
including how we communicate, hire employees and organization where core
how we express ourselves values are clearly
ommunicated
Respondent: Erm. and I have brought them since the “ mcate
first employee who were hired to the company. I have Incorporating the
emphasized this in all interviews when we have hired oreanizational culture when
new employes. I believe that is how recruitment hiring new employees.
should work when it comes to developing an Including employees
organizational culture or a value-based culture.
Respondent: From the beginning I think it was more Feeling of inclusion and
like a jargon. participation in decision
making.

Respondent: We have a flat organization and it is
very important with deciding things together, even
though I, as the leader have the authonity to decide,
but generally I believe that 1t 1s important that the
team are participating in decision making.

Figure 5 provides a visualized example of how the thematization have been constructed.

3.3 Research Quality
When conducting research, the trustworthiness must be verified to ensure the quality of the
research. There exist several methods of quantifying and evaluating the collected data from an
interpretivist approach, which is used in this thesis (Collis & Hussey, 2014). Among other
authors on the subject, Guba and Lincoln (1981), propose four criterias to be used, credibility,
transferability, dependability and confirmability. However, other authors may suggest some
other criteria’s when evaluating the research quality, hence the ones presented above are the

most common and the others that exists are very similar (Collis & Hussey, 2014).
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3.3.1 Credibility

According to Collis and Hussey (2014), credibility is an important criterion to consider when
doing research. It involves assessing whether the data analyzed have been described and
identified sufficiently. This means that the collected data is correct, and that no data have been
removed or added which can contribute to mislead the result. To improve credibility and avoid
the risk of misleading the study, the researcher can be further involved in the study to observe
the subject and gain a deeper understanding of it. Moreover, it is explained that the data
triangulation method is a method used to increase credibility when conducting research,
meaning that the researcher uses several sources together with different methods when
collecting data. As more than one researcher studies the same phenomenon, the credibility can
increase. Continuous peer debriefing with colleagues and through that viewing the study from
several perspectives is another tool of how to improve credibility (Collis & Hussey, 2014).
Furthermore, when evaluating the credibility of this thesis, both primary and secondary data
have been carefully collected. Peer-review studies have been investigated and sources have
been thoroughly studied by the authors of this thesis when collecting data for this study to

increase its credibility.

3.3.2 Transferability

As stated by Collis and Hussey (2014), transferability refers to generalization, meaning that the
findings from the conducted research can apply to similar situations. From an interpretivist
perspective, patterns can be identified along with theories and concepts to apply those in other
situations and settings that may be sufficiently similar. However, the authors suggest that this
requires the researcher to be well familiarized and have deep knowledge and insight into the
subject. The reader assesses the degree of how well it fits their context; it is not a work to be
done by the author (Guba & Lincoln, 1981). For this thesis, one certain industry was chosen to
collect data from. However, visionary leadership is not only limited to a certain industry but
can be applied to several different markets and contexts (Yukl & Gardner, 2020). Therefore,
the hope is for this thesis to be of interest and useful for leaders and employees operating in
different industries and that they are able to transfer some of the findings in this thesis to their

context.
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3.3.3 Dependability

Dependability is concerned with how well the research process is documented and how well it
is structured systematically. It focuses on the stability of the data collected and it is shown that
if one method seems to be weak, another one can be used to strengthen the other (Collis &
Hussey, 2014).

For this thesis, the authors have documented all data that has been collected, analyzed, and
recorded to keep track of the process and remember changes that have occurred along the
process. The interviews were approved by the respondents to be recorded and the audio files
were divided among the authors to share the workload of transcribing the interviews. When all
interviews had been transcribed, the documents were shared among the authors to go through
all transcriptions to see whether something was missing. From a scientific point of view and
explained by Guba and Lincoln (1981), the concept of auditability was used. That means that
the work of one researcher is tested by another researcher to see if the findings are consistent
and if both agree to the same conclusions. However, Guba and Lincoln (1989) argue that it is
harder to establish consistency of a study that has an interpretivist approach rather than for a
study of a qualitative approach. That is due to the fact that multiple realities exist in an
interpretivist approach. Given that this is the reality of an interpretivist study, it will most likely
be impossible to find two respondents answering identical. Hence, according to Guba and
Lincoln (1981), their conclusions will more likely be the same even though their expressions

may be different.

3.3.4 Confirmability
Confirmability as described by Collis and Hussey (2014) is a concept concerning whether there
exist proofs that can confirm that the data is factual. It focuses on the description of the research
process and evaluates if it has been thoroughly described. It must be evident whether the
findings have emerged from the data presented (Collis & Hussey, 2014). There exist several
methods for proving truth value, and among them are persistent observation, triangulation,
testing of congruence with relevant and accurate referential materials, member checks, and
cross-examination. One important aspect of confirmability according to Guba and Lincoln
(1981) is that the “burden of proof” lies on the information rather than on the researcher.
Further, the authors disclose that all human beings are somehow and to some extent subjective
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in their expressions, there is no possibility to be entirely objective. The need for the information
to be confirmable by itself reduces the impossible constraint of that. Moreover, it has been
declared that there is no reason why a “naturalistic inquirer” that is well-trained and educated
would be a more doubtful or misleading source than data collected by a researcher applying a
quantitative approach. There is an awareness that biases may occur in the collected data whether

itis collected through a quantitative approach or a qualitative approach (Guba & Lincoln, 1981).

To maintain confirmability throughout the process, the chosen interview design, semi-
structured in-depth interviews, allows the interviewers to ask follow-up questions during the
interviews. This was to reduce the risk of misunderstandings and misinterpretations. The
authors asked the respondents to clarify the answers and contextualize them where necessary.
As the interviews for this research were held in Swedish, there is an awareness that there may
have been some translation errors. To continue being confirmable, there have been relatives
and other student colleagues who independently of each other have read through the interview
transcripts and quotes to keep the accuracy and consistency. All respondents were informed
that they would be kept anonymous, and no specific geographical locations within Sweden have
been exposed to maintain anonymity. One reason for choosing to interview the respondents one
at a time was for them to be in a safe environment where confidential information could be

expressed.

3.4 Ethical Considerations
The study has collected primary data from respondents working at marketing agencies in
Sweden. By only exposing that the marketing agencies are based in Sweden, the respondents
are kept anonymous. This enables them to be honest and transparent during the interviews not
having to worry if anyone will trace their words back to them. Discussions were held by the
authors of this thesis on whether several interviews at the same company could be held as group
interviews with all respondents at the same time, both leaders and employees together.
However, according to Collis and Hussey (2014), doing so might make the respondents
uncomfortable and disrespect their confidentiality as the questions asked concerned the
employees' perception of the manager’s work and vice versa. This reflection led to the

interviews being held with one respondent at a time.
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As stated by Collis and Hussey (2014), the participants of the research were informed about the
purpose of the study in advance to the interviews, A GDPR consent was given to the
respondents to sign which stated how their data were managed throughout the study. The
consent also needed to be signed by the authors of the study, its tutor, and contained that the
respondents would be kept anonymous and that the recordings would be deleted as the thesis
was finished. The document further presented that the respondent has the right to withdraw
from the study at any time in the process and that all their personal data will be removed at the

request of the respondent. This, to respect them and not cause anxiety or discomfort.
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4. Empirical findings

This chapter presents empirical data from interviews with leaders and employees at marketing
agencies. The empirical findings mainly consist of five perspectives; vision, visionary
leadership, developing a vision, organizational culture and employee creativity and motivation.

These findings provide the foundation for the analysis section.

4.1 Vision

Several of the respondents agree that a vision is important for employees and leaders in an
organization to know its direction, and thus be able to work towards the vision in the
organizations daily operations. The direction of where the marketing agencies are heading
slightly differs among the respondents. While a couple of the respondent wants to grow to a
certain number of employees, other companies work to become more effective at work to
reduce the total number of worked hours per week. There is a discrepancy between the
companies represented in the interviews and how much they work towards a developed vision.
One of the respondents expressed that a vision “is supposed to be unattainable” and that it
always should be something to strive for and work towards. Therefore, the company's vision is
not updated, since according to the respondent it is hard to measure if the vision has been
reached, and for that reason the marketing agency works continuously towards it. Several of
the interviewees explain that their vision will not be updated, rather it is developed to be
unattainable and a vision to constantly strive for. One respondent expressed the following about

their vision:

>

“This is something we can strive for forever.’

Among the respondents there exist different perceptions of a vision’s role in an organization.
Some of the interviewees mean that the vision works as the foundation of the organization and
that it is the basis for decision making. Furthermore, those respondents explain how the vision
is a part of deciding what projects to take on. Some other of the respondents express that they
use the vision to create a smooth flow and unity within the organization and use the vision for
that.
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For several of the represented marketing agencies, their visions are about wanting to create
value, both for customers and for themselves. A couple of the respondents explain how they
want to be the best marketing agency in a certain geographical area, and that they want to be
ahead of the development within their profession. Furthermore, a number of the interviewees
quickly answered the question about the company's vision and outlined its punchline. Of those
who answered the question briefly and concisely, they further explain that the companies they
work for recently have worked on developing a vision, or are in the middle of that process,
alternatively are leading the work with the vision, and thereby have a clear picture of the future

vision.

Another respondent expressed how they had to look through old documents and ask a colleague
to find out the company’s vision. It is explained that the vision was developed a couple of years
ago and that it has not been implemented in their daily operations, but instead is perceived to
be outdated. Furthermore, they explain that very few employees know about the vision and its
meaning for the organization. This has led to that the company now currently are working on
developing a new updated vision that is supposed to be current and relevant. A contributing
reason to the need for developing a new vision is acquisitions together with the Covid-19
pandemic. As the company recently have acquired several companies, there is a need for a
unified vision for all employees to know the direction of the organization. One of the
respondents having a leader position talked about the importance of including all employees in

the creation process of the vision:

“We had several vision meetings where I let the employees participate and give their

opinions.”

Among the employees who were interviewed, a couple of them felt that they do not know how
the company works with the vision and how it is developed. This was among other respondents

expressed by one employee who stated:

“It is difficult to answer, I do not know exactly how, I am not within the management team or

so, so | do not know exactly how we work with the development of the vision. ”
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4.2 Visionary Leadership

Recurring during the interviews is the organizational structure where several respondents
representing the marketing agencies experience how their companies are executing a flat
structure. This means that there is no clear hierarchy in the daily operations, although the
employees agree upon and express that they know what leader to turn to. A couple of the
respondents highlight the importance of the working environment. They believe that sitting
together in an office environment increases accessibility, both for leaders and employees.
Furthermore, they explain how the accessibility enables open communication where it is easy
to just turn to a colleague’s desk and quickly discuss something. Several of the respondents talk
about how it is the leader’s role in the organization to be a role model and show the way for the
structure, not only through nice words at meetings, but that the leader himself must live up to

what the leader prescribes.

A couple of the respondents talk about how their agencies, which they explain as smaller
agencies have a climate characterized by friendship and openness and where there exists an
open-minded communication. Further on it is explained by the respondents that a pronounced
leadership contributes to providing clarity. The employees highlight the importance of knowing
whom you can turn to when needed, and it emerged during the interviews with them that it is
important for their leaders to be inclusive. One employee highlighted how important it was for

him to feel included in the decision-making processes with this quote:

“I consider being involved in the bigger picture as something important for an employee, |
grew a lot from that and believe that is important, to not only keep things within the

management team.”

Another respondent talked about how the leadership needs to be flexible and adapt to the size
of the organization. It is further explained how decision-making and the shaping of the
company’s direction take place more jointly in the group at the company with approximately
ten employees rather than in a larger organization. The respondent continues to say that in a
smaller organization, it is easier to include employees in various processes and there is a greater
opportunity for the employees to be involved and contribute to shaping the organization

compared to in a larger company.

Several respondents demonstrate how the company’s core values contribute to shaping

leadership, which is a large part of forming the organization. One of the respondents highlights
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the importance of honesty and respect as a leader to create a climate with open-minded
communication, where everyone feels listened to and where all have the opportunity to express
what they think and feel. Further on, responsiveness is a word that comes up many times during
the interviews, that a leader can see things in the future that do not yet exist and at the same
time be present and listen to the people that he or she leads. A leader expressed the importance
of responsiveness, a smooth and easy communication and its significance for the direction of

the companies and their open climate:

“It is important for us within the company to be responsive towards each other's needs to
move forward and to have that open climate. It talks a lot over the tables, so it is easy to take

’

quick check-up meetings.’

Of the respondents, both leaders and employees, talked about how employees regardless of their
expertise get the opportunity to work as project leaders. This is partly because few customers
nowadays are willing to pay for project-led time. Although many respondents feel that they
work in an organization with a flat structure, they say that there often is a clear hierarchy within
the projects. They explain that it creates clarity when you know who is responsible for what.
The employees agree and feel that they gain increased confidence when they are allowed to try
different tasks within the company and that this confidence contributes to increased self-

confidence and self-esteem.

“I do not have anyone who decides which projects I should be involved in or tells me how I
should distribute my time. Rather, | decide and are responsible for what projects | take part in
and whether or not I have the time or how I spend it. [ ... ] Itis a bit hierarchical within the
projects instead. We always have a customer manager and then someone who is in charge of

invoices, etc.”

Through the interviews, it emerged that few of the represented companies work actively with
leadership training, but that there is a desire for both leaders and employees to develop their
leadership skills. Several talks about how companies do not have enough resources to let either
employees or leaders attend longer courses and conferences. Those companies instead choose
to attend workshops in groups with all employees to give everyone the same conditions and to
work more on group cohesion and increased fellowship. One respondent explicates that it also
can be about the different roles within the company, if employees are executing similar or even

the same tasks, they may develop skills together:
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“We look at further education and developing of skills as something to do together, since we
are all working with the same thing we want to do things together, for example visit a trade
show or taking a course together. Then we get the same knowledge and can discuss with each

)

other.’

4.3 Developing a Vision
The majority of the leaders explained that everyone had the opportunity to contribute to the
process and that every employee’s view on the vision was valuable. Most of the employees said
that when it really comes down to it, their opinions don't matter that much, rather it is the leader,

founder or board that decides:

“It is said to be an open communication climate, but then it is decided something where we
were not involved, we are encouraged and allowed to have an opinion and speak our minds,
but it is not ensured that it will have a say in the end. The CEO has the last word and decides

in the end.”

One respondent believed that the vision should not be updated. They further explained that a
reason why they don’t update it, is precisely what makes it a vision. The respondent enlightens
that at their company, the vision should be unattainable and non-measurable and at the same
time a vision that the company should strive for forever. Furthermore, it was also found that
several respondents agreed on the importance of that everyone in the company is on board, and
that everyone will work together towards the vision that is set. Otherwise, if only some of the

employees at a company are aware of the vision, it will be even harder to reach.

A Recurring word in the process of developing the vision was “inclusion”. Almost all
respondents agreed that every employee at their company has been included in contributing to
the development of the vision. and a contributing factor to the vision. However, the respondents
also mention that in almost every case it has been a leader, the founder or the board that has
both started and ended the process of developing the vision. One respondent highlights that they
often have several meetings about the future and discussions about what the company will look
like in a few years, and that those meetings probably were something that the leaders took into

account when the vision was developed and formulated. One respondent stated:
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"We are absolutely allowed to be part of the process, think out loud and express our opinions,
but in the end it is the management that will make a decision, come up with the value base

and what the vision should stand for.”

This clearly describes what several of the respondents generally thought about decision-making

at their company.

4.4 Company Culture
During the interviews, it became clear that almost all companies strived for an open climate
where every employee, no matter what position, was allowed to express their feelings without
being afraid of saying the wrong things. When asking the respondents how they experience the
culture at their company, almost every answer was identical. The majority of the respondents
point out that there exist open climates at their companies where all employees are allowed to

express themselves. Moreover, a sentence that was communicated during an interview was:

“There is a saying that, it’s in the walls, but I do not think it is in the walls, I believe it is in
the people. As long as my colleagues stay within the company and we all do not resign, the

values will remain within the company. ”

One respondent tells us that their company culture is something they worked together to
develop, and that it has grown over time based on the jargon the employees have at the office.
Additionally, the respondent highlights that they want their culture to reflect their company,
and for customers to see it as something positive and recognizable. This led the particular
company to focus on team building. As a way for leaders to motivate and strengthen the
fellowship between the employees and thus influence the company culture. Some companies
seem to regularly have workshops as part of the work, partly to brainstorm new ideas, but also
to let everyone express their opinions and have fun together in a slightly different job situation

than usual.

A finding that is worth noting is that there were mostly positive responses when the question of
company culture came up, and that in most cases it was perceived that the companies had good
cultures with open climates where most employees were satisfied. However, one leader
mentions that he or she thought it was unclear to know what information the employees thought

was relevant to be communicated to them. In the past, it has been an issue that employees feel
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that they are not receiving the information about the company that they need. The leader further
explains that it must be a misunderstanding between the two parts, and that is simply because
the board has felt that the employees are more interested in their creative tasks and that they do

not seem to be interested in knowing the more factual parts of the company.

Additionally, an employee expressed that they have experienced the same phenomenon but
instead from their point of view. The employee explains that they have experienced somehow
unclear communication from the board and that the employees therefore lack insight about what
IS going on in the company. Further on, it is enlightened that there is much more discussion and
bragging about having an open climate in the workplace, rather than how the employees

actually experience it in reality.

4.5 Employee Motivation and Creativity

4.5.1 Employee Motivation
Even though different things motivate and attract different people, there are some common
aspects to consider for employees to continue being motivated in their employment. Among
those are the feeling of striving towards something, creating and seeing something small grow
into something big, and being formed by different people. Further, finding profitable
opportunities, increasing a company’s revenue and results are other motivational factors
identified by the respondents and are more common among leaders. One leader particularly
expressed gratitude and joyfulness over being able to contribute to the society by creating job

opportunities and in this way economically support employees and their families:

“As an employer I pay millions in taxes a year and make sure people have a work to go to
and provide for their families. | think that | underestimated that part a bit, at least
emotionally how it would affect me. It is me who made this work, we could have faced
bankruptcy but instead | now make sure that we pay millions in tax and that these people have
a job. This gives an immense satisfaction that I did not consider and is the greatest so far and

it feels amazing. So that is a good driving force to keep going.”

35



The leadership possesses a significant responsibility by including employees and clearly
communicating expectations and trust. It is found among the majority of the respondents that a
leadership that is responsive and creates opportunities for the employees to develop and grow,
for example through competence development, is contributing to increased employee
motivation. Encouragement and instant feedback from customers, colleagues and leaders are
also factors that fosters and maintains employee motivation. One respondent also recognized
long customer relationships as a type of motivation, explaining that several and larger
organizations as customers are good as well. However, they are not as motivating as working

with a customer for a longer period of time no matter the size of the customer’s organization:

“If you are good at what you do you will get customers. We are not those who have the most

customers, but rather longer customer relationships. [ ... | So for me, that is important.”

Furthermore, it is viewed by some respondents operating within a company where there work
younger employees, mainly people within Generation Z. For them it is important to work in an
open and playful environment with communication without prestige. One respondent
highlighted the importance of having fun at the office resulting in a room where there exists a
couch and a PlayStation, which worked as a motivator for the employees. He further states that
some companies provide their employees with pension abatement, which may not be
necessarily attractive to a 23-year-old. On the contrary, another respondent is more motivated

by the thought of having a four-day working week instead of five, which is reachable through:

“Working hard, having fun, and not working too many hours but rather focusing on being

efficient when at the office.”

To continue there has also been shown some differences in motivation amongst leaders and
employees. As described earlier, the majority of the leaders are more focused on organizational
goals, growth results, revenue and building a team as motivational factors. Moreover,
employees have more focus on feedback and encouragement from leaders and customers,
workshops and team building, freedom, space, competence development, personal growth and
distribution of tasks as motivational factors. The majority of the leader respondents felt some
kind of responsibility to motivate their employees, except one who considered motivation as
something individual that comes from within and from the direct feedback from leaders and

customers:
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“The direct feedback you get within a smaller organization, is direct! that is enough as

motivation, at least so far.”

Further, the respondent explains that it has and hopefully will not be necessary to have
conversations with employees about performance and or motivation. Rather, the respondent

considers it as something given to be motivated.

4.5.2 Employee Creativity
There was no doubt that creativity played a significant role in the daily work of all respondents
at marketing agencies. Although some were thinking and working with it more than others. This
was shown through the knowledge about what creativity is, the different forms of it and how to
work with it to reach set goals. Many of the respondents emphasized the importance of a flat
organization, inclusion, teamwork, values, freedom with responsibilities, space, an allowing
environment, fellowship, workshops, playfulness, responsiveness from leaders, and goal

setting, as factors giving vent to their creativity.

There is one major practice that is significant throughout the process of building, fostering and
maintaining a creative environment within a marketing agency, and that is communication. All
employees highlighted the importance of having good and transparent communication at their
companies to facilitate their performance. This includes communicating both with colleagues
and the leaders. The majority of the respondents recognized specific and significant conditions
for a creative environment through an open-minded, fast-paced, and relaxed everyday type of
communication. All kinds of thoughts and ideas are frequently brought up and discussed as they
come up by the coffee machine or in shorter regular everyday meetings. Additionally, several
employees expressed that they want to have an open communication climate towards their
leaders where they can explain what they need to get motivated and what contributes to their
creativity. Further on, they state that this sometimes is hard to communicate due to that they

experience their leaders being responsive at times, but not always.

Continuing on the importance of communication and an open climate, it has been shown some
deficiencies and misperception between leaders and employees. In some cases, there have been
thoughts about unclear or poor communication from management to employees, leaving
employees not feeling included. On the contrary some leaders have said that it is unclear what

the employees want to be communicated. One employee expressed that:
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“We want to know exactly what is happening in the company, we are very involved
considering that we are so small. We have meetings every week, but unfortunately it becomes

very customer-focused, [ ... ] but not so much about things happening within the company. ”

When talking about what can be done more to further encourage and give vent to employee
creativity, all respondents showed interest in having more creative workshops. More
encouragement towards growth within the organization and competence development is also
requested. However, the feasibility differed from different agencies depending on size and the
economic situation of the agency. Nonetheless, the response on how to develop a creative

environment and how to make use of one's creative skill is in many cases similar amongst the
respondents. One respondent expressed a desire to have more workshops and creative sessions

in order to increase and develop their creative mind:

“To have like an hour a week to do whatever we want, attend a course/education if we want.
It has not been too much of that, but it would have been great to foster

creativity. [ ... ] It could favour the company, more creative workshops and so on.”
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5. Analysis and Discussion

In this chapter the reader is introduced to the analysis of the findings where the empirical
findings of the qualitative data will be analyzed in relation to the theoretical framework.

5.1 Vision

Most of the respondents interviewed are aware of their organization's vision, however not all
of them are working with it in their daily operations. During the interviews, it arose that not all

respondents shared the definition of a vision, but some rather referred to their vision as goals:

“The vision is that we should help companies with their visibility in different ways through

photos and videos”, “the goal is for us to grow and become an agency twice as large”, “we

should work harder and more effectively while having fun at work”.

Linking this to that Blanchard (2019) explains that the leadership’s role is to guide their
employees toward the vision and that without knowing where to go, it is very hard to lead others
in a well-defined direction. Furthermore, this can indicate that leaders without an explicit vision
may experience a sense of uncertainty and being lost, and there is a possibility that these feelings
will be transmitted to the employees. This, since the employees often have less insight in the
organizational management than the leaders have. However, during the interviews, some of the
respondents appeared to have different views on what impact a vision should have in an
organization. Some thought of it to be more foundational than others, while some respondents
perceive it as an additional tool among others which can be used to create a smooth flow of the
organization's activities. Yukl and Gardner (2020) state that a vision’s role is to be future-
oriented providing a long-term direction. Therefore, a link is identified between the respondents
working at organizations with a non-established vision where they rather referred to their short-

term goals than their long-term goals.

Furthermore, there is a difference in how implemented the vision is among the organizations.
For a company to work effectively with their vision, it must be clearly communicated (Aagaard,
2011). A vision compared to goals is something to constantly strive for and is not supposed to
be reachable in the near future (Yukl & Gardner, 2020). However, there were some respondents

whose companies had not developed a vision but rather worked towards goals. As the vision is
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supposed to be more future oriented and has a longer horizon than goals, it is the vision that

should lay the foundation for the creation of goals and not vice versa.

Reflecting upon the answers given on the question about what the companies visions are, there
is a connection between how clearly the visions are communicated and how aware the
employees are of the vision and its importance for the organization. For a vision to be effective
it must be well-defined and align with the core values of the organization (Scott et al., 1993).
The findings show that companies with respondents who know their vision and who feel
ownership over it have an easier time implementing it in their daily operations, compared to an
organization where leaders develop a vision on their own. By creating, communicating and
implementing a vision, opportunities for an organization to be more successful arises. Several
of the respondents agreed on the need for a vision for an organization to work towards common
goals rather than just individual. They explain how it guides them and creates clarity in their
daily operations. This can be connected to Kim et al., (2022) who explain that a vision can be
used to align employees and make them focus on their collective performance beyond their
individual outcomes. This indicates that there is a need for organizations to continue developing
their communication skills in order to implement their visions due to that the outcome has the

potential to be decisive for them.

5.2 Visionary Leadership

Through the interviews it is shown that leaders have an important role in acting as a role model
for the people they lead. The respondents highlight that acting as a role model does not only
mean to use nice words at meetings but for leaders to live up to what is prescribed for the
employees. Through this, the employees can get increased trust for their leaders and it
contributes to experience the leaders to be genuine. When a visionary leader executes and
implements what is teached, employees are more likely to become motivated (Kim et al., 2022)
Furthermore, it is important that leaders clearly communicate the vision to increase its
accessibility for the employees. In addition to a leader, a visionary leader puts significantly
more focus on clearly communicating the vision to increase its accessibility for the employees.
The linear model of communication enlightens the importance of communication and
demonstrates how different kinds of disturbances can hinder the process of communication (Liu
et al., 2019). In the implementation phase it is foundational for the communication to work

efficiently and effectively to reduce potential misunderstandings and for the employees to feel
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that they own the vision. Having an open communication is not only important regarding a
vision, but the majority of the respondents emphasized that having a climate where open

communication is promoted and encouraged is crucial.

The respondents emphasize the need for visionary leaders to possess the ability of being flexible
in how they are executing their leadership. This can be linked to that Li et al., (2023) explain
how important it is for leaders to create a working environment that is encouraging and
supportive. For an environment to be supportive and encouraging, the leader must be able to
meet the employees, based on who they are and how they appreciate to communicate. Through
the explanation of the communication model, there exist different obstacles that can work to
disturb the message from reaching the receiver as the sender intended (Liu et al., 2019). A leader
must adapt his or her communication style to the people they lead, and therefore the different
obstacles may be expressed in different ways, which creates an increased need for leaders to be
flexible. It was found through the interviews that one of the leaders is very aware and intentional
in the way they communicate with their employees. Some of them appreciate meetings in a
larger group where several can discuss and argue about something, while others prefer smaller
meeting settings. Therefore, this further indicates that visionary leaders to be adjustable in the
way they treat their employees. Further, Blanchard (2019) explains that giving praise to
employees individually or collectively can impact employees in different ways depending on
who the receiver is, which highlights the importance for visionary leaders to possess the ability
of being flexible and adaptive. At the same time visionary leaders must continue to keep their

eyes fixed on the vision to not lose the direction of the organization.

Consistently for all respondents is that they want to be listened to in order to sense that their
voices matter. Hence, some of them explicated that they want to be included in management
processes and not merely receive information when something is decided upon. However, the
extent of inclusion that the respondents want differs among them. Some are satisfied with
receiving already made decisions, while others want to receive information to feel updated but
do not necessarily want to be a part of the decision-making process. Moreover, a few of the
respondents wish for the entire decision-making process to be both more transparent and
inclusive. Ivcevic et al., (2021) states that it is the visionary leader’s responsibility to create an
atmosphere and an environment where employees are allowed to grow and develop their skills
and abilities. To gain the employee’s trust and be responsive to their thoughts and opinions,

leaders need to create a climate where open communication is allowed and encouraged.
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Among the respondents it becomes evident that it is important for the employees to share their
organization's core values. Miharja and Hayati (2021) supports this and explain how an
employee's performance can increase by motivation and inspiration if one feels safe and
satisfied with the soft values at the workplace. These are some of the skills that represent a
visionary leader, to be able to communicate and align the values of the employees within an
organization (Zhou et al., 2018). As the vision often is set as new employees enter companies,

this is something that visionary leaders must consider when hiring new people.

5.3 Developing a Vision

In the literature found, Scott et al., (1993) states that the process of developing a vision requires
a lot of time and effort from the leaders while going through different stages. These stages
include identifying the core values of the company, listening to the employees’ thoughts of the
vision and identifying what the mission is for the organization. When comparing the academic
literature with the findings, it becomes evident that the development process stated in the
literature does not really correspond with the reality and that the process slightly differs. For
example, one can see in the findings that in reality the leaders do not have as structured

development process as the literature shows.

A recurring finding during the interview process is the difference in many answers depending
on whether the respondent is a leader or an employee. A clear pattern has been identified in that
leaders often perceive a situation to be clear and experience everyone to be on board, while in
reality the employees often perceive the situation completely differently. This was something
that became clear when asking the respondents how the vision has been developed and who has

been involved in the process.

Further, one can see in the findings that the majority of the leaders tried to include every
employee in the process of developing a vision, which matches what the literature says.
However, some respondents also stated that the leaders want to make their employees feel
included, but in practice the employees experienced that their opinions and inputs about the
vision did not matter that much. This is an interesting finding that is important for leaders to

consider, that their actions matter more than their words.
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Furthermore, it is explained by one employee that they needed to look through old documents
to find the company’s vision, and that very few employees actually know what the vision is.
The respondent further explained that the vision is not something that they have earlier worked
with, but that it has become more important after the Covid-19 pandemic and that the vision
now is in a development process. According to the literature, a mission needs to be identified
when developing a vision and this is something that may have been clearer after the Covid-19
pandemic since most companies needed to have a clear mission to survive the crisis. According
to Scott et al., (1993), being aware of the company’s core values is crucial for employees to
focus on the mission. With this said, it is clear that the majority of the leaders interviewed need
to have a more structured process with clear core values so that it is easier for the employees to
focus on the vision.

Overall, the academic literature found and the findings from the respondents slightly differ in
the manner of having a structured process when developing a vision. However, the literature
and the findings totally agree that the employees need to be included in the development

process.

5.4 Company Culture

According to Blanchard (2019), the feeling of belonging to a group helps to identify the culture
of an organization. The author further explains that a culture is not decided in advance, rather
it is the people in the culture who creates it and adapts it to the organization. Another study by
Hardcopf et al., (2021) also states that the culture at a company often develops and changes
over time due to some people quitting and some new people get hired. In this case, the literature
matches with the findings since a recurring sentence during the interviews was that the culture
lies in the people, and not in the walls. Furthermore, this means that it is the people in a culture

who contributes to the creation of it and shapes it to the organization.

During the interviews, almost every respondent expressed that their company had an open
climate with high ceilings where all employees had the possibility of expressing their own
thoughts. Furthermore, according to Ling et al., (2020), having a good company culture, means
having an open climate where every employee feels that they are free to express their thoughts

and beliefs, contribute to developing and shaping the company’s vision. When comparing the
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literature with the findings, one can see that both the sources agree on the importance of having

a good company culture and what impact it has on the work towards the company’s vision.

Spicer (2020) states that company culture includes shared practices, beliefs and values at the
workplace. According to the findings, it is shown that almost every respondent agreed on the
importance of every employee at the company sharing values and working together towards the
vision. Furthermore, some respondents explained that it will be even harder to reach the vision
if not all employees are aware of it, and that the vision is a process that everyone at the company

needs to be involved in.

With this stated, it becomes evident that the literature and the findings agree on most of the
points when it comes to the company culture. However, one could see that the leaders and their
employees do not always have the same opinion about certain situations. An example of this is
that one respondent explained that the leader often thinks that there are much higher ceilings
and a more open climate than it actually is in the daily work. Overall, this finding has been
recurring throughout the thesis process and an explanation for that could be that some leaders
lack insight in the employee’s daily work and therefore do not perceive the situation the same

way as the employees do.

5.5 Employee Motivation and Creativity

5.5.1 Employee Motivation
Employee motivation has been proven by our respondents as something very important and in
many cases it is a significant part of a leader's role to be able to motivate one’s employees and
lead toward organizational goals. Fargus (2000) describes the role of the leader and the abilities
of a leader to be visible, create direction, be proactive and consistent, have a perception of
fairness and engage in and encourage teamwork to be the most important factors for employee
motivation. These expectations on a leader's capabilities are one part of what has been proven
by our employee respondents to motivate them. Factors that include the work itself can also be
seen as motivators or satisfying factors in Herzberg's theory of motivation, where these types

of factors increase the satisfaction of the job.

Furthermore, several employees count on their leaders to motivate them in their work in some

ways, even though it sometimes goes by unrecognized. Some examples of this are having the
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ability to play video games, spend time in the lounge area or ask a colleague for help. These are
things that motivate people but might go unrecognized. Motivational factors that are recognized
are also important such as feedback, celebrating success, workshops and or teambuilding.
However, none of them seem less or more important, they are all a part of motivation and they
all together create an environment where people can feel motivated. Mentioning the hygiene
factors in the theory of Herzberg, factors that if not recognized can lead to dissatisfaction among
employees. These factors among our respondents have been confirmed as communication,
working conditions, company values and policies. However, these were present and not
mentioned as factors that were actually contributing to any dissatisfaction among any of the
respondents. Furthermore, it is knowledgeable that if these factors are not present they can cause

dissatisfaction and hinder motivation at work.

More conclusions can be drawn from Fargus (2000) and our findings when it comes to leaders
motivating one’s employees. It is stated that leaders should create a comfortable environment
both physically and emotionally, like mentioned earlier when talking about employee creativity.
However, communication is also important for employee motivation. Therefore, this can also
be connected to our respondents emphasizing the importance of an open-minded

communication. Further this can also be connected to feelings of psychological safety.

Moreover, the trend of moving towards a flatter organizational structure within marketing
agencies and the effect on employees' motivation should not go unrecognized. Declared by
Jugert et al., (2017), many organizations are moving towards a flatter organizational structure,
making everyone within the company work more closely, both people on the same level but
also across different levels. This creates and requires more teamwork and putting more pressure
not only on leaders to motivate the employees but rather on the employees to motivate each
other. It is clearly seen through our findings, by several companies being able to have the open
communication they have within the organization and the teams several companies have
created. Furthermore, talking about autonomous and controlled motivation described by Jugert
et al., (2017), it has been shown that autonomous motivation is something that the majority of
our respondents have. This is something that everyone within the organization contributes to

by motivating each other.
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5.5.2 Employee Creativity
It has been shown that creativity is something very important and a well-known term within
marketing agencies, which can be explained by the type of creative work that is included when
working within a marketing agency. As described by Bessant and Goller (2017), it is important
to be solution-oriented, open-minded, questioning and able to think outside of the box to give
vent to the creativeness of oneself. To bring out these personal skills it has been shown through
the interviews that when working within a marketing agency it is important to be in a particular
environment. This environment should include teamwork, good values, freedom with
responsibilities, space, feedback, allowing environment, workshops, playfulness,

responsiveness from leaders, and a good, honest and open communication.

Furthermore, the emphasis on good communication in the sense of creating an environment that
the majority of the respondent feel is necessary, is highly linked with the feeling of
psychological safety. The respondents talked about open door policies, and open-minded
communication which can be linked to psychological safety. This is a very important factor
when talking about creativity. If people are allowed to speak their thoughts and ideas without a
feeling of fear or being neglected or “punished” for doing so, it can lead to several positive
effects on the organization. These effects are described by Bessant and Goller (2017) as being,
effective problem solving, learning, knowledge creation, exploratory and exploitative learning,
experimenting, creativity, which in turn will lead to implementation success, quality
improvement and team performance. Among our respondents there was a superior amount that
had a focus on this type of communication that creates psychological safety. However, since
feeling psychologically safe involves feelings, it is something that is very individual and can
therefore differ between employees within the same organization. Someone could indicate
feeling more prone to speak up about thoughts and ideas all the time, while someone else only
feels it at times. Therefore, it can be discovered that it is very important for leaders to
continuously encourage and adapt to each employee, encourage upbringing of new ideas and

out of the box thinking, so all employees feel comfortable speaking one’s mind at all times.
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6. Conclusion

This section concludes the thesis and presents limitations of the study, managerial

implications and suggestions for research in the future.

The purpose of this thesis has been to investigate how visionary leadership impacts company
cultures of organizations. It has been discovered that developing a vision is immensely
important for an entire organization to know the direction of where they are heading. It is
important that the vision is successfully implemented which requires the communication of it
to be transparent and well-functioning. Further on, this facilitates for employees to align their
personal driving force towards a collective vision. It has become evident that visionary leaders
are passionate about motivation and creativity. They have the ability to share the belief of a
vision and make it a shared one among stakeholders. As a vision is implemented at an
organization, leaders have the responsibility to create an environment, a culture where the

employees are motivated and given the opportunity to be creative.

Based on what has been observed through the literature review and the empirical findings, the
responsibility of creating an organizational culture is not only the leader’s. Rather, it is
important that everyone within an organization contributes to that work. Moreover, there is an
expectation from both leaders and employees that the leaders are the ones who should initiate
and act towards a desired organisational culture. This requires the leaders to be attentive and
responsive of the employees thoughts and wishes to align their personal values into a shared
culture. It has been found that a company’s organizational culture does not lie in the walls of
the organization, rather it is the people within the organization who creates it. Hence, the culture
can be developed and changed throughout the years as employees and leaders are being

replaced.
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In conclusion, visionary leadership has a great impact on organizational cultures as it
communicates the direction of the company and the action steps of how to get there. Visionary
leaders foster an organizational culture where motivation leads to creativity which can

contribute to increased performance for the organization.

6.1 Limitations

One of the limitations found when writing this thesis is the number of respondents interviewed.
Even though this thesis aims to mirror both leaders and employees' perception of visionary
leadership within marketing agencies, the number of respondents is not enough to mirror all
leaders and employees working in marketing agency in Sweden. A larger number of
respondents would have provided several different perspectives. Further, a second limitation
has been the respondent’s lack of knowledge between a vision and goal. Based on the definitions
presented previously, several leaders and employees answered by presenting their goals rather

than explaining their vision when the question in particular was about the vision.

Another limitation was the intention to interview the respondents face-to-face to reduce possible
misunderstandings which can take place when not being in the same room. Due to the limited
interest in participating as a respondent in the close geographical area, there was a need to
expand the geographical area. This led to the need for several interviews to be held on Zoom.
There is an awareness that important gestures, facial expressions or the perception of a certain
mood may have been missed in the interviews held online. Furthermore, some of the
respondents expressed feelings of nervousness and discomfort, due to the fact that the
interviews were recorded and notes were taken by the interviewer. This may have led to the
respondents not being as honest and transparent as they would have been without recording and

taking notes.

6.2 Managerial Implications

In this section, actions that can be taken by organizations will be presented. Firstly, it is crucial
for organizations to create, develop and implement visions for them to know their direction.
The vision then provides a framework for the goal setting of the companies and not vice versa.
As shown in the results, for a vision to be successfully implemented it is necessary to include
employees in the process. This requires the communication to be effective and transparent

throughout the organization. Secondly, being able to lead toward it is one of the most important
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parts of being a visionary leader. A visionary leader should be able to communicate a vision
and inspire the people they lead in order to motivate them. Working towards this on a daily

basis contributes to the possibility of realizing the vision.

Furthermore, an organizational culture is not only an activity to be carried out by a leader, but
rather all employees at an organization contribute to its development. Some respondents
experience their companies to have their organizational cultures in the walls, but rather it is
created by everyone within the company. Hence, the culture is constantly changing depending
on the people within the organization. Therefore, it is important for everyone, not only the
visionary leaders to regularly communicate, work and act towards the desired organizational
culture. However, it is important that visionary leaders are leading by example and redirects if
things are going in the wrong direction. This continuous work and effort made by everyone
every day are very important in order to create, maintain and foster the desired culture of an

organization.

6.3 Further Research

To continue expanding knowledge within the field of this topic, further research is crucial. A
deeper investigation of the different marketing agencies' customers and how they experience
the agency’s company culture from a customer point of view could be made in a way to get a
more equitable understanding of the topic. Furthermore, another way to investigate this topic is
to conduct group interviews at each company in addition to have individual interviews. This
could create a greater diversity of thoughts and ideas of the topic, since discussions within the
group may occur which can lead to interesting findings. Another way to research this topic
further is to gather data from leaders in several different industries. By doing that, one could
see in which industry the visionary leadership style also can be suitable, and thus try to

implement it specifically in that industry.
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8. Appendix

Interview questions- Original in Swedish

Interview questions asked to the respondents (In Swedish)

1. Vilken roll har du pa foretaget?

2. Vad ar foretagets vision?

3. Hur arbetar ni med visionen och uppdateras den kontinuerligt for att vara aktuell och
relevant?

4. Hur har visionen tagits fram och vilka har varit involverade i den processen?

5. Hur ar visionen implementerad i den dagliga verksamheten och hur jobbar foretaget
kontinuerligt mot visionen?

6. Hur arbetar ni med ledarskap? Gor ni nagot kontinuerligt for att utveckla ledarskapet,
olika ledarskapsovningar/workshops etc?

7. Hur ar foretagskulturen pa ert foretag och hur arbetar ledarskapet for att forma och
forstarka den?

8. Hur skapas forutséttningar for de anstéllda att uttrycka sina tankar och idéer, i vilket
sammanhang sker det?

9. Hur jobbas det med ledarskap inom organisationen for att motivera de anstéllda?

10. Hur arbetar foretaget for att uppmana anstallda till innovation och kreativitet pa
arbetsplatsen?

11. Upplever ni att det &r ett 6ppet klimat och hogt till tak nar det kommer till samtal och
diskussioner?

12. Hur ger ledarskapet mgjlighet att vara kreativ i arbetet och hur tar det sig i uttryck?

13. Hur skulle ni 6nska att ledarskapet jobbade for att annu béttre framja kreativitet och ta
vara pa kompetens?

14. Hur blir du motiverad i din tjanst?
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Interview questions- Translated into English

Interview questions asked to the respondents translated into English:

o M L N

10.

11.

12.

13.

What is your position at the company?

What is the vision of the company?

How do you work with the vision and is it frequently updated to be relevant?

How has the vision been developed and who has been involved in the process?

How is the vision implemented in the daily operations and how does the company
continuously work towards the vision?

How do you work with leadership at the company? Do you do something continuously
to develop the leadership at different levels at the organization like workshops or
various leadership exercises?

How do you perceive the culture at the company and how does the leadership work to
strengthen and shape it?

How are conditions created for employees to express their thoughts and ideas, and in
what contexts does it happen?

How does the leadership at the company work to motivate the employees?

How does the company work to encourage the employees to innovate and be creative
at the workplace?

Do you perceive the corporate climate to be open or closed when it comes to
conversations and discussions?

How does the leadership at the company create opportunities to be creative at work
and how does this manifest itself?

How would you appreciate that the leadership worked to even better promote

creativity and make use of competence?

14. What makes and keeps you motivated in your work?
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