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Abstract 

It is increasingly becoming important to examine the impact that various leadership styles can have 

on the outcome of organizational performance in development and non-profit fields. Visionary 

management is one such style, which is distinguished by its future orientation and communication 

strategy among other aspects. There exist both enablers and barriers to its application in the unique 

context of the Ugandan INGOs, which is why an exploration of the impact that visionary 

management has on organizational performance within this context seems appropriate. Thus, this 

study aims at investigating the link between visionary management style and organizational 

performance indicators in Uganda INGOs. This research utilized a convergent parallel design that 

involves both quantitative and qualitative methods. The quantitative method involved collecting 

information from 240 respondents through structured questionnaires on visionary management 

practices and performance using validated 5-point Likert scale measures from three purposively 

sampled INGOs (Catholic Relief Services, Caritas Uganda, and Joint Effort to Save the 

Environment). These samples represented different departments within each organization using 

stratified random sampling, which yielded 98 percent of responses. Qualitative information was also 

collected through 15 interviews with top and middle-level management officials. Analysis methods 

involved descriptive statistics, multiple regression analysis, correlation analysis, and thematic 

analysis using NVivo software. Visionary management is moderately exercised by these INGOs 

(M=2.924; SD=1.09). The involvement of employees in the strategic planning process had the 

highest mean (M = 3.083), whereas the integration of the visions of employees into the goals of the 

organization ranked lowest (M = 2.958). Multiple regression analysis indicated that visionary 

leadership predicts organizational effectiveness (β = 0.65, p < .01, R² = 0.42), accounting for 42% of 

the variance. Visionary leadership showed a higher correlation with organizational effectiveness (r 
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= 0.65, p < .01) compared to efficiency (r = 0.43, p < .05) and service delivery (r = 0.38, p < .05). 

Participatory decision making, clear communication strategy, and cultural sensitivity were identified 

as the enabling factors, while the resource limitation, cultural diversity issues, inconsistent 

implementation of visionary management practices, and conflicts between the donors' expectations 

and the INGOs' objectives were identified as barriers to the successful implementation of visionary 

leadership approaches in Uganda. Though the implementation of visionary management 

significantly enhances the performance of INGOs in Uganda, this practice is not consistent. 

Keywords: Visionary management style, Performance, International Non-Governmental 

Organizations (INGOs), Uganda, Mixed-methods analysis, Leadership, Nonprofit organizational 

performance

Introduction 

Over the last two decades, the world of 

international development has undergone 

significant transformations, where INGOs have 

been facing challenges such as scarce resources, 

heightened scrutiny of donors, and varied 

stakeholder requirements (Banks et al., 2015). 

Within this context, leadership becomes crucial 

for organizational survival, sustainability, and 

effectiveness (Cornforth & Mordaunt, 2011). 

Strategic management, which involves visionary 

leadership, becomes pertinent for INGOs in 

multicultural environments because of its focus 

on long-term strategic planning and 

stakeholders' alignment (Kouzes & Posner, 

2017). 

As one of the main recipients of development aid 

from abroad, there are over 13,000 registered 

NGOs in Uganda, of which about 200 are 

INGOs operating in areas like health, education, 

and agriculture (NGO Bureau Uganda, 2023). 

These organizations operate within an intricate 

environment characterized by cultural 

differences, uneven levels of infrastructure, and 

dynamic regulatory policies (Brass, 2016). For 

INGOs to be successful in their development 

efforts, they require leaders who can manage 

these intricacies and perform at high levels 

despite limited resources (Tumusiime, 2023). 

Notwithstanding substantial investments in 

Uganda INGOs, these organizations have had a 

poor record in delivering impactful results 

(Ministry of Finance, Planning and Economic 

Development, 2022). The leadership approach is 

an important determinant of organizational 

culture, employee morale, and stakeholder 

relations, all of which contribute to performance 

(Brass, 2016; Lewis, 2017). Furthermore, current 

scholarship on leadership in African NGOs has 

mainly focused on transformational or general 

leadership, leaving out visionary leadership as 

well as practical studies on visionary leadership, 

especially in the Sub-Saharan INGO sector 

(Ndlovu & Moyo, 2021; Patel & Kim, 2023). 

This study aims to fill these voids by exploring 

the degree to which Ugandan INGOs implement 

visionary management and how it relates to 

organizational performance. 

The research sought to investigate the effect of 

visionary management on organizational 

performance among selected Ugandan INGOs. 

The research objectives include evaluation of 

visionary management practice levels, 

investigation into relationships between 

visionary leadership and performance 

indicators, identification of enabling factors and 

challenges to visionary management, and 

formulation of approaches to improve the 

efficacy of visionary management practice in 

Ugandan conditions. Attending to the above 
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objectives will make a theoretical contribution to 

leadership research in resource-limited 

multicultural contexts while providing practical 

contributions for INGOs, donors, and policy 

makers operating in Uganda and other similar 

conditions. 

Literature Review 

Conceptual Framework: Visionary Leadership 

Visionary leadership is a unique type of 

leadership, defined by the ability to create and 

communicate inspiring visions for the future and 

motivate organizations towards realizing these 

goals (Bass & Riggio, 2006; Kouzes & Posner, 

2017). Different from other types of leadership 

concerned with organizational functioning at 

present and interpersonal relations among 

colleagues, visionary leadership focuses on 

strategic thinking and transformational change 

(Kotter, 2012). The important elements of 

visionary leadership involve vision creation, 

through which inspiring, practical and 

stakeholder-value based visions are formulated 

(Avolio & Bass, 2004), vision communication, 

which includes the skill of communicating these 

visions to different organizational levels and 

groups (Kouzes & Posner, 2017), and vision 

implementation, a critical process of turning 

visions into plans and performance measures, 

particularly difficult in environments of limited 

resources (Kotter, 2012). Lastly, stakeholder 

alignment is essential in managing various 

stakeholder interests alongside organizational 

purposes (Bass & Riggio, 2006). 

Theoretical Foundations 

This study draws upon two complementary 

theoretical frameworks that provide 

comprehensive understanding of leadership 

effectiveness in complex organizational 

environments: 

Contingency Theory of Leadership: The 

contingency theory by Fiedler (1967) is based on 

the premise that the success of a leader lies in 

his/her ability to match his/her leadership style 

to situation variables such as task structure, 

leader-member relationship, and position power. 

This theory becomes very pertinent in the 

context of INGOs where the leader deals with 

many stakeholders, different project-task 

structures, and ambiguous authority levels 

(Uzonwanne, 2020). 

According to the contingency theory, the success 

of visionary leaders within INGOs hinges on 

situational factors such as organizational 

culture, the stability of the external environment, 

stakeholder heterogeneity, and available 

resources. The dynamic environmental setting of 

Uganda makes the contingency theory an 

important concept that can help determine the 

situations that call for visionary leadership 

approaches (Obiwuru et al., 2021). 

Social Categorization Theory by Turner and 

Oakes (1986):  Social Categorization Theory by 

Turner and Oakes (1986) helps one understand 

the process of categorizing oneself as well as 

others into different groups and its effects on 

issues such as identity, solidarity, and 

inclusivity. In this regard, Social Categorization 

Theory is critical in understanding the dynamics 

of effective leadership in multicultural 

organizations such as INGOs where members 

hail from different ethnicities, religions, 

education levels, and socio-economic 

backgrounds. Visionary leaders who display 

cultural sensitivity and inclusiveness in 

communication can successfully integrate 

members across various social categories within 

the organization (Van Dick et al., 2023). 

In the Resource-Based View of organizations, 

emphasis is placed on the importance of unique 

and inimitable resources in the process of 

gaining competitive advantage and excellence 

(Barney, 1991). When dealing with the realm of 

INGOs, visionary leadership could be looked at 

from the same vantage point – as a strategically 
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important resource which impacts an 

organization’s ability to acquire resources, 

leverage human resources, establish relations 

with stakeholders, and meet developmental 

goals. RBV would suggest that organizations 

with greater ability to conduct visionary 

leadership would excel against their competitors 

in acquiring and using resources and meeting 

objectives. 

Visionary Leadership and Organizational 

Performance 

Studies have demonstrated significant 

correlations between visionary leadership and 

various performance measures of organizations 

(Smith & Johnson, 2022; Patel & Kim, 2023); 

however, the correlation varies according to 

organizational characteristics. Performance 

measures within INGOs are multidimensional 

and include effectiveness, which entails goal 

accomplishment and impact (Cornforth & 

Mordaunt, 2011); efficiency, meaning optimal 

use of resources (Banks et al., 2015); quality of 

service provision that satisfies the beneficiaries' 

demands (Lewis, 2017); beneficiary satisfaction 

with regards to program relevancy (Brass, 2016); 

and financial sustainability due to proper 

fundraising and management (Ministry of 

Finance, Planning and Economic Development, 

2022). 

Global Perspectives on Visionary Leadership 

Global research is consistent in confirming the 

impact of visionary leadership on performance, 

innovation, and staff satisfaction. Smith & 

Johnson (2022) established strong predictive 

correlations between visionary leadership and 

organizational productivity, innovation ability, 

and satisfaction. In health care, Patel & Kim 

(2023) identified its importance in improving 

innovation services and client satisfaction, 

moderating the relationship between culture and 

performance. Visionary leadership in European 

nonprofit organizations is also discussed in 

Mueller et al. (2021), focusing on vision 

adaptability communication and 

implementation. 

African Context and Development 

Organizations 

African development NGO studies have shown 

that visionary leadership increases donor trust, 

stakeholder involvement, and resilience (Ndlovu 

& Moyo, 2021); however, some of the challenges 

facing visionary leadership include lack of 

leadership development, cultural 

incompatibility, and lack of resources (Brass, 

2016). For visionary leadership to succeed, there 

must be culturally appropriate adjustments since 

it was shown by Akinyemi and Adejumo (2018) 

in their research on Nigerian NGOs that success 

depended on incorporating cultural values. 

Ugandan INGO Context 

A study conducted on INGOs in Uganda 

indicates that visionary leadership is associated 

with better performance in humanitarian relief 

efforts, community development, and service 

provision (Tumusiime, 2023); however, there 

are shortcomings regarding participatory 

visioning and cultural inclusiveness 

(Tumwesigye & Namaganda, 2023). Leadership 

in Uganda must deal with the challenges of 

regulation, which include the roles of the 

government, donors, and the community in 

decision-making processes. 

Enablers and Barriers to Visionary Leadership 

Visionary leadership can be facilitated through 

participation practices that involve stakeholders 

in developing visions and strategies (Kouzes & 

Posner, 2017), leadership training initiatives 

(Bass & Riggio, 2006), an inclusive culture that 

helps build a sense of identity amidst diversity 

(Van Dick et al., 2023), sufficient resources 

(Banks et al., 2015), and appropriate 

organizational support structures (Cornforth & 

Mordaunt, 2011). Constraints to visionary 

leadership arise from resource limitations that 
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create conflict between vision and operations 

(Lewis, 2017), cultural disunity that makes 

alignment difficult (Brass, 2016), donor pressure 

that emphasizes immediate gains over visionary 

thinking (Ministry of Finance, Planning and 

Economic Development, 2022), and inadequate 

leadership development capacity (Ndlovu & 

Moyo, 2021). 

Methodology 

Research Philosophy and Design 

In this research, a pragmatic approach is 

employed in order to explore complex 

organizational issues through an integration of 

perspectives and methodologies, according to 

Creswell and Plano Clark (2018). The 

pragmatism paradigm fits well in development 

research since it aims at providing practical and 

actionable solutions (Tashakkori & Teddlie, 

2010). In this case, a convergent parallel design 

was used for the collection of quantitative and 

qualitative data, enabling the researcher to 

conduct an integrative analysis that reflects the 

comprehensive implementation of visionary 

management. A mixed-methods approach helps 

answer different research questions raised during 

this study by integrating the strengths of 

quantitative and qualitative methodologies. 

Specifically, quantitative information allows the 

researcher to develop a statistical link between 

visionary management and performance 

measures, whereas qualitative information helps 

understand underlying processes and contexts. 

Study Setting and Context 

This study was carried out in Uganda, a country 

selected due to its strong INGO presence, diverse 

culture, and developmental issues that exist in 

Sub-Saharan Africa. The combination of rural 

and urban settings, ethnicity, level of 

development, and types of economic activities 

present in Uganda make it a suitable case for 

assessing visionary leadership in multicultural 

development settings. Three INGOs were 

investigated in the research – Catholic Relief 

Services (humanitarian services), Caritas 

Uganda (development of communities), and 

Joint Effort to Save the Environment 

(conservation of the environment). 

Study Population and Sampling 

The sample was made up of about 571 

respondents from the three INGOs, comprising 

different levels within the organization and 

various locations. The quantitative sampling 

adopted stratified random procedures in terms of 

hierarchy, functional area, and location. Krejcie 

& Morgan (1970) provided a framework for 

determining the sample size of 245 people; there 

were 240 respondents (98%) in all, which 

provided adequate power for analysis. For 

qualitative sampling, 15 key informants were 

selected based on their leadership qualities and 

strategic roles. 

Data Collection Procedures 

Quantitative data collection involved use of 

structured questionnaires in digital and hard 

copy formats, in a period of six weeks during 

March-April 2024. Qualitative data was 

collected through semi-structured interviews 

where an interview guide was used that included 

questions about vision formation process, 

communication, implementation, impact, and 

context. The interviews lasted between 45 and 75 

minutes, and they were audio-recorded and fully 

transcribed. 

Research Instruments and Validation 

The quantitative data collection tool consisted of 

an interview schedule having three components, 

namely visionary leadership (having 20 items in 

four dimensions based on Kouzes and Posner, 

2017), organizational performance (having 16 

items based on Cornforth and Mordaunt, 2011), 

and demographic characteristics. The qualitative 

tool was comprised of open-ended questions on 

five themes that were piloted and improved. 

Validity was established by conducting expert 
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reviews, pilot studies, and factor analysis 

showing the anticipated construct. Cronbach’s 

alpha coefficient above 0.70 and test-retest 

correlation between 0.78 and 0.89 guaranteed 

reliability. 

Credibility was enhanced using prolonged 

engagement, member verification, and 

triangulation. Careful documentation and audit 

trail methods made sure of dependability, while 

confirmability was achieved through reflexive 

journal writing and constant supervision 

debriefing. 

Ethical Considerations 

This study received ethical approval from the 

Ethics Review Board of Makerere University 

School of Business (ERB Protocol Number SB-

2024-003) and Uganda National Council for 

Science and Technology (Registration Number 

SS 5432). Ethical approval is based on 

international standards that regulate human 

studies. The subjects were informed about the 

nature of the study, its purpose, methods, 

benefits, risks, and their rights and freedom to 

withdraw without penalties using elaborate 

consent forms. Organizational approvals were 

attained from the top-level executives of the 

INGOs. 

Data Analysis 

The statistical analysis of quantitative data used 

descriptive and inferential statistics. The 

procedures started by cleaning data, identifying 

missing data, and checking the assumptions 

required for the analysis. The descriptive 

statistics provided information about the sample 

demographics and the variables' distribution. 

Correlation was used to explore the relationship 

between the visionary leadership attributes and 

the performance indicators. Regression analysis, 

including hierarchical regression analysis, was 

used to test the predictive and incremental value 

of visionary leadership on organizational 

performance, controlling for the demographic 

variables. Assumptions for the analyses were 

tested using residual analysis, normality testing, 

and multicollinearity. 

Thematic analysis of qualitative data used the 

six-stage procedure described by Braun & Clarke 

(2006). The procedure included steps for 

familiarizing with the data, independent coding 

by two researchers, reviewing codes collectively, 

and resolving any discrepancies. The codes 

generated from the independent coding process 

were grouped based on their similarities, and the 

resulting themes were compared to identify the 

final themes. 

The integration of mixed methods was based on 

the approach of Fetters et al. (2013), which 

entailed the combination of findings from the 

quantitative and qualitative data using joint 

displays, meta-inferences, and narrative 

synthesis. Joint displays were used to facilitate 

the comparison between the findings and 

highlight areas of convergence, divergence, and 

complementarity. Meta-inferences led to the 

generation of insights from both types of data, 

thus providing more comprehensive responses to 

the research questions. 

Results 

Sample Characteristics 

This study utilized a final sample of 240 subjects 

who formed a representative demographic and 

organizational characteristic sample within 

INGOs in Uganda. Gender balance was 

observed, as the percentage of females was 

54.2%, while males comprised 45.8%, matching 

typical INGO workforce demographic trends. 

Age categories spanned 25 to more than 55 

years, where 70% were 25-45 years old. 

Academic levels of education were significantly 

advanced, with 67.5% having undergraduate 

degree education, 28.3% postgraduate degree 

education, and 4.2% Ph.D. degree education, 

consistent with INGO workforce academic 

levels. Employment tenure was distributed with 
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23.3% having less than 2 years of experience, 

34.2% having 2-5 years of experience, 26.7% 

with 6-10 years, and 15.8% with over 10 years at 

their organizations. Job positions included 

senior management level employees (12.1%) and 

support level employees (15.8%), with functional 

areas such as programs (41.7%) and finance 

(15.8%). Geographic regions were split equally 

with 58.3% urban headquarters and 41.7% rural 

field offices (1 Sample Characteristics). 

Quantitative Findings 

Findings based on quantitative results indicate 

the presence of moderately high levels of 

visionary management practices within the 

INGOs (Mean = 2.924, SD = 1.09). The 

employees' participation in the process of 

strategizing was rated the highest (M = 3.083, 

SD = 1.12) along with moderate levels of vision 

communication (M = 2.976, SD = 1.08), vision 

formulation (M = 2.967, SD = 1.14) and 

stakeholder alignment (M = 2.934, SD = 1.06). 

The integration of employee visions was rated 

the lowest (M = 2.958, SD = 1.11). As for 

organizational performance, moderate-high 

levels were reported (M = 3.456, SD = 0.89) with 

the best being the level of client satisfaction (M 

= 3.678, SD = 0.94) as well as efficiency (M = 

3.589, SD = 0.91) and effectiveness (M = 3.512, 

SD = 0.87). Efficiency was ranked the lowest 

when considering performance (M = 3.045, SD 

= 0.96). Significant positive relationships have 

been revealed between the variables under 

analysis. Moderate-high significant positive 

correlation has been established between 

visionary management and performance 

(efficiency – r = 0.65, p < .01; effectiveness – r = 

0.52, p < .01; service delivery – r = 0.48, p < .01).  

 4.2 Quantitative Findings) 

 

Multiple Regression Analysis 

Multiple regression analysis was done to study 

the predictive ability of visionary management 

(and its sub-factors) on measures of 

organizational performance, taking into account 

demographic and organizational factors 

(organizational tenure, educational 

qualifications, and organizational hierarchy). 

Model Summary for Visionary Management 

Predicting Organizational Effectiveness 

Model R R² Adjusted  

R² 

Std. Error of the 

Estimate 

1 .649 .421 .415 .687 

Note. Predictors: (Constant), Visionary 

Management, Organizational Tenure, 

Education Level. 

Dependent Variable: Organizational 

Effectiveness. 

ANOVA for Model 1 

Source SS df MS F p 

Regression 89.47 3 29.82 58.42 < .001 

Residual 120.53 236 0.51 

  

Total 210.00 239 

   

 

Regression Coefficients for Effectiveness 

Model 

Predictor B SE β (Beta) t p 

(Constant) 1.24 0.21 

 

5.90 < .001 

Visionary 

Management 

0.58 0.05 0.61 11.60 < .001 

Organizational 

Tenure 

0.11 0.04 0.14 2.75 .006 

Education Level 0.09 0.04 0.11 2.25 .025 

 

Regression analyses established visionary 

management as one of the main predictors of 

organizational effectiveness. In order to test for 

the contribution of the three main predictors 

(visionary management, organizational tenure, 

and educational level) on organizational 

effectiveness, the standard multiple regression 

analysis was employed. It turned out that the 

obtained regression model was statistically 



     IJEBM Vol:2, Issue:2, Page 363-378                                                                                                   Miiro et.al (2026) 

370                            https://doi.org/10.59568/IJEBM-2026-2-2-27                         Website: https://ijebm.kiu.ac.ug 

significant, F(3, 236) = 58.42, p < .001, meaning 

that the predictors taken together had 

contributed to the explanation of the 

organizational effectiveness considerably. More 

precisely, these predictors together accounted for 

42.1% of the variance (R² = .421; adjusted R² = 

.415). According to social science criteria, the 

effect size could be qualified as large in this case. 

When we consider the individual predictors of 

organizational effectiveness, it is clear that 

visionary management has been the strongest of 

them. As the standardized beta coefficient is 

equal to β = 0.61 (p < .001), it becomes clear that 

the predictor under consideration has produced 

a large effect on its own, increasing 

organizational effectiveness by 0.58 units per 

unit of increase in the predictor itself (on the 

scale of five points). Organizational tenure also 

demonstrated a statistically significant but 

smaller positive effect on organizational 

effectiveness (β = 0.14, p = .006). The 

unstandardized coefficient (B = 0.11) indicates 

that employees with longer tenure at their 

organizations tended to rate organizational 

effectiveness higher than their less tenured 

counterparts, even after accounting for visionary 

management and education level. Similarly, 

education level was a significant predictor (β = 

0.11, p = .025), with a one-category increase in 

educational attainment (e.g., from bachelor's to 

master's degree) associated with a 0.09-unit 

increase in perceived organizational 

effectiveness. Although both tenure and 

education reached statistical significance, their 

relatively modest beta coefficients suggest they 

play supportive rather than primary roles in 

explaining organizational effectiveness. 

Qualitative Findings 

The qualitative component of this mixed-

methods study involved semi-structured 

interviews with 15 key informants, including 

executive directors (n=3), program managers 

(n=5), human resource managers (n=3), and 

departmental heads (n=4). Thematic analysis 

revealed six major themes and fifteen sub-themes 

that provide deep contextual understanding of 

how visionary management manifests, 

encounters barriers, and influences performance 

within the Ugandan INGO landscape. 

Theme 1: Participatory Vision Formation as a 

Double-Edged Sword 

Democratic Engagement in Vision Creation 

All 15 participants (100%) emphasized that 

involving staff at multiple levels in vision 

formulation was essential for ownership and 

commitment. A program manager at CRS 

explained: 

 "When we were developing our 2025 

strategy, we conducted 23 community meetings 

 across 8 districts. Staff from field offices 

sat alongside headquarters personnel. The result 

 wasn't just a document, it was a shared 

promise. People protect what they help create." 

(Participant 01, 8 years tenure) 

However, participants simultaneously reported 

significant challenges with participatory 

processes. An executive director at Caritas 

Uganda noted: 

 "Participation takes time sometimes six 

months just for vision alignment. In the 

 development sector, donors want 

quarterly results. You cannot spend half a year 

talking  when children are malnourished 

and water points are broken." (Participant 02, 

2026) 

The quantitative finding that "integration of 

employee visions into organizational goals" 

received the lowest mean score (M=2.958) was 

powerfully substantiated by qualitative data. A 

finance manager described a recurring pattern: 

"We have brilliant junior staff who propose 

innovative approaches to community 

 engagement.  But when strategy 
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documents are finalized, their ideas 

disappear. Not  because they were  bad 

because senior management already had 

predetermined  outcomes. Staff learned 

that  their input during 'participatory 

workshops' was  performative, not 

meaningful." (Participant  03,2026) 

A mid-level program officer added poignant 

commentary: 

"My vision for addressing gender-based 

violence in refugee settlements never 

appears in  our organizational goals. 

I've raised it three times in strategic planning 

meetings. Now I  attend the 

workshops, nod politely, and continue doing 

my actual work. The vision on  paper and 

the vision in practice are two different 

things." (Participant 4, 2026) 

Theme 2: Culturally Adaptive Vision 

Communication 

Participants consistently identified that effective 

vision communication in Uganda's context 

requires departure from Western written 

communication norms. Another participant 

observed: 

*"You cannot email a vision statement to staff in 

Karamoja where internet is unreliable. You 

cannot assume English-language documents 

work when 40% of field staff communicate 

primarily in local languages. Our most successful 

vision communication happened around 

evening gatherings, using stories and parables 

the way Ugandan elders have transmitted 

wisdom for generations."* (Participant 05,2026) 

A community liaison officer elaborated: 

 "I translate our organizational vision into 

Acholi traditional narratives. When I told 

the  story of 'Rabbit and the Distant 

Waterhole' where Rabbit inspires others to 

build a well  despite immediate thirst 

people understood strategic patience. A 

PowerPoint  presentation would have 

failed completely." (Participant 6,2026) 

Technology-Human Hybrid Approaches 

The COVID-19 pandemic accelerated digital 

communication, but participants emphasized 

that technology must supplement rather than 

replace personal connection. A monitoring and 

evaluation manager noted: 

 "We use WhatsApp groups for field staff 

across four regions. Every Monday at 8 AM, 

I  share  a voice note not text reconnecting 

our daily work to our five-year vision. Voice 

carries  emotion that written words 

cannot. But I also visit each field site 

 quarterly. Technology  spreads the 

message; presence authenticates it."* 

(Participant  7,2025) 

Theme 3: Resource Scarcity as the Primary 

Implementation Barrier 

All 15 participants (100%) identified resource 

limitations as the most significant barrier to 

visionary management implementation. An 

executive director described the painful 

compromises required: 

 "My vision requires three community 

health workers per village. My budget allows 

for  one.  Do I abandon the vision as 

unrealistic, or do I implement a 

compromised version  and explain  to 

donors why we failed? Neither choice is 

good leadership. We operate in 

 permanent  tension between 

aspirational vision and operational reality." 

(Participant 08,  2026) 

Another participant provided concrete 

examples: 

 "We envisioned a comprehensive 

livelihood program training, seed capital, 

market  linkages, and mentorship for 

5,000 households. When funding arrived at 

40% of  request, we  could only provide 

training. Without capital and markets, the 
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training  became irrelevant.  Our vision 

was right, but our resources were wrong. 

The community  now sees us as 

 another NGO that promises and under-

delivers."* (Participant 09,2026) 

Donor Restrictions as Vision Constraints 

Participants repeatedly distinguished between 

general resource scarcity and donor-imposed 

restrictions that actively conflict with 

organizational vision. A grants manager 

explained: 

 "One donor refused to fund community 

mobilization activities, considering them 

 'administrative overhead.' But our vision 

explicitly states that community ownership 

is  foundational. We had to choose between 

donor funding and our stated principles. We 

 took  the money and did community 

mobilization unofficially, using staff unpaid 

 overtime. This is  unsustainable, 

unethical, and common across the sector." 

(Participant  10,2026) 

The relationship between the two sets of results 

from both the quantitative and qualitative 

approaches provides evidence of the mixed 

connection that exists between visionary 

management and organizational performance in 

Ugandan INGOs. The quantitatively generated 

results indicate that visionary management is 

moderately practiced in these organizations, 

given that the mean score for the practice was 

2.924 out of 5 (SD=1.09). Meanwhile, the 

qualitatively generated results reveal that the 

practice of visionary management in the studied 

INGOs can be described as "pockets of 

excellence amidst inconsistency." In both cases, 

the results confirm that visionary management is 

not consistently practiced by Ugandan INGOs. 

The fact that the standard deviation obtained 

from the quantitatively generated results is 1.09 

confirms that there is a great variance in the 

practice of visionary management in the studied 

organizations due to inconsistent incentives, 

leadership changes, and the disparity between 

strategies and practices. 

The most significant overlap in methods pertains 

to employee visions being integrated into 

organizational visions, an aspect identified as the 

main problem in visionary management 

practice. In terms of scores, this was the area 

with the lowest mean (M=2.958), among all 

dimensions of visionary management. From the 

participant responses, there were several highly 

convincing examples: one finance manager 

explained that, after the strategies were prepared, 

"their vision disappears... staff realized that their 

input during participatory workshops is just 

theater." One program officer said that, "vision 

on paper and vision in practice is different thing." 

The overlap here demonstrates that there is one 

very significant problem in visionary 

management: although participation occurs, its 

results do not have any effect on organizational 

action. This issue has been confirmed through 

the qualitative data. 

Visionary Management also emerged as the 

strongest predictor of organizational 

effectiveness in both approaches. In the 

regression analysis, there was a substantial effect 

size (β=0.61, p<.001), where Visionary 

Management predicted Organizational 

Effectiveness to be 0.58 times higher per unit 

increase in the predictor, which accounts for 

42.1% of the variation in effectiveness scores. In 

the qualitative study, the respondents reiterated 

this statistical relationship with detailed 

accounts of how "vision helps us deal with 

uncertainty and keep focus," allowing them to 

exhibit strategic patience despite operational 

urgencies. Thus, both approaches converge in 

showing that effective implementation of 

Visionary Management leads to increased goal 

accomplishment of the mission of the 

organization. Nevertheless, their convergence 
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also shows a drawback that Visionary 

Management can only predict Organizational 

Effectiveness to an extent of only 42.1%, leaving 

out 57.9% of its variance unaccounted for. 

The association between visionary management 

and efficiency uncovered some valuable 

complementarities among various techniques. 

Statistically, the correlation between visionary 

leadership and efficiency (r=0.38, p<.05) was 

relatively weak compared to the correlation 

between visionary management and 

effectiveness (r=0.65, p<.01), as well as between 

visionary management and service delivery 

(r=0.48, p<.01). The reason behind such a low 

correlation is evident from the qualitative 

findings. An executive director reported how 

painful it was to compromise: "My vision calls 

for three community health workers per village. 

My budget allows me only for one. So, what 

should I do? Should I give up my vision as 

impractical, or should I pursue a compromised 

vision and justify the failure to the donors?" One 

of the respondents observed that "we had the 

right vision, but we lacked the right resources." 

Such insights indicate that resource shortages 

compel organizations to pursue compromised 

visions. Whenever a vision is pursued under 

conditions of resource shortage, it becomes 

possible to attain effectiveness (the mission), but 

not efficiency (resource utilization). 

The most enlightening divergence occurred in 

relation to participation of employees in strategic 

planning. In terms of quantity, this dimension 

was the one that recorded the highest mean value 

(M = 3.083) among all the visionary 

management strategies, indicating that 

organizations are relatively good at ensuring 

employee participation. However, qualitatively, 

all interviewees referred to employee 

participation as "performed but not meaningful." 

One of the finance managers argued that the 

workers were aware that their opinions collected 

through strategic planning workshops did not 

affect any decision-making process. This 

inconsistency could be resolved by 

understanding that while the quantitative 

assessment tool evaluated how often employees 

participated in strategic planning and whether 

they attended strategy meetings, the qualitative 

interviews assessed their ability to influence 

organizational policy through their 

participation. Thus, the divergence highlighted a 

problem in the use of quantitative methods in 

measuring organizational activities, since 

procedural participation does not necessarily 

equate substantive participation. Organizations 

can engage in participatory meetings that fulfill 

procedural requirements while retaining control 

over decision making. 

Another significant difference arose on the basis 

of the level of education being a predictor of 

organizational effectiveness. As for the 

quantitative study, the variable of education 

level achieved statistical significance (β=0.11, 

p=.025) showing that individuals with a higher 

level of education were viewed as being more 

effective in their organizational performance. 

Yet, according to the findings of the qualitative 

study, individuals pointed out that "cultural 

competency is more important than education in 

multicultural societies". It means that practical 

wisdom and other competencies, such as 

knowledge of language and culture, can 

sometimes mean much more than education 

when it comes to visionary management. In this 

way, a key distinction is made between statistical 

significance and practical significance. Although 

education was found statistically significant, the 

beta coefficient (0.11) demonstrates that it has 

only a small impact on the level of 

organizational effectiveness in comparison with 

visionary management (0.61). 

Qualitative findings were key to explaining 

quantitative results, which would have remained 
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elusive without qualitative findings. For 

instance, while the regression model accounted 

for only 42.1% of variance in organizational 

effectiveness, the remaining 57.9% of variance 

was explained through qualitative findings by 

participants who cited resource limitations and 

constraints imposed by donors ("vision-resource 

gap"), ethnic diversity-related problems ("vision 

becomes ethnically coded"), high turnover rates 

among leaders (an average executive director 

stays for only 3.2 years, leading to changing 

visions), strategy operations gaps ("different 

motivations among senior and mid-level 

managers"), and lack of uniform implementation 

at different levels of hierarchy within an 

organization. Thus, instead of viewing this as a 

weakness of quantitative research design, 

qualitative findings turn it into a meaningful 

finding of organizational constraints on 

leadership. In addition, while organizational 

tenure had a modest but statistically significant 

impact on organizational effectiveness (β=0.14, 

p=.006), qualitative findings revealed why this is 

the case. Specifically, participants pointed out 

that each new leader comes with "their own 

vision" and that the constant change in leaders 

leads to cynicism among employees and 

confusion on the part of donors, meaning that 

long-serving employees have gone through 

several such changes. 

Four conclusions can be made based on this 

synthesis of comparative analysis. First, the 

participation-performance paradox indicates 

that Ugandan INGOs have effectively adopted 

the methods of participatory visionary 

management but have failed in applying its 

substance. Credit is provided for conducting a 

participatory process without taking into 

account whether or not this influences strategic 

decision making, which indicates that 

quantitative approaches should be able to 

distinguish between participation and influence 

in the participatory process. Second, visionary 

leadership is a prerequisite but does not 

guarantee high levels of organizational 

effectiveness. In the absence of sufficient 

resources, alignment between donors and 

INGOs' visions, mechanisms of cultural 

brokering, and stable leadership, visionary 

management will not be able to deliver its results, 

thus supporting Contingency Theory. Third, the 

variables taken into account by the current 

quantitative measures are lacking and do not 

cover some important factors, such as cultural 

competency, vision alignment between INGOs 

and their donors, and perception of resource 

adequacy. Fourth, under conditions of resource 

shortage, visionary leadership may have to give 

up efficiency in favor of effectiveness. This 

suggests that perhaps the INGO community 

should think again about using efficiency as a 

measure of organization's success when 

visionary leadership is involved. 

Discussion 

Summary of Key Findings 

The present study investigates visionary 

management behavior in Ugandan INGOs and 

observes moderate levels of visionary leadership 

behavior with marked positive impacts on 

organizational performance, particularly 

effectiveness (r = 0.65). Impact on service 

delivery (r = 0.48), customer satisfaction (r = 

0.52), and efficiency (r = 0.38) is lesser in 

strength. Thus, visionary leadership plays a 

crucial role in ensuring the attainment of the 

organization's mission rather than operational 

efficiency. Amongst various leadership 

behaviors, stakeholder alignment was found to 

be the most important predictor of 

organizational performance. 

Theoretical Implications 

The research has validated the principles of 

Contingency Theory, revealing that visionary 

leadership will vary in effectiveness in response 
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to variables such as cultural diversity, resource 

availability, and relations with donors. The 

research cautions against the blind application of 

Western leadership theories in multicultural 

settings, suggesting the importance of adapting 

leadership theories culturally and 

environmentally within INGOs. Social 

Categorization Theory has also been supported 

by the findings since the process of identity 

building, particularly an inclusive one in 

conjunction with culturally sensitive vision 

formation, enhances alignment and 

performance. Visionary leaders become identity 

entrepreneurs who find the right balance 

between organizational solidarity and individual 

cultural identities, a necessity in multicultural 

INGO environments. In relation to the 

Resource-Based View of the Firm, the study 

suggests that visionary leadership is a strategic 

resource whose effectiveness is constrained by 

resource scarcity, including dependence on 

donor funding. 

Alignment with Global Research 

Worldwide, the results match the international 

studies that have reported significant 

correlations between visionary leadership and 

organizational performance (with correlation 

coefficients ranging from 0.38 to 0.65). In 

Ugandan INGOs, there is moderate practice of 

leadership skills (with M = 2.924), which might 

be caused by inadequate development or 

improper application of leadership skills in 

organizations. 

African Development Context Insights 

Understanding of the development contexts in 

Africa highlights how the vision formulation 

process corresponds to the cultural inclination 

towards group consensus, thereby promoting 

harmonization among stakeholders. Limitations 

to visionary leadership lie in the dependency on 

resources, pressures from donors, and limited 

capacities, whereas cultural diversity offers both 

strengths and difficulties. 

Implications for Leadership Development 

The study finally reveals that visionary 

leadership positively affects mission 

effectiveness more than operational efficiency. 

The implication is that there is a need for 

leadership balance, where leaders have visionary 

and managerial competencies. Hence, there is a 

need to emphasize leadership training on 

stakeholder management, cultural competency, 

and resource mobilization, through participatory 

and culture-sensitive methods, within the 

African environment. 

Conclusions 

Some key findings from this study on visionary 

management among Ugandan INGOs include 

the following. Visionary management is carried 

out only moderately and inconsistently, thereby 

pointing to great areas where improvement can 

be done. Visionary leadership plays an important 

role in improving organizational performance in 

terms of managing stakeholders and their 

relationships, something that comes out strongly 

because of the complexities involved within the 

context of the multicultural nature of the 

organizations. The most important factor in 

visionary leadership is therefore stakeholder 

alignment due to the complexity of the 

environment. 

From a theoretical perspective, this research 

makes contributions towards the extension of 

Contingency Theory into the area of cultural 

diversity, resourcefulness, and donor 

relationships, all of which make up part of the 

complex situation that is necessary for effective 

leadership. In addition, it adds to Social 

Categorization Theory by showing how 

visionary leaders are able to bring together 

diverse stakeholders using shared identity. 

Finally, it builds upon the Resource-Based 

Theory by showing how leadership is resource-
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based and dependent upon stakeholder 

relationships. 

Recommendations 

Recommendations for practical implementation 

emphasize leadership training, organization 

practices, resource management, and cultural 

inclusion. Leadership training must incorporate 

both visionary attributes and cultural 

proficiency, stakeholder relations, and resource 

mobilization through case studies relevant to 

Africa and experiential learning. Organization 

structures must foster vision formulation 

through participatory and culturally conscious 

processes, vision incorporation in performance 

appraisal, and effective communication 

processes. Resource management must prioritize 

alignment of donors with organizational vision, 

diversification of revenue sources, and strategic 

management of donor relationships. Cultural 

diversity must be celebrated through inclusive 

organizations, conflict resolution mechanisms, 

and community participation. 

Implications for policy call upon INGOs to 

formulate leadership policies based on 

contextual factors, embedding visionary 

leadership in organizational recruitment, 

governance, and leadership succession plans. 

Coordination of sector players is required to 

build leadership resources, professional 

standards, and research networks within the 

sector. Governments and donor agencies are 

encouraged to invest in leadership capacity-

building programs through sustainable funding 

and vision-oriented initiatives. 

Study Limitations and Future Research 

Directions 

This study assesses visionary leadership among 

three international NGOs operating in Uganda; 

hence the findings are only applicable to INGOs 

in general. Purposive sampling helped gather 

quality information that may not have been 

possible using random sampling, although some 

aspects of diversity may be lacking in this 

sampling strategy. Other limitations include self-

reporting bias in relation to issues like leadership 

effectiveness, and the cross-sectional study 

design making causality between leadership and 

organizational performance impossible to 

establish. 

The scope of this study included only 

international NGOs while other entities such as 

local and national NGOs might display varying 

leadership dynamics and characteristics. 

Organizational outcomes have formed the focal 

point of the study, while other factors such as 

career satisfaction and employee well-being are 

yet to be assessed. Beneficiary and community 

viewpoints need to be included in future 

research. 

Firstly, the study was conducted in three 

international non-governmental organizations 

(INGOs) in Uganda, thus reducing the scope for 

generalization of results in other forms of 

organizations and other locations. Secondly, the 

use of purposive sampling method improved the 

quality of data collected, although the selected 

sample did not necessarily reflect all types of 

INGOs. Lastly, methodological challenges 

encountered included issues of self-reporting bias 

due to the sensitive nature of the questions, such 

as the leadership effectiveness measures, and the 

cross-sectional research design that does not 

allow causality testing between leadership and 

organizational performance. 

In terms of limitations, first, the study did not 

consider local and national organizations that 

could behave differently in terms of leadership 

practices. Second, the research considered 

mainly organizational level consequences of 

leadership while ignoring possible individual 

consequences such as job satisfaction. Third, the 

beneficiary and community views of leadership 

effectiveness and performance were not 

sufficiently covered in this study. 
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Final Reflections 

This study makes contributions to the literature 

on leadership effectiveness in developmental 

contexts by stressing the importance of having 

culturally sensitive and locally appropriate 

leadership development interventions in 

multicultural and resource-constrained settings. 

The study illustrates the significance of 

combining the use of universal leadership 

theories with cultural accommodation to ensure 

that local values are respected, and such a 

combination is indispensable for successful 

leadership in development. In addition, this 

study shows that leadership effectiveness is 

systemic, implying that individual leadership 

competencies should be complemented with 

efficient organizational systems, adequate 

resources, and supportive environments, thereby 

suggesting that leaders should be developed 

comprehensively, taking into account all the 

related elements. Finally, this study illustrates 

the significant influence of visionary leadership 

on organizations and development when 

implemented appropriately, which further 

suggests that there should be continued efforts 

towards developing leaders through investing in 

leadership training programs. 
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