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Impact Evaluation of Leader Behaviour on Employee Commitment: Case
Study of Plantation Sector in Sri Lanka
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ABSTRACT

Commitment of employees in the workplace
is a key driver of its financial performance.
Many researches have mentioned that the
most powerful influence on employee
commitment is the quality of leadership.
Present study was conducted to find out the
relationships  between  human-oriented
leader behaviour and administratively-
competent team-oriented leader behaviour
in relation to employee commitment.
Hence, this research mainly focused on two
objectives to evaluate, (1) Whether “human-
oriented leader behaviour” can enhance
employee  commitment (2) Whether
“administratively-competent team-oriented
leader behaviour” can enhance employee
commitment. Two hundred and fifty
employees were surveyed from six
organizations in the plantation sector in Sri
Lanka. Results revealed that human-
oriented and administratively-competent
team-oriented leader behaviours play
important roles in determining the levels of
employee commitment in the plantation
sector organizations in Sri Lanka.
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INTRODUCTION

Many researches have pointed out that the
most powerful influence on employee
commitment is the quality of leadership.
This is due to the managers in most of the
corporations showing lack of listening,
feedback, and delegation skills needed to
enhance employee commitment in their
organizations (Love, 2005). Creating
employee commitment today is important
more than ever before due to its positive
contribution to organizational productivity,
performance, employee satisfaction and
lowering  absenteeism  (Payne and
Huffman, 2005).

Profit margin of any company can be
enhanced only by reduction of cost of
production or service. Researches have
mentioned effectiveness of the leadership
is primary concern for profit to achieve the
organizational goals and to create
employee commitment (Suleman-Sabir et
al.,, 2011). Studies on leadership and
organizational commitment has mentioned
transformational leadership is positively
correlated with organizational commitment
(Lo et al, 2010). Stites and Michael
(2011) have also mentioned organizational
commitment displays the attitude and the
healthiness of the relationship between the
employer and the employee.
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When workforce commitment is low
then employees feel job insecurity, low
trust, high stress and uncertainty in the
organization, which lead to poor
organizational performance (Panayiotis et
al., 2011). Carlos and Filip (2011) have
mentioned organization commitment can
also increase the creativity in the
organizations.  Hesselbein and Cohen
(1999), have emphasized the supervisor’s
job is not to command, but to persuade
subordinates whenever necessary. It is
critical for managers to influence their
subordinates, peers, and superiors to
motivate them to carry out their work
effectively (Blickle, 2003).

International Survey Research (ISR)
in the United States has shown that the
level of commitment of the workers to
their organization is a key factor of its
financial performance. Further it has
shown that organizations with high levels
of employee commitment had reached to
both operating margin and net profit
margin (www.isrinsight.com). Sousa and
Coelho, (2011) have mentioned
organization commitment can have
positive influence on the creativity in the
organizations.

Leadership behaviour that encourage
employee commitment is essential to
develop business strategies, achieve their
goals, gain competitive advantage and
optimize human capital (Erasmus et al.,
2003). The research conducted by Lo,
Ramayah, Min and Songan (2010)
mentioned that conflict between the leader
and subordinate can be minimized when
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organizational culture
employees’ values.

is reflecting the

Theories of Leadership and Their
Effectiveness in Organizations

Past behavioural theories of leadership
have mentioned, the behaviour of
leadership affects employee commitment.
Among these Ohio State and Michigan
study, Hersey-Blanchard  situational
leadership theory (1977), Fiedler's theory
(1967), House’s Path-Goal theory (1971)
and Blake Mouton’s Managerial Grid
(1982) are prominent. Burke (1985) has
denoted “leadership has been a very
controversial concept and it has more than
350 definitions”. The majority of
definitions of leadership reflect some
common elements, such as “group”,
“influence” and “goal” (Bryman, 1992).
Yukl (2010) defined leadership as the
process of influencing others to recognize
and agree about what needs to be done and
how to do it.

Further, a research has mentioned
considerate leaders are more effective in
the work place as they are sociable,
provide open communication, promote
teamwork, and subordinates oriented (Daft,
2008). Siengthai and Bechter (2001)
mentioned that leadership supports for
innovation,  organizational  structure,
human  resource  management, and
organizational performance. Also, they
have  mentioned, not only good
management and financial success, but
also innovation appears to be with those
leaders who had the creative ideas.
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According to the earliest research, the
employee-oriented leaders appear to be
associated with high group productivity
and job satisfaction. Several researches
have mentioned motivation, satisfaction,
and work performance of followers depend
on the leadership behaviour adapted by
their administrators in the work place
(Bycio et al., 1995; House, 1971; Sayles,
1981). Some other researchers have
elaborated that a supportive leadership
style creates a facilitating work
environment of psychological support,
mutual trust between each other’s and
respect, helpfulness, and friendliness that
creates more productive work place
(Hernandez et al., 2011). Therefore,
effectiveness of leadership behaviours
should be studied under own cultural
values of a country.

Employee Commitment

Different researchers define commitment
by focusing on different contexts. One of
the earliest researchers in organizational
commitment was Becker (1960), who
regarded commitment as a continuous
process for an individual towards the
organization, and noted that individuals
remain with the organizations because they
acquire benefits (cited by Jahangir, 2003).
Commitment is related to social
involvement with colleagues and to
increase length of organizational service.
Also Lee (1971) defined commitment as
the employees’ feelings of belongingness
or loyalty towards the organization. He
found that commitment comes from
employees’ work accomplishment,
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relations with supervisors, and length of
organizational service.

Meyer and Allen (1991) have
identified an affective commitment refers
to employee’s emotional attachment,
identification and involvement in the
organization. Due to this loyalty feeling,
employee feels to accept the company’s
goals and values as his/her own (Ashman
and Winstanley, 2006). Continuance
commitment is the employees’ feeling of
whether the costs of leaving an
organization are greater than the costs of
staying in the organization (Meyer and
Allen, 1991). Normative commitment
refers to the employees’ feelings of
obligation or responsibilities to stay within
the organization they work (Jahangir,
2003).

Also, with an organizational culture
that values and respects staff members had
been most effective in producing higher
level of organizational commitment
(Sikorska-Simmons and Elizbieta, 2005).
Organizational  culture valued high
adaptability and high-performance work
practices has been found a significant and
direct effect on employee commitment
(Taylor et al., 2008). It is often assumed
that commitment is built by “bottom-up”
approach than  “top-down” actions.
Commitment can be influenced by creating
sense of worth within employees in
achieving an organizational goal. The
responsibility of the leader is to create an
environment open to each other and
practice good relationship with employees
to build trust within the system. Some
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authors  argue  that  organizational
commitment is influenced even by
employees' knowledge of procedures and
their perception of interpersonal procedural
justice maintaining in the work place.
Also, commitment can be achieved by
encouraging a sense of belonging and
satisfaction (Stephen and Annette, 1997).
According to the literature, employee
commitment is a feeling of dedication to
one’s employing organization, willingness
to work hard for that employer (Meyer and
Allen, 1991).

Therefore, it is worthwhile to know
the attributes that can moderate employees’
commitment in Sri Lankan organizations.
Sri Lanka is behind in economic indicators
when compared to developed nations in the
world. One reason is low organizational
productivity and low morale of the work
force. Hence, this research will provide
some insight into this area to understand
the level of employee commitment in
relation to identified leadership behaviours
under its cultural reflection in Sri Lanka.
Hence, current research is mainly focused
on two objectives to study: (1) Whether
“human-oriented leader behaviour” can
enhance employee commitment in Sri
Lankan Organizations (2). Whether
“administratively competent team-oriented
leader behaviour” can enhance employee
commitment in Sri Lankan organizations.

Based on that following theoretical
framework  and  hypotheses  were
developed.
Hypotheses

1. Human-oriented leader behaviour
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can enhance employee commitment
in the Sri Lankan Plantation Sector
organizations.

2. Administratively-competent  team-
oriented leader behaviour can
enhance employee commitment in
the Sri Lankan Plantation Sector
organizations. The experiments were
conducted at the Department of
Horticulture, Wayamba University
of Sri Lanka, Makandura, from
March to July 2014.

1, Hurnan-ariented
LeaderBehaviour

Leadership
Behaviours

[ 2, Administratively-competent

Employee
Commitment

Team-oriented Leader
Behaviour

Figure 1. Conceptual frame-work
MATERIALS AND METHODS

The researcher adopted a questionnaire
methodology for data collection. The
reasons for using the questionnaire
methodology ~ were,  keeping  face
confidentiality, to build up credibility and
to save official time of participants for the
survey. The study was conducted in the
Plantation Sector Organizations in Sri
Lanka.  Respondents were  middle
managers, junior managers, and clerical
staff. Two hundred and two complete
questionnaires were subjected for data
analysis.
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“Human-oriented leader behaviour”
was measured by five items adapted by
GLOBE project (House et al., 2004) and
Li, 2006 study. The scale showed
satisfactory reliability (Cronbach’s alpha
ranging from 0.73 to 0.82).
“Administratively-competent Team-
oriented leader behaviour” was measured
by six items. Three items were adapted by
GLOBE project (House et al., 2004) and
Li, 2006 study. Three items were self-
constructed to measure employees’ ratings
on their leaders’ administrative
competencies.  The  scale  showed
satisfactory reliability (Cronbach’s alpha
ranging from 0.90-0.91).

Employee commitment was measured
by four questions, adapted by Li, 2006
study. The scale showed satisfactory
reliability (Cronbach’s alpha ranging from
0.82-0.85). All items were measured by 7-
point Likert scale ranging from 1= strongly
disagree to 7= strongly agree. Four
demographic variables were used as
control variables: age, gender, job tenure to
the current company and years of total
work experience. Past research has
suggested  that these  demographic
attributes may moderate the effects of
leadership in organizations (Chatman,
1991; Li, 2006). To test hypotheses,
Analysis of Covariate (ANCOVA) in GLM
procedure in SAS was performed.
Pearson’s correlation was adapted to
measure correlations. Scatter diagrams and
box—plots were performed to elaborate the
distribution of the data.
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RESULTS AND DISCUSSION

According to the results in the Table 1,
mean value for human-oriented leader
behaviour is 4.75 in this population while
mean value for team-oriented leader
behaviour is 5.57. It shows that leaders in
this study population is more team-oriented
than human-oriented. According to the
GLOBE project study in 62 countries
(House et al., 2004) they have mentioned
that the score for team-orientation of
leaders was 5.86 in South Asian cluster. In
this study it shows as 5.57 in the plantation
sector of Sri Lanka. But this sample shows
comparatively lesser value for human-
orientation that is 4.75 in this population.
GLOBE study has mentioned that it was as
5.38 in South Asian Cluster which was the
highest from all other clusters (House et
al., 2004).

According to the findings in the Table
1,  administratively-competent  team-
oriented leader behaviour shows positive
and significant correlation on employee
commitment in these organizations in the
plantation sector in Sri Lanka, (r = 0.753,
p<0.01 in 2-tailed). Also human-oriented
leader behaviour shows positive and
significant  correlation on employee
commitment (r = 0.573, p<0.01 in 2-
tailed). According to these results,
administratively-competent team-oriented
leader behaviour shows higher correlation
to employee commitment than human-
oriented leader behaviour in the study
population. In the Table 2, analysis of
covariate indicates that human-oriented
leader behaviour and team-oriented leader
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Table 1. Descriptive statistics

Factors M SD 1 2 3 4 5 6
Independent variable
Human-Leader 475 .82 1

Ad.team-Leader 557 109 0.76** 1
Dependent variable

Commitment 525 .94  057** 0.75** 1

Covariates

Sex 1.4 .38 -0.05 0.005 0.01 1

Age 41 6.4 -0.07 -0.15* -.21** -.06 1
Copany tenure 10 4.3 .039 -002 -0.11 -.03 J9%* 1

Total experience 131 56 0.008 -0.04 -0.10 0.002 O0.73** .85**

** Correlation is significant at the 0.01 level (2-tailed); N=202
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Figure 2. Distribution of data in employee commitment with human-oriented leader behavior
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Figure 3. Distribution of data in employee commitment with administratively- competent
team-oriented leader behaviour

Table 2. Analysis of covariates (ANCOVA) in relation to employee commitment under
human-oriented and administratively-competent team-oriented leader behaviors

Variable F value P value
Human-oriented leader (HL) 53.58 0.0001***
Ad-competent team-oriented leader (ATL) 84.08 <.0001***

* p<.05, ** p<.01, *** p<.001; * Correlation is significant at the 0.05 level (2-tailed)

behaviour are significant in 1% probability
on employee commitment.

Scatter diagrams and box-—plots
(Figure 2 and Figure 3) elaborate the
distribution of data in this population in
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relation to the leadership behaviours and
the employee commitment. Data of the
human-oriented leader behavior were
skewed to right (Figure 2). It means if
leaders’  human-orientation is  more
employees’ commitment will be higher.
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Median has been laid above the mean of
the data. Also, the data of the commitment
were skewed to right. Median of the
commitment has been laid above five. Both
variables have lower outliers, lower fence
and upper fence in the data distribution.
Due to there are lower outliers in this
population it shows that there are
employees in this population who think as
their leaders are very low human-oriented
in their behaviors. But majority of the
employees feel that their leaders are
human-oriented.

Values of employee commitment
under administratively-competent team-
oriented leader behaviour were skewed to
right (Figure 3). Also, there were lower
outliers, lower fences and upper fence.
Lower outliers show that there are
employees in this population who think as
their leaders are less administratively-
competent  team-oriented in  their
behaviors. But majority of the employees
feel that their leaders are administratively-
competent team-oriented.

CONCLUSION

According to these results, researcher can
conclude that both human-oriented leader
and administratively-competent  team-
oriented leader behaviours can enhance
employee commitment in organizations in
the plantation sector in Sri Lanka. These
results provide evidence to prove
hypotheses 1 and 2 in this study. It means,
in order to enhance employee commitment
to the organization, leader should adopt
human-oriented behaviour in leading
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employees. And also, if leader adopts
administratively-competent team-oriented
behaviour in leading employees, employee
commitment can be enhanced.

Based on these, the researcher can
predict that leader behaviour is a good
predictor for employee commitment in
organizations. Further studies should be
conducted in different sectors to learn
about these leadership behaviours in
relation to employee commitment. As well
as it is essential to study about other
leadership  behaviours in relation to
employee commitment in Sri Lankan
organizations.
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