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2019; Kohles et al., 2012). Altogether, there is substantial 
evidence that visions guide behavior (Fiset & Boies, 2019; 
Masuda et al., 2010), in both organizations and individuals.

Despite the practical importance of the relationship 
between visions and motivational outcomes, surprisingly 
little effort has been made to identify how and why visions 
stimulate and drive behavior (Kohles et al., 2012; Paine et 
al., 2023;). Indeed, scholars have consistently noted that 
the processes by which visions motivate behavior are still 
“ill-understood” and have suggested that there is still much 
to learn about the mediators of vision effectiveness (Fan et 
al., 2022). Understanding the mediators underlying the rela-
tionship between visions and vision-related behaviors, such 
as follower psychological states, is critical because it may 
help practitioners better understand how to craft visions 
that effectively translate into follower actions (Kehr et al., 
2021). Thus, in the current paper, we aim to shed light on 
the processes by which visions lead to increased motivation 
and successful goal pursuit.

One potential mediator of the relationship between 
visions and vision-related behaviors is positive affect. 

Introduction

In April 1976, Steve Jobs and Steve Wozniak founded one 
of the largest and most successful companies in the world: 
Apple Inc. When Steve Jobs was asked what inspired him 
to start the company, he stated that the foundation of all his 
achievement had been a strong and compelling vision: “To 
put a computer in the hands of everyday people.” Drawing 
on such successful examples, organizational scholars have 
promoted the idea that visions, vivid future-oriented images 
of a desirable, future state (Carton & Lucas, 2018; Rawolle 
et al., 2017), can mobilize and motivate goal-directed 
behaviors related to achieving this desired future (Kehr et 
al., 2021; Stam et al., 2014), thereby promoting motivation, 
performance, and work engagement (e.g., Kearney et al., 
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Several authors have suggested that the vivid mental 
imagery induced by a vision is a key aspect of its motivat-
ing power (e.g. Carton & Lucas, 2018; Kehr et al., 2021; 
Masuda et al., 2010). Specifically, researchers speculated 
that the stimulation of future events in one’s mind’s eye 
(Masuda et al., 2010) is “emotionally engaging” (Carton 
& Lucas, 2018, p. 2108). In support of this notion, stud-
ies have shown that mental images evoke affective reactions 
(e.g. Emrich et al., 2001; Rawolle et al., 2017). However, 
even if positive affect is commonly recognized as a key fac-
tor in motivation (e.g., Aarts et al., 2008), research has yet 
to empirically investigate whether vision induced positive 
affect does indeed increase the motivation for vision-related 
behaviors (Paine et al., 2023).

The present study seeks to address this research gap. By 
integrating findings from research on mental imagery (e.g., 
Schubert et al., 2020) and organizational research on visions 
(e.g., Carton & Lucas, 2018), we propose that visions evoke 
positive affect. Further, we draw on goal systems theory 
(Fishbach & Woolley, 2022; Kruglanski et al., 2018) spe-
cifically, what Fishbach et al. (2004) call “emotional trans-
fer” (see also Woolley & Fishbach, 2023) and propose that 
vision-evoked positive affect can transfer to vision-derived 
goals (Stam et al., 2014). In line with research that has dem-
onstrated the importance of positive affect in goal pursuit 
(e.g., Aarts et al., 2008), we argue that vision-evoked posi-
tive affect will foster goal commitment and ultimately goal 
progress. Goal progress is a key construct for capturing 
the degree of agency with which individuals pursue their 
vision-derived goals (e.g., Holtschlag et al., 2020). Figure 1 
illustrates our theoretical model.

We test these hypotheses in two experimental studies. 
In Study 1, using a mixed sample of consultants and busi-
ness students, we examine whether visions evoke more 
positive affect than a control group (superordinate goals), 
and whether vision-evoked positive affect spills over to the 
goals a person derives from that vision. In Study 2, using a 
sample of business students we aim to replicate and extend 
our findings by examining the downstream behavioral con-
sequences of vision-evoked positive affect in a time-lagged 
design.

The current research makes three important contributions 
to the literature. First, we show that visions evoke positive 
affect, which in turn motivates goal pursuit. In doing so, we 
add to the scarce research on the specific mechanisms by 
which visions motivate behavior (e.g., Venus et al., 2019) 
by linking research on mental imagery and its affective con-
sequences (Rawolle et al., 2017) to research proposing the 
importance of vision-evoked emotion for motivation and 
performance (Carton & Lucas, 2018). In doing so, we not 
only add to the understudied field of visions mediators (e.g., 
Fan et al., 2022), but also respond to a recent call by Paine 

et al. (2023) to examine the role of emotions as a mediating 
mechanism in vision effectiveness. As a result, our research 
provides a more comprehensive view of how visions moti-
vate vision-related behaviors.

Second, we extend research on visions by examining 
how visions relate to goals that are hierarchically related to 
them. To date, although scholars have repeatedly called for 
the integration of research on visions and goals (Berson et 
al., 2015) and have speculated that goals are complementary 
to visions (Southwick et al., 2019) such that visions need 
to be translated into actionable and specific goals (Carton 
& Lucas, 2018; Stam et al., 2014), to our knowledge, little 
research has empirically examined visions and goals in syn-
thesis. Drawing on goal system theory, particularly work on 
emotional transfer in goal systems (Fishbach & Woolley, 
2022; Kruglanski et al., 2018), we introduce vision-affect 
spillover as a potential mechanism by which visions affec-
tively charge lower-level goals derived from them. Thus, 
our findings illustrate how visions, when they evoke posi-
tive emotions, can effectively infuse lower-level goals with 
these emotions, enhancing the pursuit of these goals and 
thereby actualizing the pursuit of the vision (Stam et al., 
2014).

Third, we examine the effect of visions at the individual 
behavioral level. Research on visions has primarily focused 
on the collective level (e.g., Kipfelsberger et al., 2022), even 
though visions start by operating on the individual level in 
motivating and affecting a person’s behaviors (Kehr et al., 
2021). Building on theorists (Fiset & Robinson, 2020) who 
speculate that individual-level visions may be an impor-
tant factor in career development, our study provides new 
insights into how individual visions motivate and shape 
career trajectories, thereby advancing our understanding 
of the role of visions in personal and career development 
contexts.

The motivational effect of visions: Mental imagery 
and positive affect

Organizational scholars propose that visions are future-ori-
ented images (Baum et al., 1998; Carton & Lucas, 2018; 
Stam et al., 2014). Consistently, we define visions as “mental 
images of a desirable future” (Rawolle et al., 2017, p. 770, 
see also Carton & Lucas, 2018). This definition highlights a 
vision’s unique characteristic: the fact that it is visual (Kehr 
et al., 2021; Rawolle et al., 2017). More specifically, visions 
are individual-level cognitions (Stam et al., 2014) that exist 
in a picture-like format and are based on imagery (Berson et 
al., 2015; Emrich et al., 2001). In contrast, goals, commonly 
defined as objects or aims of an action (Locke & Latham, 
1990), are considered to be mainly cognitive representations 
of a target state (Kruglanski et al., 2002). However, apart 
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from the visual element, visions and goals are conceptu-
ally overlapping and share certain characteristics (e.g. both 
refer to desirable end states, Kirkpatrick & Locke, 1996). 
According to goal systems theory (Kruglanski et al., 2002) 
this applies particularly to superordinate goals (i.e., “higher-
level, long-term, and abstract goals”). That is, visions also 
represent higher level, long-term goals with the important 
distinction that visions contain mental imagery while super-
ordinate goals are rather abstract (Berson et al., 2015).

Mental imagery, the distinctive characteristic of visions, 
refers to “an experience like perception in the absence of a 
percept” (Holmes et al., 2016, p. 2). Thus, mental imagery 
allows people to relive their past or imagine their future and 
experience sensory information (e.g., “seeing a visual scene 
in the ‘mind’s eye”, Carton & Lucas, 2018, p. 2115) without 
being directly exposed to an external stimulus.

Particularly in clinical psychology, a growing body of 
research was able to demonstrate the positive relationship 
between mental imagery and positive affect (for a review 
see Holmes et al., 2016). Clinical psychologists assume that 
mental imagery, especially in the form of vividly imagining 
personal future events, boosts positive affect (for a recent 
meta-analysis, see Schubert et al., 2020).

Further support for the notion that mental imagery evokes 
positive affect comes from various lines of research. Work 
on heuristics (for a review see Schwarz, 2012) for instance, 
showed that verbal descriptions of images are more likely 
to elicit emotions compared to abstract concepts. Organi-
zational scholars (e.g. Emrich et al., 2001) demonstrated 
that using more imagery in presidential speeches elicited 
stronger emotional reactions. Empirical research on vision 
communication by Naidoo and Lord (2008) indicated that 
subjects who listened to a speech high in imagery showed 
more emotional reactions than a control group. Lastly, a 
recent study by Fiset and Boies (2019) found a positive 
relationship between a leader’s vision and follower emo-
tional outcomes. Their study used a matched sample of 
teachers and principals and disclosed that principals who 
communicated a vividly imaginable vision increased teach-
ers’ perceptions of affective tone (i.e., the frequency with 
which they experienced positive emotions at work). In line 
with these different streams of research, visions that contain 
mental imagery (Carton & Lucas, 2018) should evoke posi-
tive affect (Rawolle et al., 2017). The same should not apply 
to the control group (superordinate goals) due to their cogni-
tive nature (Kruglanski et al., 2002) (see Fig. 1; path A). We, 
therefore, hypothesize the following:

Hypothesis 1  Visions evoke more positive affect as com-
pared to a control group (superordinate goals).

Visions affectively charge vision-derived goals

A substantial amount of research has highlighted the role of 
positive affect in motivating and influencing behavior (e.g. 
Aarts et al., 2008; Custers & Aarts, 2005). Likewise, positive 
affective reactions evoked by visions are speculated to moti-
vate people to action (Carton & Lucas, 2018; Fiset & Boies, 
2019; Paine et al., 2023). However, it is difficult to directly 
measure the influence of positive affect on vision-pursuit 
since visions are conceptualized as open-ended endeavors 
(Berson et al., 2015), which are never fully achieved (Kirk-
patrick & Locke, 1996). Stam et al. (2014) have therefore 
suggested that it may be helpful to conceptualize visions 
“in terms of a goal hierarchy in which the vision is a high-
level goal that is hierarchically related to lower-level goals” 
(p. 1174). Following this framework, Stam et al. (2014) 
defined vision pursuit as all “goal-directed actions that are 
hierarchically related to the vision” (p. 1174). Building on 
Stam and colleague’s (2014) conceptualization, we propose 
a spillover hypothesis whereby visions affectively charge 
lower-level goals that are derived from them.

The prediction that positive affect evoked by a vision 
might transfer to goals derived from the vision is sup-
ported by two different lines of research: affect transfer in 
goal systems and affect in self-regulation. First, research on 
affect transfer in Goals Systems Theory (Kruglanski et al., 
2002) suggested that positive emotions associated with goal 
attainment can transfer to activities performed to pursue the 
goal (Fishbach et al., 2004; Kruglanski et al., 2018; Wool-
ley & Fishbach, 2023). For example, Fishbach et al. (2004) 
conducted five experiments that demonstrated that positive 
affect associated with goal attainment (e.g., keeping fit) 
were transferred to means (e.g., running every morning) by 
pure association (see also Kruglanski et al., 2018).

Second, literature on self-regulation demonstrates that 
positive affect can serve as a temporary heuristic and/
or an affective cue, that influences subsequent judgments 
about personal goals and related emotions (for a review see 
Schwarz, 2012). For example, researchers have demon-
strated that imagining best possible selves, defined as repre-
sentations of personal hopes and fears regarding the future, 
leads to affective responses that can emotionally charge the 
representation of a goal (for a recent review see Oyserman 
& Horowitz, 2023).

Fig. 1 Hypothesized theoretical model. Note. Group was coded as 0 = superordinate goal and 1 = vision
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increased commitment to an ongoing project as they consid-
ered that project achievement is more likely (see also Ding, 
2019).

Accordingly, we propose that heightened positive antici-
patory affect evoked by a vision-derived goal is related 
to stronger goal commitment. Specifically, we argue that 
visions evoke positive affect, which in turn spills over in the 
form of positive anticipatory affect and ultimately fosters 
goal commitment (see Fig. 1; paths A, B, and C). As such, 
we propose the following integrative hypothesis:

Hypothesis 3 The positive effect of visions (compared to a 
control group) on goal commitment is sequentially medi-
ated by positive affect and positive anticipatory affect.

Researchers argue that goal commitment is one of 
the most critical requirements of goal progress (Locke & 
Latham, 1990; Monzani et al., 2015). Individuals who focus 
on their commitment to a goal also increase their engage-
ment in pursuing that goal (Fishbach et al., 2010), which 
ultimately leads to higher performance (Klein et al., 2001). 
Consistent with these results, Monzani et al. (2015) demon-
strated in two studies that individuals who showed higher 
commitment to their personal goals were subsequently more 
likely to report higher levels of goal progress (for a similar 
finding see Rafieian & Sharif, 2022). Consistent with our 
serial mediation hypothesis, we propose that visions are pos-
itively associated with positive affect, positive anticipatory 
affect, goal commitment, and ultimately goal progress (see 
Fig. 1; paths A, B, C, and D). Therefore, we hypothesize:

Hypothesis 4 The positive effect of visions (compared 
to a control group) on goal progress is mediated by goal 
commitment.

Present research

The central aim of this study is to better understand the 
mechanisms underlying the motivational effects of visions. 
We argue that visions are by definition rich in mental imag-
ery and are motivationally effective because (a) they evoke 
positive affect, (b) vision-evoked positive affect is trans-
ferred to goals derived from the vision, leading to affec-
tively charged goals, (c) affectively charged goals lead to 
increased goal commitment, and (d) increased goal com-
mitment facilitates goal progress. We tested our hypotheses 
in two online experiments. In Study 1, we used a cross-
sectional experimental design to test our first two hypoth-
eses (see paths A and B; Fig. 1) in a sample of consultants 
and business students. In Study 2, we used a time-lagged 
experimental design to test the full model (Hypotheses 1–4, 

Similar to how imagining best possible selves can emo-
tionally charge goals, we propose that visions-evoked posi-
tive affect spills over to vision-derived goals. In particular, 
this should lead individuals to anticipate how these positive 
affective reactions relate to the achievement of a derived 
goal. Thus, we assume that vision-evoked positive affect 
spills over in the form of positive anticipatory affect (i.e., 
“positive emotions that are currently experienced due to 
something that could happen in the future,” Baumgartner et 
al., 2008, p. 685). However, for the control group (superor-
dinate goals), which are expected evoke less positive affect, 
this affect should attenuate (see Fig. 1; paths A and B). Thus, 
we predict the following:

Hypothesis 2 The positive effect of visions (compared to a 
control group) on positive anticipatory affect is mediated by 
positive affect.

Vision-induced positive anticipatory affect increases 
goal commitment and goal progress

As stated before, much research has shown the importance 
of positive affect as a proxy for motivation (e.g. Aarts et al., 
2008; Custers & Aarts, 2005). Researchers suggest that pos-
itive affect acts as an “implicit motivator” (Custers & Aarts, 
2005, p. 129) in the achievement of goals, stating that striv-
ing for goals is an “inherently affective experience.” Past 
research has even demonstrated that positive affect is asso-
ciated with an increased expectancy to reach one’s goals, 
which in turn fosters more effort to attain a goal (Fishbach 
et al., 2010).

In addition to affective reactions related to present events, 
people also experience emotions with the prospect of future 
events (Bagozzi et al., 1998; Baumgartner et al., 2008), so 
called anticipatory affect. Much like momentary affective 
reactions, scholars argue that positive anticipatory affect can 
guide decision making (for a recent meta-analysis, see Chi-
traranjan & Botenne, 2023). More specifically, emotional 
theorists posit that positive anticipatory affect can influence 
behavior by determining the expectancy and desirability 
of future events (Bagozzi et al., 1998; Baumgartner et al., 
2008). This assumption is supported by the goal setting lit-
erature, which argues that the expectancy of goal attainment 
is one of the most “proximal antecedents of goal commit-
ment” (Klein et al., 2001, p. 885, i.e., people’s attachment 
or determination to reach a pursued goal, Locke & Latham, 
1990). Indeed, some empirical research has demonstrated 
that positive anticipatory affect encourages goal-directed 
behavior (Bagozzi et al., 1998; Baumgartner et al., 2008). 
For example, Harvey and Victoravich (2009) found that 
managers with higher positive anticipatory affect showed 
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completed a pre-intervention positive affect measure. Then 
they were randomly assigned to one of two experimental 
conditions (vision vs. superordinate goal).

Participants received specific instructions appropriate 
for their respective experimental conditions in the second 
phase. In both conditions, participants were first asked to 
consider how they see their professional future. Respective 
to the condition they were either accompanied with a defini-
tion of the concept vision (“the mental image of a desirable 
future”, see Rawolle et al., 2017) in the experimental condi-
tion or superordinate goal (“an objective that is important 
to us and that we want to achieve in the long term,” see 
Kruglanski et al., 2002). Then, participants were prompted 
with a free text field and asked to describe either their vision 
or superordinate goal for their professional future in several 
sentences.

In a third phase, participants in both conditions received 
an imagery exercise during which they imagined a lemon 
using all their senses to familiarize them with mental imag-
ery (Holmes et al., 2016). In a fourth phase, participants 
in the vision condition performed a guided visualization. 
Because various studies have shown that the visual com-
ponent is the key feature of visions (Carton & Lucas, 2018; 
Kehr et al., 2021; Masuda et al., 2010; Rawolle et al., 2017), 
we chose guided visualization as a method to administer the 
vision. During the guided visualization, participants were 
asked to imagine their vision to evoke mental images in 
their minds (Rawolle et al., 2017). Concretely, participants 
were asked to “embark on a journey through time into the 
future to the moment when [their] vision has come true” 
and “to vividly imagine [their] described vision, just as if 
[they] were dreaming it.” Concreteness was heightened by 
questions such as the following: “How can you tell that your 
vision has come true? What do you see? What surrounds 
you?” In the superordinate goal condition, participants had 
to imagine and subsequently write down their typical day 
(adapted from Sheldon & Lyubomirsky, 2006) which is a 
frequently used active control group in the context of the 
studies of mental imagery (for a systematic review and 
meta-analysis see Schubert et al., 2020). Specifically, par-
ticipants were provided with a text field and requested to 
imagine [their] typical day, to ‘‘write about [their] typi-
cal day, and the kinds of things that happen during it’’ and 
to ‘‘outline [their] typical day in as much detail as [they] 
can.’’(Sheldon & Lyubomirsky, 2006, p. 77). Both condi-
tions were of equal length; the guided visualization and the 
typical day task lasted 6 minutes.

In a fifth phase, after our experimental manipulation, 
mental imagery and post-intervention positive affect were 
assessed. In a sixth phase, participants in both experimen-
tal conditions were then asked how they wanted to achieve 
either their vision or their superordinate goal. For this 

see paths A, B, C, and D; Fig. 1) in a sample of business 
students.

Study 1

As a first step, Study 1 used a cross-sectional design to test 
our experimental manipulation and examine whether more 
mental imagery and positive affect were found in visions 
than in superordinate goals (path A; Fig. 1). In addition, 
we tested the extent to which the positive affect evoked by 
visions “spills over” to a goal derived from the vision (paths 
A and B; Fig. 1).

Method

Participants

For Study 1, we recruited 141 participants, of which 13 had 
to be excluded due to premature termination of the ques-
tionnaire. To increase the external validity of the results, we 
collected both, 68 undergraduate students of a large Ger-
man business school (50 women and 18 men; Mage = 24.1 
years), and 60 full-time employees (11 women and 49 men; 
Mage = 41.6 years) of two medium-sized management con-
sultancies.1 Following recent recommendations (Ward & 
Meade, 2022), we examined nonsense response patterns 
and outliers in terms of completion time and Mahalanobis 
Distance. Two participants did not meet these criteria and 
were excluded from consecutive analyses. In support of the 
robustness of our results, the results of Study 1 remained the 
same irrespective of the identified outliers. The final sample 
consisted of 126 participants (61 women and 65 men; Mage 
= 32.17). Participation in the study was voluntary, and par-
ticipants had to give informed consent. Student participants 
were recruited through advertisements in lectures, whereas 
the full-time employees were contacted personally. Student 
participants were eligible to receive course credit for their 
participation in the study.

Procedure

Participants were informed that the study’s primary purpose 
was to find out more about their future career aspirations. In 
the first phase, participants provided informed consent and 

1 These two samples were examined for differences before being 
merged. Consistent with our goal of diversifying the sample, the 
second sample contained a significantly higher proportion of men 
(t(124) = 7.33, p < .001) and older participants t(124) = 11.6, p < .001). 
Moreover, we tested for similarity of effects across both subgroups 
(students vs. consultants) and conducted all analyses with subgroup 
as a covariate. The analyses yielded the same pattern of results, so we 
combined the samples for additional power and diversification.
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Breukelen, 2013). All analyses were tested with and without 
these covariates (Becker et al., 2016). The results remained 
stable with and without the covariates. Thus, the effects of 
our control variables on the relationships we examined can 
be considered negligible (Becker et al., 2016).

Results

Manipulation check

First, we tested whether our experimental conditions (visions 
vs. superordinate goals) were successful by comparing the 
scores of participants’ mental imagery after the completion 
of each intervention. As expected, results from the manipu-
lation check showed that participants in the vision condi-
tion (M = 5.39, SD = 1.04) had significantly higher mental 
imagery scores compared to participants in the superordi-
nate goal condition (M = 4.72, SD = 1.60), t(124) = 2.80, 
p = .006.

Hypotheses tests

Means and standard deviations of all variables are shown 
in Table 1. Table 2 shows their zero-order correlations. To 
test our hypothesis that visions as compared to superordi-
nate goals evoke more positive affect and that positive affect 
mediates the effect of visions on positive anticipatory affect, 
we followed the recommendations of Hayes (2022). The 
mediation effect analysis was conducted using the Boot-
strap method (n = 5000) and standardized effects due to 
different Likert scale points across variables (e.g., 5-point 
Likert-type scale vs. 6-point Likert-type scale). SPSS ver-
sion 26.0 (IBM Corp., 2019) and R (R Development Core 
Team, 2013) were used for the analyses. We entered positive 
anticipatory affect as the dependent variable, experimental 
condition (coded as 0 = superordinate goal, 1 = vision) as 
the independent variable, positive affect as the mediator and 
pre-intervention positive affect as a covariate.

The mediation analysis, which is illustrated in Fig. 2, 
revealed that participants in the visions group reported 
higher positive affect than people in the superordinate goal 
group (a = 0.50, p < .01, 95% CI [0.31, 0.70]), which in 
turn predicted positive anticipatory affect (b = 0.35, p < .01 
95% CI [0.14, 0.56]). The biased-corrected bootstrap con-
fidence interval (based on 5.000 samples) for the indirect 
effect was significant (ab = 0.25, 95% CI [0.09, 0.42]). 
Thus, these results provide support for hypothesis 1 in that 
visions, compared with superordinate goals, evoke more 
positive affect. Moreover, these results provide support for 
hypothesis 2 in that positive affect mediated the relationship 
between visions and positive anticipatory affect.

phase, participants in both conditions were asked to formu-
late three goals they might pursue in the upcoming weeks 
to get closer to their vision or superordinate goal. In addi-
tion, all subjects were instructed to formulate their goals as 
concretely and specifically as possible (Locke & Latham, 
1990) and to begin their goals with the words “In the fol-
lowing weeks, I will…” Examples of goals reported by the 
respondents include: “In the following weeks, I’ll be search-
ing online for job ads to finally find and apply for a working 
student position at a startup.” or “In the following weeks, 
I’ll try to finish developing the precursor app system that 
is central behind the value creation of my startup.” Lastly, 
participants were asked to choose one of their listed goals, 
which seemed to be the most important for achieving their 
vision or superordinate goal.

In a seventh and final phase, participants then completed 
a measure assessing their positive anticipatory affect regard-
ing attaining their previously selected vision- or superordi-
nate goal derived goal.

Measures

Positive affect. Participants completed the 10-item posi-
tive affect scale of the Positive and Negative Affect Sched-
ule (PANAS; Watson et al., 1988). The scale measures the 
extent to which participants currently experience ten posi-
tive affective states (e.g., to feel excited, proud, inspired; 
0 = not at all; 5 = totally). Participants’ positive affect was 
assessed at baseline and after the experimental manipula-
tion, with the scale indicating sufficient reliability (ωs = 0.85 
and 0.92 for pre and post, respectively).

Positive anticipatory affect. Positive anticipatory affect 
was measured using six items developed by (Bagozzi et al., 
1998). The scale measures the extent to which participants 
anticipate experiencing positive emotions if they succeed in 
attaining their goal (e.g., excited, delighted, happy; 0 = not 
at all; 6 = totally; ω = 0.84).

Mental imagery. Mental imagery was assessed as a 
manipulation check to test for expected differences in the 
vision and superordinate goal condition. We used three 
items developed by Carton and Lucas (2018) (e.g., “Right 
now there is a visual scene playing in my ‘mind’s eye’”; 
1 = disagree to 7 = agree; ω = 0.80).

Control variables. In line with recent recommendations 
for including control variables (Becker et al., 2016), we con-
sidered participants’ age and gender as potential controls. 
Previous research has found that these two sociodemo-
graphic variables may influence positive affect (e.g., Fujita 
et al., 1991; Pinquart, 2001). In addition, to obtain a valid 
estimate of the intervention effect on positive affect, we fol-
lowed previous research (e.g., Hülsheger et al., 2013) and 
considered baseline positive affect as a possible control (van 
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Specifically, the results suggest that visions, which by 
definition are high in mental imagery, may exert their 
motivational influence on individuals by eliciting posi-
tive affect. Second, consistent with our expectations, we 
showed that the positive influence of visions on positive 
anticipatory affect is mediated by positive affect. This 
finding provides a first indication that the motivational 
properties of a vision can be transferred to a goal derived 

Discussion

The results of Study 1 supported Hypotheses 1 and 2. 
First, we were able to show that visions evoke more posi-
tive affect compared to a control group (superordinate 
goals). Based on research that has shown that positive 
affective experiences are promoted by mental imagery, 
our results may point to a mode of action of visions. 

Table 1 Means and standard deviations of the two conditions for the variables
Vision Superordinate Goal

Variables M SD M SD
Study 1
1. Positive Affect (pre) 3.25 0.70 3.35 0.55
2. Positive Affect (post) 3.77 0.74 3.34 0.73
3. Mental Imagery 5.39 1.04 4.72 1.60
4. Positive Anticipatory Affect 6.10 0.83 6.20 0.89
5. Age 32.9 12.8 31.3 11.2
6. Gender 1.57 0.50 1.46 0.50
Study 2
1. Positive Affect (pre) 3.11 0.62 3.11 0.66
2. Positive Affect (post) 3.64 0.70 3.11 0.70
3. Mental Imagery 5.27 1.13 4.61 1.33
4. Positive Anticipatory Affect 5.90 0.80 5.90 0.80
5. Goal Commitment 4.27 0.54 4.33 0.55
6. Goal Progress 2.85 0.87 2.95 0.96
7. Age 21.5 2.10 21.6 2.32
8. Gender 1.62 0.49 1.57 0.49
Note. SD = Standard deviation. Group was coded as 0 = superordinate goal and 1 = vision.
Gender was coded with 1 = female and 2 = male. Age was measured in years.

Table 2 Zero-order correlations of the variables
Variables 1 2 3 4 5 6 7 8 9
Study 1
1. Group —
2. Positive Affect (pre) − 0.07 —
3. Positive Affect (post) 0.28** 0.60** —
4. Mental Imagery 0.24** 0.24** 0.43** —
5. Positive Anticipatory Affect − 0.09 0.13 0.26** 0.27** —
6. Age 0.06 0.12 0.03 − 0.12 − 0.33** —
7. Gender 0.10 − 0.05 − 0.10 − 0.16 − 0.43** 0.39** —
Study 2
1. Group —
2. Positive Affect (pre) 0.00 —
3. Positive Affect (post) 0.34** 0.60** —
4. Mental Imagery 0.26** 0.21** 0.37** —
5. Positive Anticipatory Affect − 0.02 0.21** 0.29** 0.25** —
6. Goal Commitment − 0.07 0.14** 0.18** 0.13** 0.39** —
7. Goal Progress − 0.06 0.12* 0.16** 0.10 0.07 0.17** —
8. Age − 0.03 − 0.01 − 0.02 0.00 − 0.00 0.00 − 0.03 —
9. Gender 0.05 0.05 0.03 0.06 − 0.15** − 0.08 0.04 − 0.11* —
Note. Group was coded as 0 = superordinate goal and 1 = vision. Gender was coded with 1 = female and 2 = male. Age was
measured in years.
* p < .05, ** p < .01
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Method

Participants

We conducted a time-lagged study with two measurement 
waves to test our hypotheses. We recruited 507 participants 
at a large German business school, of which 58 had to be 
excluded due to premature termination of the question-
naire and insufficient German language proficiency (CEFR 
level lower than C1). Following the approach of Study 1, 
we inspected careless responses and multivariate outliers in 
terms of completion time and Mahalanobis Distance (Ward 
& Meade, 2022). 5 participants did not meet the criteria 
and were excluded from subsequent analyses. To ensure 
the robustness of our results, we conducted our analyses for 
Study 2 with and without excluding those 5 participants, but 
found the same results. The final sample in Study 2 con-
sisted of 444 participants (195 women, 247 men, 2 diverse; 
Mage = 23.6 years). Participants were recruited through 
online advertisements and lectures and were able to receive 
course credit for their participation in the study.

Procedure

The procedure resembled Study 1, except that for the 
vision- or superordinate goal derived goals, goal commit-
ment and positive anticipatory affect were also assessed. 
Two weeks later, participants received an invitation to the 
second part of the study. In the second measurement wave, 
participants were presented their vision- or superordinate 
goal derived goal which they had formulated in the first part 
of the study and were asked to rate the progress they had 
made towards attaining this goal. In total, 321 participants 
(71.9%) responded to the second survey (129 women, 192 
men; Mage = 21.6 years). Participation in both studies was 
voluntary, and participants had to give informed consent.

from it (Fishbach et al., 2004). These results also provide 
an interesting starting point for exploring the motiva-
tional consequences of visions.

Although the results presented are consistent with our 
predictions, we note several limitations. First, although, 
as noted above, positive affect is an important proxy for 
motivation (Custers & Aarts, 2005), it is critical to exam-
ine the downstream consequences of vision-evoked positive 
affect, such as commitment and subsequent progress toward 
a vision-related goal (see Fig. 1). Second, even though the 
study used an experimental design, it was a cross-sectional 
design, which is at risk for common method bias. There-
fore, the introduction of a time-lagged examination of 
downstream effects would be important to mitigate con-
cerns associated with common method biases (Cooper et 
al., 2020; Podsakoff et al., 2012). To address these issues, 
we conducted Study 2, assessing both goal commitment and 
progress, while measuring goal progress two weeks after the 
initial goal formulation.

Study 2

In Study 2, we first aimed to replicate the results of Study 1 
by again testing the extent to which visions compared with 
superordinate goals evoke positive affect and the indirect 
effect of visions on positive anticipatory affect, via positive 
affect. Secondly, we proposed a serial mediation model to 
determine whether positive affect and positive anticipa-
tory affect would serially mediate the association between 
visions and goal commitment. We also sought to investigate 
if heightened goal commitment leads to higher goal prog-
ress. Ultimately, these objectives propose a model in which 
visions– through positive affect, positive anticipatory affect, 
and goal commitment– lead to higher goal progress (paths 
A, B, C, and D; Fig. 2).

Fig. 2 Mediation model depict-
ing the relation between group 
(vision vs. superordinate goal) 
and positive anticipatory affect 
as mediated by positive affect. 
Note. Group was coded as 0 = 
superordinate goal and 1 =vision. 
Regression coefficients are all in 
standardized form, and standard 
errors are given in parentheses. 
Symbol c' represents the direct 
effect of group on positive antici-
patory affect.p < .05, ** p < .01
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model fit and path coefficients for our hypothesized structural 
model. According to the recommendations put forth by Hayes 
(2022), the mediation effect analysis was conducted using the 
Bootstrap method (n = 5000) and standardized effects. Mea-
surement models and the statistical model were estimated with 
a robust Maximum-Likelihood (MLM) estimator. Model fit 
was evaluated using four indexes (Kline, 2016), with the cutoff 
criteria being: (a) normed chi-square index χ2/df of 3 or less; 
(b) CFI ≥ 0.90; (c) RMSE ≤ 0.08, and (d) SRMR ≤ 0.08 (Kline, 
2016).

Results

Measurement model

First, we tested the fit of our four-factor measurement model, 
χ2/df = 2.1, CFI = 0.91, RMSEA = 0.05, and SRMR = 0.05, 
which confirmed that the measurement model revealed a 
fairly good fit with the data. We then compared the fit indi-
ces to two plausible alternative models (see Table 3). Specifi-
cally we compared our model to two three-factor models that 
combined into one factor (a) the first mediator and the second 
mediator (positive affect and positive anticipatory affect), and 
(b) the second mediator and the first outcome variable (posi-
tive anticipatory affect and goal commitment). Thereafter, we 
calculated fit statistics for a model that combined all four vari-
ables. The results illustrated that the measurement model fits 
the data significantly better than all three alternative models (all 
p-values < 0.001), with the best-fitting alternative model being 
the four-factor model combining positive anticipatory affect 
and goal commitment (χ2/df = 2.2, CFI = 0.88, RMSEA = 0.06, 
and SRMR = 0.05). These fit indices, and the fact that all fac-
tor loadings of all indicators on their respective latent variables 
were significant, indicate adequate discriminant validity of the 
variables in our model.

Measures

Positive affect, positive anticipatory affect, and mental 
imagery. Positive affect (ωs = 0.85 and 0.91 for pre and 
post, respectively), positive anticipatory affect (ω = 0.84), 
and mental imagery (ω = 0.77) were assessed with the same 
scales as in Study 1.

Goal commitment. Participants had to rate five items 
assessing their goal commitment using (Klein et al., 2001) 
five-item scale (e.g., “I am strongly committed to pursu-
ing this goal.“, 1 = strongly disagree, 5 = strongly agree, 
ω = 0.53).2

Goal progress. Goal progress was assessed with four 
items developed by Greguras and Diefendorff (2010) (e.g., 
“I have made considerable progress toward attaining this 
goal”; ω = 0.87). Responses were anchored on a 7-point 
Likert-type scale ranging from 1 (strongly disagree) to 7 
(strongly agree).

Control variables. As in Study 1, we considered the poten-
tial effects of age and gender on positive affect (e.g., Fujita et 
al., 1991; Pinquart, 2001). Moreover, as in Study 1, we also 
controlled for baseline positive affect scores (van Breukelen, 
2013) to obtain a valid estimate of the intervention effect on 
positive affect (e.g., Hülsheger et al., 2013). Like in Study 1, 
we ran all analyses were tested with and without these covari-
ates (Becker et al., 2016). The findings were stable with and 
without the covariates. Therefore, the effects of our control 
variables on the relationships we examined can be regarded as 
negligible (Becker et al., 2016).

Analyses

The analyses were performed using the same software as in 
Study 1. Our analytical approach was guided by the two-step 
strategy to analyze mediation effects proposed by Ander-
son and Gerbing (1988). Prior to hypothesis testing, we first 
conducted a confirmatory factor analysis (CFA) to verify our 
measurement model and ensure that each of our latent vari-
ables was represented by its indicators. Second, we performed 
structural equation modeling (SEM) analysis to measure the 

2 The reliability of the goal commitment scale did not improve by 
removing one or more items. We therefore follow earlier research that 
found similar low reliability coefficients and retained the measure as it 
was assessed in previous research (Klein et al., 2001).

Table 3 Measurement Model Comparisons (Study 2)
Model χ2 Df Δχ2 CFI RMSEA SRMR
4-Factor Model 530.5 269 0.91 0.05 0.05
3-Factor Model A 1075.0 272 544.5 0.70 0.10 0.11
3-Factor Model B 565.5 272 35.0 0.88 0.06 0.06
1-Factor Model 1662.8 275 1132.3 0.48 0.12 0.14
Note. 3-Factor Model A denotes a model in which positive affect and positive anticipatory affect were combined into one factor. 3-Factor Model 
B denotes in a model in which positive anticipatory affect and goal commitment were combined into one factor
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goal commitment, and goal commitment significantly and 
positively predicted goal progress (for standardized path 
coefficients, see Fig. 3).

Discussion

First, the results of Study 2 replicated Study 1. They pro-
vided additional support for the proposition that visions 
evoke more positive affect than a control group (superor-
dinate goals). We additionally provided supplemental evi-
dence that shows that visions are positively associated with 
positive anticipatory affect, which is mediated by positive 
affect. We, therefore, provided further evidence for a central 
claim of our model, namely, visions are positively associ-
ated with positive affective reactions, which can spill over 
to goals derived from the vision. This finding offers a first 
important clue that visions ignite their motivational effect 
by affectively charging goals that work towards the vision. 
We were able to further strengthen this finding by showing 
that, in addition to positive anticipatory affect, as an indica-
tor of approach motivation, the latter was associated with 
goal commitment, which led to increased goal progress. 
Thus, our results illustrate the first empirical evidence for 
the notion that visions are motivationally effective because 
they evoke positive affective reactions which increases the 
motivation for vision-related behaviors.

General discussion

Although management scholars agree that visions are an 
important tool for motivating employees and inspiring 
change (Carton & Lucas, 2018; Kohles et al., 2012), the pro-
cesses by which visions motivate behavior remain unclear 
(Paine et al., 2023; Venus, Stam et al., 2019). The aim of 
the current study was to better understand the motivational 
mechanisms by which visions stimulate and drive behavior. 
In doing so, we respond to recent calls in the literature for a 
better understanding of the mediating processes of visions 
effectiveness (Fan et al., 2022), particularly the role of posi-
tive affect (Paine et al., 2023). By integrating findings from 
research on mental imagery (e.g., Schubert et al., 2020) and 
organizational research on visions (e.g., Carton & Lucas, 
2018), we show that visions elicit positive affect. Drawing 
on goal systems theory (Fishbach & Woolley, 2022; Krug-
lanski et al., 2018), which suggests that emotional proper-
ties of goals can be transferred to one another, we propose 

Structural model testing

We tested the structural equation model depicted in Fig. 3, 
illustrating the properties of the research hypothesis, includ-
ing all the standardized path coefficients. The structural-
modeling results suggested that the hypothesized had an 
adequate model fit, χ2/df = 2.4, CFI = 0.98, RMSEA = 0.07, 
SRMR = 0.03.

Manipulation check

Consistent with Study 1, results from the manipulation check 
showed that participants in the vision condition (M = 5.27, 
SD = 1.13) had significantly higher mental imagery scores 
compared to participants in the superordinate goal condition 
(M = 4.61, SD = 1.33), t(447) = 5.68, p < .001.

Hypotheses tests

Descriptive statistics of all variables are shown in Table 1. 
Table 2 shows their zero-order correlations. We again found 
support for hypothesis 1 in that the visions group reported 
higher positive affect than the superordinate goal group 
(a = 0.50, p < .001, 95% CI [0.40, 0.61]), and in turn pre-
dicted positive anticipatory affect (b = 0.35, p < .001, 95% 
CI [0.20, 0.49]) which is in support of hypothesis 2. The 
biased-corrected bootstrap confidence interval (based 
on 5000 samples) for the indirect effect was significant 
(ab = 0.18, 95% CI [0.09, 0.27]).

We then examined the significance levels of the indirect 
effects for the hypothesized model using the bootstrap pro-
cedure (Hayes, 2022). Supporting hypothesis 3, there was 
a significant indirect effect of visions on goal commitment 
through positive affect and positive anticipatory affect (indi-
rect effect = β = 0.017, SE = 0.009, 95% CI [0.003, 0.039]), 
operating sequentially. Specifically, visions significantly 
and positively predicted positive affect, positive affect sig-
nificantly and positively predicted positive anticipatory 
affect, and positive anticipatory affect significantly and pos-
itively predicted goal commitment (for standardized path 
coefficients, see Fig. 3). Ultimately, confirming hypothesis 
4, the indirect effect of visions on goal progress was sig-
nificant (β = 0.005, SE = 0.003, 95% CI [0.001, 0.016]). 
The results showed that visions significantly and positively 
predicted positive affect, positive affect significantly and 
positively predicted positive anticipatory affect, positive 
goal-related affect significantly and positively predicted 

Fig. 3 Parameter estimates for the proposed model. The first value represents the standardized path estimate; the second value (within parentheses) 
represents the standard error. Note. Group was coded as 0 = superordinate goal and 1 =vision.* p < .05, ** p < .01
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of realizing that vision. This positive response is transferred 
to the current emotional state, giving the vision a positive 
valence. In doing so, our research not only demonstrates 
the potential motivational impact of a simple “vision inter-
vention,” but also builds on research on future work selves 
that has encouraged future researchers to address the effect 
of future imagery on “affective outcomes” (Strauss et al., 
2012, p. 594).

Second, we contribute to research on visions by examin-
ing how visions relate to goals that are hierarchically related 
to them. While scholars have repeatedly called for the 
integration of research on visions and goals (Berson et al., 
2015) and suggested that visions need to be translated into 
actionable and specific goals (Carton & Lucas, 2018; Stam 
et al., 2014), to our knowledge, studies have not yet empiri-
cally explored this question. Drawing on work on emotional 
transfer in goal systems theory (Fishbach & Woolley, 2022; 
Kruglanski et al., 2018); Stam et al., 2014, p. 1174) theoreti-
cal framework, which conceptualizes vision pursuit as all 
“goal-directed actions that are hierarchically related to the 
vision,” we examined (a) whether vision-evoked positive 
affect spills over to vision-derived goals and (b) whether 
these affectively charged vision-derived goals benefit from 
increased commitment and goal progress. We demonstrated 
that positive affect associated with a vision spills over to 
a vision-derived goal enhancing the pursuit of these goals 
and thereby actualizing the pursuit of the vision (Stam et 
al., 2014). Although the exact mechanism by which visions 
facilitate this affective spillover requires future research, 
our studies suggest a potential mechanism by which visions 
unleash their motivational effects. By further investigating 
how vision-derived goals are affectively charged, but people 
also seem to pursue them more vigorously, we offer a novel 
perspective in vision research. Although some research has 
found that bringing a positive future to one’s mind leads 
only to moderate goal commitment (for a review see Oettin-
gen, 2012) the present studies have shown that visions and 
vision-evoked positive affect stimulate goal pursuit. In line 
with research showing that images of a desired future foster 
proactivity (e.g. Strauss et al., 2012), we argue that a vision 
can illustrate an existing discrepancy between the positive 
future and the status quo.

Third, we contribute to the research by examining the 
effect of visions at the individual behavioral level. Although 
scholars have argued that visions are individual-level cogni-
tions (Stam et al., 2014) that begin at the individual level 
by motivating and influencing a person’s behavior (Kehr et 
al., 2021), most previous research has examined the effects 
of visions at the collective level (e.g., Kipfelsberger et al., 
2022), attempting to explain how a firm’s organizational 
vision motivates followers. Building on theorists (Fiset & 
Robinson, 2020) who speculate that individual-level visions 

that positive affect evoked by visions spills over to vision-
derived goals, which in turn facilitates more successful goal 
pursuit. In doing so, we answer the call for an empirical 
investigation and integration of visions and goals (South-
wick et al., 2019; Berson et al., 2015) by using Stam et al.‘s 
(2014, p. 1174) theoretical framework, which conceptual-
izes vision pursuit as all ‘’goal-directed actions that are hier-
archically related to the vision.‘’ Study 1 was designed to 
test the proposed motivational mechanism by which visions 
evoke positive affect and its subsequent transfer to related 
goals using a diverse sample of consultants and business 
students. Building on these central findings, Study 2 aimed 
to replicate and extend these results by examining the down-
stream behavioral consequences of vision-evoked positive 
affect in a time-lagged design. In Study 1, we found that 
visions evoked more positive affect compared to superordi-
nate goals, and that vision-evoked positive affect mediated 
the effect of visions on positive anticipatory affect. In Study 
2, we not only replicated, but also extended the findings of 
Study 1. Specifically, we found that visions were positively 
related to goal progress two weeks later through positive 
affect, positive anticipatory affect, and goal commitment.

Theoretical implications

The above findings contribute to the literature in multiple 
ways. First, and most importantly, our research provides 
insight into the process of visions motivational effect. 
Scholars have noted that “empirical evidence pertaining 
to the antecedents and consequences of visions remains 
fragmented and scarce” (Boyatzis et al., 2015, p.1; see also 
Strauss et al., 2012; Venus, Johnson et al., 2019; and that 
the processes by which visions motivate behavior are still 
“ill-understood” (Venus, Stam et al., 2019, p. 681). In this 
regard, Kearney et al. (2019) argue that when visions are 
reduced to merely communicating an image of the future 
“there is surprisingly little empirical research on how it 
affects outcomes” (p. 3). Our research indicates that visions 
evoke positive affect, taking together findings from clini-
cal psychology (e.g., Schubert et al., 2020) and organiza-
tional scholars (Fiset & Boies, 2019; Naidoo & Lord, 2008). 
As such, our findings complement the results of previous 
research that highlighted the role of imagery in visions 
(Carton & Lucas, 2018; Masuda et al., 2010) by revealing 
the ability of visions to evoke positive affect, as a possible 
underlying mechanism of the effectiveness of imagery in 
visions (see Rawolle et al., 2017). By doing so, we respond 
to the recent call by Paine et al. (2023), and advance the 
understanding of positive affect as a key mediating mecha-
nism in how visions influence motivation and behavior. 
Developing a vision and imagining it in vivid imagery 
evokes positive emotions associated with the anticipation 
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responsibility to assist their employees.Therefore, manag-
ers should evaluate how the vision triggers positive affec-
tive reactions among employees. If the positive affective 
response in employees are weak, leaders could reframe 
the vision in more vivid image-based language (Carton 
& Lucas, 2018; Kehr et al., 2021) to evoke more positive 
affective reactions in employees.

Limitations and future directions

Although the cross-lagged design of Study 2 enables us 
to overcome shortcomings of previous studies examining 
visions which relied on cross-sectional data (e.g. Carton & 
Lucas, 2018; Masuda et al., 2010; Naidoo & Lord, 2008) 
we only used one additional measurement point, two weeks 
after the initial survey. Taking into account that scholar’s 
postulate that visions ultimately motivate vision-pursuit 
“over long periods of time” (Stam et al., 2014, p. 1174, see 
also Kirkpatrick & Locke, 1996), future studies should mea-
sure the goal-related variables (positive anticipatory affect, 
commitment, and goal progress) multiple times at regular 
intervals over a more extended period. Such designs could 
be used to examine whether the influence of a vision on the 
pursuit of goals derived from it remains constant. In addi-
tion, individuals in each experimental condition could be 
reminded of their vision or goal between days of data col-
lection to investigate if this affects their pursuit of the goal.

Second, common-method bias might pose a possible 
issue as we solely used self-reported measures in these stud-
ies. Because both our studies used an experimental design, 
comparing two different interventions, we controlled for 
some of the problems of self-reported behaviors (Cooper 
et al., 2020). Moreover, by using different scale points, we 
further mitigated the risk of common method bias (Jordan 
& Troth, 2020). Nevertheless, we advise that future research 
uses more rigorously designed longitudinal studies to tem-
porally separate the measurement of mediators and depen-
dent variables (Cooper et al., 2020). Future studies could 
also obtain multi-source data by assessing objective indica-
tors of goal-related behavior (e.g., grades, workload, etc.).

Third, a potential limitation of our research is its focus 
on individual-level visions, which may differ from organi-
zational visions, which are typically characterized by their 
imposed nature. Nevertheless, prior research suggests that 
our findings may be applicable to organizational contexts, 
as individuals often align with goals that reflect their intrin-
sic values, even when they are externally imposed (Barrick 
et al., 2013; Sheldon et al., 2015). However, future research 
should examine the extent to which our findings are applica-
ble to organizational-level visions. In addition, and relatedly, 
we did not examine the conditions under which visions elicit 
mental imagery and evoke positive affect. We recommend 

may be an important factor in career development, our study 
provides new insights into how individual visions may be 
an important tool that can help individuals to pursue career-
related goals, and thus their own careers. Moreover, a bet-
ter understanding of such individual-level visions may be 
particularly important given recent scholarly emphasis on 
the importance of organizations considering their employ-
ees’ individual visions (Preller et al., 2020) and increas-
ing employees’ personal connection to the vision (Carton, 
2022).

Practical implications

Our research has several practical implications. Our results 
demonstrate the importance of visions as an effective tool 
in motivating individual behavior. Visions, which are high 
in mental imagery, evoke positive affect, which affectively 
charges related goals, ultimately fostering goal pursuit. 
Even though visions were only examined at the individual 
level, according to research by Stam and colleagues (2014) 
we can assume that visions have practically relevant collec-
tive effects as well.

On an individual level, personal visions could serve as 
an integral part of career management practices, for exam-
ple, career counseling. Importantly, our findings imply that 
the vision-derived goals are only affectively charged to the 
extent that the vision itself leads to affective reactions. Based 
on our research, interventions can help individuals set per-
sonal visions that affectively resonate with them and thereby 
support them in their goal pursuit. For example, companies 
could integrate interventions in formal career manage-
ment practices, career development, training opportunities, 
or coaching and mentoring to help employees foster per-
sonal visions that might positively affect their work-related 
behavior. Leaders might have an especially essential role in 
helping their employees to develop motivationally compel-
ling personal visions. Research has shown that leaders have 
a profound impact on the way employees see themselves 
(Avolio et al., 2004). Therefore, if leaders demonstrate that 
they have high expectations and confidence in the abilities 
and potential of their employees, they could potentially 
inspire and promote personal visions (Avolio et al., 2004).

Secondly, and in addition to the individual level, our 
research findings also provide clues for the pursuit of cor-
porate visions, that is, for a company’s strategic orientation. 
Visions are often used in everyday corporate life to derive 
goals, which employees work towards. However, if the cor-
porate vision does not evoke positive affect among employ-
ees this could also harm the pursuit of personal work goals. 
For example, because it is communicated in a rather abstract 
and less pictorial manner (Carton & Lucas, 2018; Emrich 
et al., 2001). Leaders could therefore bear a distinctive 
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