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 This study examines the impact of leadership styles on organisational effectiveness in 

the Sri Lankan plantation sector. Based on the extant literature, it considers three most 

commonly discussed leadership styles (charismatic, transformational and authentic), 
whilst organisational innovativeness is characterised by organisational-based and 

individual-based innovativeness. Based on the data collected from 235 estate managers, 

the results reveal that varying leadership styles have different impacts on organisational 
innovativeness. As the one and a half century old plantation sector of Sri Lanka has 

been struggling to maintain its competitiveness, the results shed lights on developing 

and implementing appropriate strategies based on an effective combination of 
leadership styles in order to derive at a conducive environment which permits 

innovation to take place in the sector. This study has contributed to the literature for 
being the first of such studies investigating the relationships between leadership styles 

and organisational innovativeness, particularly in the plantation sector. Interestingly, 

the findings challenge traditional beliefs on what is considered to be effective vis-à-vis 
colonial, traditional leadership styles and provide different dimensions on 

organisational innovativeness. 
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INTRODUCTION 

 

 The contributions of the plantation sector to the 

economic and social developments of Sri Lanka over 

the last 150 years have been enormous. This includes 

its position as the highest foreign exchange earner as 

well as being one of the biggest direct and indirect 

employment generating industry (Central Bank of Sri 

Lanka, 2012). However, since the mid-1980s, its 

contributions to Gross Domestic Product (GDP) is 

slowly diminishing mainly due to the emergence of 

other sectors such as garment and tourism. For 

instance, the export earnings for Sri Lankan tea and 

rubber in 2010 were at a meagre USD1.37 billion 

and USD0.17 billion, respectively. At the same time, 

the garment industry, which is less than 35 years, has 

contributed USD3.35 billion, whilst the tourism 

industry contributed USD1.04 billion (Central Bank 

of Sri Lanka, 2012). In the wider context, export 

earnings of the sector compared to other economies 

that produce the same crops are far from satisfactory 

levels. For instance, the Malaysian and Indonesian 

oil palm industry, though large in cultivated extents, 

recorded a mammoth export earnings of USD18.6 

billion and USD15.2 billion, respectively in 2010 

(Malaysia Palm Oil Board, 2011). Although on an 

overall the Sri Lankan plantation sector still makes a 

significant contribution of 2.6% to the GDP (Central 

Bank of Sri Lanka, 2010), it can be seen that the 

sector is no longer held in high esteem as it used to 

be. 

 Despite the long history of the plantation sector, 

its degree of innovativeness seems to be far cry. With 

the passage of time, different opportunities are 

available in Sri Lanka to enhance its economic 

standing through optimising the utilisation of land 

and labour. These include shifting to other crops 

which has better land productivity, increasing labour 

productivity by mechanisation of traditional 

agricultural and harvesting practices, shifting part of 

the labour for more economically viable industries 

and placing more emphasis on value addition through 

innovative initiatives. Unfortunately, there is lack of 

innovative orientation so much so that these 

opportunities have not been capitalised to the best 

extent. As a result, the sector is now faced with 

serious challenges for its continuing existence. The 

low labour and land productivity have resulted in 
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escalating cost of production with a relatively low 

price yield for its produce (Ministry of Plantation 

Industries, 2012). 

 The poor performance of the plantation industry 

in general is creating a negative impact on the 

disbursement of national resources. With the ending 

of the 30 years of civil war, the economically active 

geographical size of Sri Lanka has expanded 

approximately by one third of land mass and two 

third of sea. At the time of post-war resurgence, the 

Sri Lankan economy was facing the issue of labour 

shortage, particularly in the highly traditional and 

labour-intensive plantation industry. The industry 

directly employed 802,492 people in 2011, which is 

about 9.4% of the total workforce of the country. The 

garment industry, on the other hand, employed 

486,587 people in 2012 (Department of Labour, 

2012). Looking at the growth of the garment industry 

vis-à-vis the plantation sector, the garment industry 

is compelled to operate in an environment of labour 

shortage. Because of this, national level criticism has 

begun to level against the plantation sector due to the 

imbalance between the resources utilised and the 

economic contributions made compared to other 

industries. 

 Although the management of Sri Lankan 

plantation sector acknowledges the importance of 

economic benefits brought about by the sector, there 

is a tendency to look at the crops not from the 

standpoint of economic but rather in the context of 

socio-economic, political and environmental 

perspectives. Such an overemphasis on non-

economic aspects has resulted in mediocre 

performance which eventually leads to the vicious 

cycle of having had to struggle in the global 

competition and thereby being compelled to reduce 

inputs, lesser flexibility for developmental activities, 

poor attention to research and development (R&D), 

inability to take risks as well as innovative initiatives. 

 As far as R&D is concerned, in spite of the focus 

of research institutes on improvement of agronomy, 

the progress made in the area of agronomy per se 

remains far below global standards. Land 

productivity of rubber has been rather poor where it 

was ranked sixth in the world amongst the major 

natural rubber producing countries. This is a rather 

poor performance indicator by a country although the 

R&D activities on natural rubber was initiated in Sri 

Lanka 100 years ago (RRI Sri Lanka, 2009). A 

similar pathetic situation prevails in tea production 

where in terms of productivity, the country is placed 

sixth behind Kenya, Argentina, Turkey, Japan and 

India (International Tea Committee, 2012). In the 

coconut production, the small holding sector itself 

which constitutes over 95% of the total produce is 

affecting national productivity as small holders lack 

modern management practices. Further, the restricted 

access to high yielding plant materials and the 

constraints related to the small quantities produced 

have prevented them from creating value addition. 

With coconut being classified as a socio-economic 

rather than a pure economic crop, this has taken 

away the burden of stakeholders of being productive. 

 Compared to its international counterparts, the 

Sri Lankan plantation sector lags far behind in the 

area of value addition as well as product, process and 

business model innovation. In the 1960s, Malaysia 

and Indonesia converted their lands under rubber and 

other agricultural commodities for the more 

economically viable palm oil. Even at a time when 

palm oil was performing well economically, 

primarily as cooking oil, Malaysia and Indonesia 

further displayed their innovative initiatives by 

venturing into great value additions, having products 

good enough to be sold at premium prices in the 

Western supermarkets in the forms of Dove soap and 

Ben & Jerry ice cream, to name some. There were 

also initiatives in converting palm oil into biodiesel, 

hence maintaining its position as the largest export 

earner (Malaysia Palm Oil Board, 2011). 

 In contrast, the one and a half century old Sri 

Lankan tea industry ships over 58% of their tea 

production in the form of bulk tea sans any value 

addition even as to date. In spite of clear economic 

gains from alternative crops, the rubber fields 

continue to be rubber itself as a mono crop without 

any diversification except for the 6,600 hectares of 

rubber land planted with the more lucrative palm oil, 

whilst coconut production is mostly being used for 

domestic consumption at a time when there is a 

massive opportunity available in the global market 

for products with high medicinal benefits such as 

virgin coconut oil which has been proven by research 

to treat serious illnesses such as Alzheimer. 

 It is apparent that lack of innovativeness has 

been a key reason for the prevailing situation in Sri 

Lanka. As a result, the growth of the plantation 

industry has stagnated and this situation has created a 

negative impact on the viability and sustainability of 

the industry itself not only from the perspective of 

economic but also social, political and environmental 

grounds. The labour force has been predominantly of 

Indian origin, and that the remote geographical 

locations of plantations and the inability of other 

industries to provide alternative job opportunities in 

these regions due to mismatch of skills increase the 

vulnerability of people within the remote areas to 

engage in undesirable activities such as terrorism and 

anti-government moves. This can be seen from the 

involvement of unemployed plantation youths in 

both the insurgency and terrorism activities led by 

the Northern and Southern groups. Further, a greater 

majority of the plantation workforce is unionised and 

these unions are politically affiliated. For the past 

three decades, such political parties have adopted the 

strategy of contesting in elections as standalone 

parties and become the ‘king-maker’ by supporting 

the formation of government. As such, the plantation 

labour force has become a decisive voter base. 
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 Although the relationship between leadership 

styles and organisational innovativeness has been 

extensively researched (e.g. Anderson et al., 2004; 

Banutu-Gomez, 2011; Basadur, 2004), unfortunately 

there are absence of such study in the context of the 

plantation sector. Even so, little attention has been 

paid to the relationship between innovation and the 

various domains of leadership (Byrne et al., 2009; 

Elkins and Keller, 2003). This may be due to the fact 

that, in complex environments, the impact of leaders 

on innovation has been studied as one of the several 

influencing factors (Kaiser et al., 2008). The non-

availability of any substantial research in non-

agronomy areas in the Sri Lankan plantation sector 

and the absence of any theoretical basis to build upon 

a research platform has led to unanswered questions 

with regards to the relationship between leadership 

styles and organisational innovativeness particularly 

in this sector. These motivate the current research to 

provide answer to the question of the extent to which 

leadership styles impact on organisational 

innovativeness in the Sri Lankan plantation sector. 

 The rest of the paper is structured as follows. 

The next section reviews the extant literature which 

resulted in the construction of a research framework 

and a series of hypotheses to be tested. The 

methodology employed is described next, followed 

by the results, discussions as well as implications. 

The last section concludes the paper by 

recommending practical solutions as well as 

suggesting future research directions. 

 

Literature Review: 

2.1 Leadership styles: 

 Many types of leadership styles have been 

discussed as evident from the literature. However, 

amongst them, three leadership styles are especially 

prevalent. They are charismatic, transformational and 

authentic leadership styles (Northhouse, 2012). This 

is partly due to the belief in the requirements for 

charisma leaders to control large number of 

workforce. It is also for the same reason that compel 

the move from transactional to transformational 

leadership style in addition to the enthusiasm created 

in the relatively new concept of authentic leadership 

style. 

 Literature has suggested that leadership can be 

broadly classified into a number of important phases. 

Early studies on leadership, frequently characterised 

as ‘trait’ studies, focus on identifying the personality 

traits which determine successful leaders (e.g. 

Agyris, 1995; Mahony, 1960). Accordingly, trait 

theories assume that successful leaders are ‘born’, 

and that they have certain innate qualities that 

distinguish them from non-leaders (Stogdill, 1963). 

 Over the years, however, the concept of 

leadership has evolved. Yukl (2006) defines 

leadership as the process of influencing others to 

understand and agree on what needs to be done and 

how to do it in the process of facilitating individual 

and collective efforts to accomplish shared 

objectives. On a similar note, Northhouse (2012) 

defines leadership as a process whereby an individual 

(the leader) influences a group of individuals to 

achieve a common goal. These definitions point to 

several components that are central to leadership: (1) 

leadership is a process; (2) leadership involves 

influencing others; (3) leadership happens within the 

context of a group; (4) leadership involves goal 

attainment; and (5) these goals are shared by leaders 

and their followers. The evolving concept of 

leadership has led to the emergence of different types 

of leadership. Three of them, i.e. charismatic, 

transformational and authentic leadership styles are 

discussed here. 

 The history of charismatic leadership style runs 

into many centuries. Initially, it was limited to 

theological discussions until Weber (1904) borrows 

it to discuss the rationalisation of the Western society 

(Jayakody, 2008). Originally, charismatic leadership 

was referred to as the ‘gift from the Holy Spirit’ and 

that it can be used to denote the superhuman, 

supernatural qualities and characteristics of the Holy 

Prophets. This leads Jayakody (2008) to define the 

concept of charisma leadership as certain qualities of 

individual personality by virtue of which he or she is 

considered extraordinary and hence treated as 

endowed with supernatural and superhuman, or at 

least, possesses exceptional powers or qualities, in 

line with Weber (1904) and Paul et al. (2002). These 

qualities are not accessible to any ordinary person, 

but are regarded as of divine origin or as exemplary. 

It is on this basis that the individual concerned is 

treated as a leader. 

 In an apparent return to the ‘one best way of 

leadership’, studies have contrasted ‘transactional’ 

with ‘transformational’ leadership styles. 

Transactional leaders are said to be instrumental and 

frequently focus on exchange relationships with their 

subordinates. On the other hand, transformational 

leaders are argued to be visionary and enthusiastic 

with an inherent ability to motivate subordinates 

(Ogbonna and Harris, 2000). Transformational 

leadership is also defined as behaviours of leaders 

that transform and inspire followers to perform 

beyond expectations, whilst transcending self-interest 

for the good of the organisation (Avolio et al., 2009). 

 On the other hand, authenticity, being first 

references in management and organisational 

literature, views authentic capacity of leaders as a 

litmus test of executive quality (Emuwa, 2013; 

Kliuchniknov, 2011). With the renewed interest in 

recent years on positive leadership, there has been 

scholarly attention on the development of 

characteristics and thus the constructs of authentic 

leadership (Emuwa, 2013). The core of authentic 

leadership extends beyond the authenticity of the 

leader as a person to encompass authentic relations 

with followers. Emuwa (2013) characterises the 

relationships by: (1) transparency, openness and 



651                                                           Neil Bogahalande and Siong Choy Chong, 2015 

Australian Journal of Basic and Applied Sciences, 9(23) July 2015, Pages: 648-658 

trust; (2) guidance towards worthy objectives; and 

(3) an emphasis on the development of followers. 

Consequently, the behaviours of authentic leaders are 

reflected by the actions of followers and their 

development (Emuwa, 2013). Authentic leadership 

can also be defined as a pattern of transparent and 

ethical leader behaviour that encourages openness in 

sharing the information needed to make decisions 

whilst accepting inputs from followers (Avolio et al., 

2009). 

 

2.2 Organisational innovativeness: 

 The literature suggests that organisational 

innovativeness can be examined from the 

perspectives of organisational-based innovativeness 

and individual-based innovativeness. From the 

introduction section, it is apparent that the plantation 

sector in Sri Lanka has not been truly innovative. 

The untiring efforts of leaders in the industry to 

persist with century old crops with marginal 

increases in the area of agronomy with hardly any 

value addition through the traditional management 

styles adopted are good evidence to suggest that the 

plantation industry is not innovative enough. This is 

exacerbated by the rapid changes taking place in the 

external environment especially in relations to 

innovative products and changing demands of 

customers. In order to become competitive again, the 

importance of appropriate leadership styles and 

organisational innovativeness in the plantation sector 

cannot be underemphasised. 

 The Organisation for Economic Co-operation 

and Development (OECD) (2013) defines innovation 

as a term which can have different meanings in 

different contexts. Essentially, the main characteristic 

of innovation is change. It is difficult to have a 

theory on innovation because the notion of change is 

still not fully understood. Notwithstanding the 

absence of a comprehensive definition, this research 

adopts the definition by OECD where innovation 

encompasses all those scientific, technical, 

commercial and financial steps necessary for the 

successful development and marketing or new or 

improved manufactured products, the commercial 

use of new or improved processes or equipment or 

the introduction of a new approach to a social 

service. 

 Most empirical research concludes that 

innovation leads to new products and services that 

are higher in quality and cheaper to produce where 

R&D is only one of the steps (Neely and Hii, 1998). 

Gamal et al. (2011) define innovation as the 

introduction of a new product, service or process 

through a certain business model into the 

marketplace, either by means of utilisation or 

commercialisation. These include product 

innovation, service innovation, process innovation or 

business model innovation to provide competitive 

advantage to any organisation. 

 

2.3 Relationship between leadership styles and 

organisational innovativeness: 

 Several studies have confirmed the significant 

relationships between leadership styles and 

organisational innovativeness (Bryne et al., 2009; 

Elkins and Keller, 2003). Based on this premises, 

that this study posits that the leadership styles 

adopted will have a different influence on innovative 

practices in the Sri Lankan plantation sector. 

 

2.4 Research framework and hypotheses: 

 Figure 1 shows the research framework of the 

study in providing answer to the research question. 

The independent variable consists of the three 

leadership styles, whilst organisational 

innovativeness is represented by organisational-

based innovativeness and leadership-based 

innovativeness. 

 

 
 

Fig. 1: Research framework. 

 

 Figure 1 shows the research framework of the 

study in providing answer to the research question. 

The independent variable consists of the three 

leadership styles, whilst organisational 

innovativeness is represented by organisational-

based innovativeness and leadership-based 

innovativeness. 

 

Based on the research framework, the following 

hypotheses are constructed: 

H1: There is a relationship between charismatic 

leadership style and organisational-based 

innovativeness. 

H2: There is a relationship between transformational 

leadership style and organisational-based 

innovativeness. 

H3: There is a relationship between authentic 

leadership style and organisational-based 

innovativeness. 

H4: There is a relationship between charismatic 

leadership style and leader-based innovativeness. 

H5: There is a relationship between transformational 

leadership style and leader-based innovativeness. 

H6: There is a relationship between authentic 

leadership style and leader-based innovativeness. 

 

Methodology: 

3.1 Operationalisation of the variables: 

 Taking the cue from Northouse (2012), 

leadership style is considered a multidimensional 

construct where charismatic, transformational and 

authentic styles make up its dimensions. To capture 
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the construct of the leadership styles, an initial set of 24 items described in Table 1 is included. 

 
Table 1: Operationalisation of the variable of leadership styles. 

Concept Operationalisation Source 

Charismatic Leadership (CL) 

Often exhibits very unique behaviour that surprises 

other members in the organisation. 

Consistently generates new ideas for the future of 
the organisation. 

Provides inspiring strategic and organisational 

goals. 
Influences others by developing mutual liking and 

respect. 

Uses non-traditional means to achieve 
organisational goals. 

Shows sensitivity for the needs and feelings of the 

other members in the organisation. 
Recognises abilities and skills of other members in 

the organisation. 

Is an exciting public speaker. 
 

Conger-Kanungo (1998) 

Transformational Leadership (TL) 

Seeks organisational interest over personal interest. 

Motivates the entire workforce to transform the 

business. 

Encourages individual learning as well as 

organisational learning. 
Is a role model which others can follow. 

Exhibits high moral and self-confidence. 

Takes strategic actions to transform the business. 
Develops new goals, process and cultivate the 

aspiration to reach those goals. 

Has a strong and shared vision in transforming the 
business to ensure sustainability and the progress. 

 

Institute of Behavioural 
Research (2009) 

Authentic Leadership (AL) 

Seeks feedback to improve interactions. 
Accurately describes how others view his 

capabilities. 

Says exactly what he means. 
Is willing to admit mistakes when they are made. 

Demonstrates beliefs that are consistent with 

actions. 
Makes decisions based on his core values. 

Solicits views that challenge his deeply held 

positions. 
Listens carefully to different points of view before 

coming to conclusions. 

Puls (2011) 

 

3.2 Organisational innovativeness:  

 According to Dess and Lumpkin (2005), 

innovativeness refers to the organisational-wide 

tendency to introduce newness and novelty through 

experimentation and research for the development of 

new products or services and new processes. To 

describe the construct of organisational 

innovativeness, it is measured by 8 items as 

described in Table 2. 

 
Table 2: Operationalisation of the variable of innovativeness. 

Operationalisation Source 

Positively acknowledges creative business solutions. 

Attempts to improve the organisation by taking a new approach to business as usual. 

Encourages staff to try new ways to accomplish their work. 
Suggests new ways of getting tasks completed. 

Seeks new opportunities in and out from the organisation for achieving objectives. 

Accomplishes tasks in a different manner from most other people. 

Tries new ways of doing things which are different form norms. 

Always believe innovations leads to prosperity. 

Neely and Hii (1998) 

 

3.3 Questionnaire: 

 The questionnaire addresses the research 

question and the hypotheses constructed. 

Specifically, it is divided into five sections. The first 

three sections contain eight statements each on 

charismatic, transformational and authentic 

leadership styles. Sections four and five gather 

information on organisational innovativeness and 

demographic profiles of the plantation managers. A 

four point Likert scale was adopted to measure all the 

statements from sections one to four, ranging from 1 

= strongly disagree to 4 = strong agree with no mid-

point in order to generate a definitive reply as well as 

to eliminate the middle option of being ‘unsure’ or 

‘may be’. 
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 The questionnaire was developed only in the 

English language in view that this is the official 

language of the estate sector and that all of the 

respondents have English speaking background.  

 

3.4 Sample and sampling procedures: 

 The plantation industry in Sri Lanka consists of 

twenty Regional Plantation Companies (RPCs) 

which are managed by the private sector corporations 

and five large plantation companies managed by the 

state. Taken together, estate managers from all of the 

25 companies form the population of this study. At 

the point of data collection, there were a total of 400 

estate managers (Ministry of Plantation Industries, 

2012).  

 Based on the recommendations from Krejcie and 

Morgan (1970), the required sample size for a 

population of 400 is 196. Considering the possible 

non-responses, the sample size was taken as 235, 

after inflating by 20% for non-response. This size is 

considered appropriate in view of the rule of thumb 

proposed by Sekaran and Bougie (2010) whereby a 

sample size larger than 30 and less than 500 is 

suitable and that if samples are broken into sub-

samples, a minimum sample size for each category is 

necessary. 

 The estate managers are identified as the unit of 

analysis as they are deemed to be the most senior 

officers at the operational level in the plantation 

sector as well as their significance in terms of 

influencing their organisational innovativeness 

through displaying appropriate leadership styles. For 

the purpose of this research, they have been 

classified as senior managers/managers, group 

managers and general managers. The estate managers 

were selected using disproportionate, stratified 

random sampling method to ensure 

representativeness of the population where elements 

from each stratum (plantation companies) are 

represented in the sample. Table 3 shows the sample 

size for the survey using stratified random sampling 

method. 

 
Table 3: Sample for the survey. 

Levels Population Sample 

Senior Managers 331 203 

Group Managers 48 19 

General Managers 21 13 

Total 400 235 

 

 Prior to distributing the questionnaires, approval 

was sought from their respective Chief Executive 

Officers, following which the questionnaires were 

sent via e-mail to the estate managers. A total of 225 

estate managers responded to the survey where they 

returned the duly filled questionnaires using the same 

method as well. 

 

3.5 Demographic profiles of respondents: 

 The majority of respondents are managers, 

followed by group managers and deputy/general 

managers. The deputy/general managers are 

considered to be the most senior level of employment 

in the estate sector. Most of them joined their present 

organisations as assistant managers, followed by 

managers and trainee assistant managers between the 

years of 1992 and 2009 due to the re-privatisation of 

the two large state managed plantation organisations 

into the 25 privately and state-managed RPCs which 

resulted in free movement of plantation executives 

across the organisations against the previously 

restricted choice of two organisations. 

 All of the respondents are males in view of the 

nature of the work environment of this sector. In 

terms of educational qualifications, over 50% of 

them have ‘others’ as the highest qualifications, 

followed by those with diploma, Bachelor’s and 

Masters degrees, respectively. This shows that most 

of the respondents have at least passed the secondary 

school and therefore they have reasonable 

educational background to manage the plantation 

sector. This is substantiated by their work experience 

whereby 42% of the managers have more than 20 

years of work experience in the sector, followed by 

those between 11 and 19 years. Only 6% of them 

have less than 10 years of work experience. The 

majority of respondents have between 251 and 500 

employees under their control, with 20 managers 

controlling more than 1000 employees. 

 

3.6 Testing the goodness of data: 

 Of the two techniques used for factor analysis, 

i.e. the exploratory factor analysis (EFA) and 

confirmatory factor analysis (CFA) (Hair et al., 

2006; Tabachnick and Fidell, 2007), this study 

considers the EFA method. For a good convergent 

validity, the correlation between the items must be 

more than 0.30 (Chinna et al., 2012) and for 

sufficient discriminant validity, the maximum 

correlation value must be less than 0.85 (Hair et al., 

2010). Further, the Kaiser-Meyer-Olkin (KMO) 

value of more than 0.70 is considered to be good 

(Hair et al., 2010). The results are presented in the 

next section. 

 

Results: 

4.1 Charismatic leadership: 

 The inter-item correlation matrix for the items 

measuring charismatic leadership (CL) is provided in 

Table 4. The highest correlation for each item with at 

least one other item in the construct is between 0.30 

and 0.85. Hence, all of the eight items correlate 

adequately in the construct. The KMO value was 

0.834, which is considered to be good. A single 
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factor was extracted that explains 41% of the total variation in CL. 

 
Table 4: The inter-item correlation values for items measuring charismatic leadership 

Item CL1 CL2 CL3 CL4 CL5 CL6 CL7 CL8 

 

CL1 1        

CL2 0.367 1       

CL3 0.387 0.623 1      

CL4 0.332 0.436 0.530 1     

CL5 0.368 0.287 0.307 0.299 1    

CL6 0.207 0.327 0.445 0.558 0.335 1   

CL7 0.365 0.505 0.598 0.572 0.144 0.547 1  

CL8 0.382 0.411 0.346 0.381 0.187 0.275 0.420 1 

 

4.2 Transformational leadership: 

 The inter-item correlation matrix for the items in 

this construct is provided in Table 5. The highest 

correlation observed for each item with at least one 

other item in the construct is between 0.30 and 0.85. 

Therefore, all of the eight items do correlate 

adequately in the construct. The KMO value is 0.898, 

which is considered to be good. A single factor is 

extracted which explains 54% of the total variation in 

transformational leadership (TL). 

 
Table 5: The inter-item correlation values for items in transformational leadership. 

Item TL1 TL2 TL3 TL4 TL5 TL6 TL7 TL8 

TL1 1 
       

TL2 0.311 1 
      

TL3 0.281 0.681 1 
     

TL4 0.206 0.697 0.551 1 
    

TL5 0.331 0.589 0.470 0.687 1 
   

TL6 0.384 0.512 0.447 0.463 0.499 1 
  

Tl7 0.329 0.661 0.574 0.571 0.562 0.679 1 
 

TL8 0.339 0.641 0.558 0.635 0.614 0.612 0.703 1 

  

4.3 Authentic leadership: 

 Table 6 shows the inter-item correlation matrix 

for the items in this construct. It can be seen that 

from the highest correlation for each item with at 

least one other item in the construct is between 0.30 

and 0.90. Thus, all of the eight items do correlate 

adequately in the construct. The KMO value is 0.836, 

which is also considered to be good. Again, a single 

factor is extracted which explains 44% of the total 

variation in authentic leadership (AL). 

 
Table 6: The inter-item correlation values for items in authentic leadership. 

Item AL1 AL2 AL3 AL4 AL5 AL6 AL7 AL8 

AL1 1 
       

AL2 0.543 1 
      

AL3 0.494 0.264 1 
     

AL4 0.446 0.483 0.217 1 
    

AL5 0.408 0.379 0.310 0.486 1 
   

AL6 0.405 0.462 0.365 0.349 0.631 1 
  

AL7 0.380 0.516 0.144 0.438 0.452 0.526 1 
 

AL8 0.535 0.480 0.361 0.504 0.447 0.416 0.565 1 

 

 Table 7 shows the summary of mean scores of 

all of the three leadership constructs. The scores of 

close to 4 indicate that on an overall, the managers 

perceive that they work for good leaders and that 

they themselves possess a blend of good leadership 

styles. With the correlation values of less than 0.85, 

there is sufficient discriminant validity between the 

constructs. 

 
Table 7: Descriptive statistics and correlational values between leadership styles. 

Variable 
Descriptive statistics Correlation 

Mean Std. Deviation CL TL AL 

CL 3.2 0.5 1.000   

TL 3.4 0.5 0.840 1.000  

AL 3.2 0.4 0.794 0.769 1.000 

 

4.4 Organisational innovativeness:  

 In this study, organisational innovativeness is 

measured by eight items. The inter-item correlation 

matrix for the items is provided in Table 8. It can be 

seen that all of the items do correlate adequately as 

the highest correlation value for each item with at 

least one other item in the construct is between 0.30 

and 0.90. The KMO value is 0.875, which is 

considered good. Two factors are extracted which 

explain 63% of the total variation. The first factor 

contains six items which are reflection of 

organisational-based innovativeness. The second 

factor has two items (IV6 and IV7) that measure 

leadership-based innovativeness. 
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Table 8: The inter-item correlation matrix for the items in innovativeness. 

Item IV1 IV2 IV3 IV4 IV5 IV6 IV7 IV8 

IV1 1 
       

IV 2 0.725 1 
      

IV 3 0.622 0.592 1 
     

IV 4 0.547 0.575 0.728 1 
    

IV 5 0.540 0.621 0.599 0.637 1 
   

IV 6 0.357 0.346 0.419 0.387 0.556 1 
  

IV 7 0.292 0.370 0.383 0.428 0.435 0.585 1 
 

IV 8 0.689 0.656 0.697 0.650 0.648 0.443 0.410 1 

 

 Table 9 shows the results of tolerance values and 

Variation Inflation Factor (VIF) values. According to 

Sekaran and Bougie (2010), when the tolerance 

values do not exceed the common cut-off point of 

0.10 and that the VIF values are less than 10, 

multicollinearity is minimised. In this study, the 

values are within the parameters. In addition, the 

normal multivariate kurtosis value is 5 where any 

value in exceed of 5 are indications that data are not 

normally distributed (Bryne, 2010). Likewise, the 

kurtosis value is within the recommended level, 

indicating normality. 

 
Table 9: Tolerance values and VIF values. 

Coefficientsa 

Model 
Unstandardised Coefficients 

Standardised 
Coefficients t Sig. 

Collinearity Statistics 

B Std. Error Beta Tolerance VIF 

(Constant) .642 .408  1.574 .118   

Mean CL .388 .103 .317 3.775 .000 .738 1.355 

Mean TL .124 .067 .149 1.855 .066 .804 1.243 

Mean AL -.008 .071 -.009 -.107 .915 .791 1.265 

Mean OC .110 .072 .130 1.530 .129 .716 1.397 

Dependent variable: Mean of innovativeness. 

 

4.5 Hypotheses results: 

 Table 10 shows the results of the multiple linear 

regression analysis between leadership styles and 

organisational innovativeness. For organisational-

based innovativeness, all of the three leadership 

styles are significant predictors. The R-squared value 

of 0.659 suggests that 66% of the variation in 

organisational-based innovativeness is explained by 

the three leadership styles. As such H1, H2 and H3 

are accepted. For leadership-based innovativeness, 

however, only charismatic leadership style is found 

to be a significant predictor. The R-squared value of 

0.235 indicates that 24% of the variations in 

leadership-based innovativeness are explained by the 

three leadership styles, most of which is coming from 

charismatic leadership. Hence, H4 is accepted whilst 

H5 and H6 are not accepted. 

 
Table 10: Results of the relationships between leadership style and organisational innovativeness. 

Dependent 

variable 

Independent 

Variable 
B 

Std. 

Error 
t Sig. 

95% Confidence Interval 

Lower Bound 
Upper 

Bound 

OBI 

Intercept .276 .156 1.769 .078 -.032 .583 

CL .244 .093 2.636 .009 .061 .427 

TL .367 .084 4.383 .000 .202 .532 

AL .332 .079 4.180 .000 .175 .489 

LBI 

Intercept 1.076 .243 4.424 .000 .596 1.555 

CL .299 .144 2.068 .040 .014 .584 

TL .138 .131 1.056 .292 -.120 .396 

AL .192 .124 1.551 .122 -.052 .437 

 

 Table 11 summarises the hypotheses results of this study. 

 
Table 11: Summary of hypotheses results. 

Leadership 
Style 

Organisational 
Innovativeness 

p-value Conclusion 

CL  

CL  

OBI 

LBI 

0.009 

0.040 

There is a significant relationship between the leadership domain of 

CL and both the domains of organisational innovativeness 

TL  
TL  

OBI 
LBI 

<0.001 
0.292 

There is a significant relationship between the leadership domain of 
TL and the organisational innovativeness domain of OBI 

AL  

AL  

OBI 

LBI 

<0.001 

0.122 

There is a significant relationship between the leadership domain of 

AL and the organisational innovativeness domain of OBI 
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Discussion: 
 This study has achieved its objective of 
providing answer to the research question on the 
extent of the impact of leadership styles on 
organisational innovativeness in the Sri Lankan 
plantation sector using a validated questionnaire. It 
has contributed to literature for it is amongst the first 
of such studies investigating the relationship between 
leadership styles and organisational innovativeness, 
particularly in the Sri Lankan plantation sector. The 
choice of the three leadership styles, namely 
charismatic, transformational and authentic is 
justified by the significant relationships with some 
constructs of organisational innovativeness. In this 
study, organisational innovativeness is characterised 
by organisational-based innovativeness and 
leadership-based innovativeness which is confirmed 
by the literature. 
 The findings suggest that there is a significant 
positive relationship between charismatic leadership 
style and both the organisational- and leadership-
based innovativeness. The relationship found support 
from previous researches (Jayakody, 2008; Paul et 
al., 2002). It implies that in order for the estate 
managers to manage and try new ideas, they need to 
display individual personality by virtue of which they 
are considered to possess powers or qualities to drive 
the plantation organisations toward the right 
direction. 
 However, both the transformational and 
authentic leadership styles are positively and 
significantly related to organisational-based 
innovativeness. In view of the characteristics of these 
leadership styles, the estate managers need to display 
their transformational and authentic leadership styles 
to inspire their followers to perform beyond 
expectations and are transparent, ethical and open to 
suggestions to maintain the level of innovativeness 
for the good of their plantation organisations (Kaiser 
et al., 2008). 
 The findings can be interpreted in several ways. 
There is no one best form of leadership style where 
each of them would result in different outcomes as 
far as innovation is concerned. This may explain the 
reason as to why although leaders are perceived to be 
good and possess leadership qualities, such qualities 
cannot be converted into business results effectively 
such as innovation in this case. The leaders of the 
plantation sector need to practice different leadership 
styles in order to drive innovation, whether at the 
organisational or personal level to suit to the 
operations and characteristics of employees. 
 Specifically, the findings present leadership 
styles from different dimensions based on the 
perspective of estate managers. The ability of 
authentic leaders to drive employee involvement or 
high level of participation of team members is 
evident, whilst emphasising on the visionary and 
enthusiastic transformational leadership, motivating 
subordinates to obtain a high level of participation 
from employees and ensuring the widespread 
agreement about clear goals and strategy (Ogbonna 
and Harris, 2000).  

 Similarly, the importance of authentic and 
charismatic leaderships for adoptability of the 
internal environment to suit the changing demands 
from the external environment is a pre-requisite for 
innovative initiatives in the plantation sector. At 
present, the leadership has been focusing on its 
internal environment than responding to external 
demands which has made the sector ‘blind’ to 
external opportunities, market conditions and 
customer needs. This is not something new as the 
colonial management systems still exist, where high 
control is placed by management and dependency by 
followers is expected, even to date. This calls for a 
shift from the primary focus of conformity to 
challenging the status quo. Without appropriate 
leadership styles, employees will be reluctant to 
adopt new practices within such a deep rooted 
environment, customs and practices.  
 Unfortunately, operational efficiency of leaders 
and the limited exposure of estate managers make 
them believe that their leaders and they themselves 
are good and effective in driving innovation (Bryne 
et al., 2009; Elkins and Keller, 2003). There are 
possibilities of some leaders possessing the qualities 
required for innovation to take place. However, due 
to the prevailing structure and culture, such qualities 
cannot be practiced. It is for this reason that 
Letamendia and Marzo (1993) emphasise on the 
importance of an ‘innovative attitude’ within the 
plantation industry. It is only through a clear mission 
from the top, consistent message for change and a 
culture supportive of innovation through involvement 
of employees that innovative measures can be 
realised. 
 The findings have hence challenged the 
traditional belief of ‘hierarchy’ for effective 
leadership to high level of participation of team 
members through greater reliance on coordination. 
This is primarily due to the better informed and 
educated current workforce against the least 
informed and educated ones in the past. More and 
more managers are believed to be sincerely interested 
to see innovative measures taking place in the sector. 
This could possibly be achieved through authentic 
and transformational leadership, led by charismatic 
leaders. 
 A unique feature of the Sri Lankan plantation 
leadership is that the greater majority of the Chief 
Executive Officers being ex-planters themselves who 
begun their career as planter trainees upon leaving 
school. They have excelled in the operational aspects 
of managing estates. However, the type of 
competencies required at the strategic level is vastly 
different from what is required at the operational 
level. There is a tendency for them to believe that 
they have the necessary pre-requisites to manage the 
organisations well due to their past success in 
managing operational issues. Lack of strategic 
acumen, coupled with formal education and training 
imply that continuous training and development is 
necessary in order for them to understand the 
underlying business complexities in the present day 
context to develop and implement strategies based on 



657                                                           Neil Bogahalande and Siong Choy Chong, 2015 

Australian Journal of Basic and Applied Sciences, 9(23) July 2015, Pages: 648-658 

the anticipated global trends in the future, diversify 
and add value to end products for better margins as 
well as to understand that agronomy is only one 
aspect of business. 
 
Conclusion: 
 Innovation is very important to different 
industries and the Sri Lankan plantation sector is of 
no exception. Its importance is manifested in its 
ability to survive and sustain the competitive 
pressure, particularly in the face of the innovative 
measures that other countries have adopted. The long 
existence without product and process innovation has 
resulted in the Sri Lankan plantation sector reaching 
the optimal level in labour and/or land productivity 
and cost structure. It is important to realise that 
planters cannot carry plantations anymore in the 
same manner as in the past. It is timely that the estate 
managers change their current traditional leadership 
styles for a more innovative approach. They have the 
ability to do so given the cultural values of Sri 
Lankans. They must realise that changes must come 
from the top, without which, it would be impossible 
for innovative measures to become reality. Further, 
such measures will have a spill over effect on the 
smallholding sector which is coming up in 
importance. 
 The leadership of the estate sector should 
understand this bitter truth and alter their leadership 
styles in order to facilitate innovation for the 
betterment of the industry and country at large. It is 
hoped that the findings shed lights on the measures to 
be taken by the sector, or at least paves the direction 
on where to begin with to change from the current 
approach of ‘cost reduction and perceived 
incremental improvements through traditional 
leadership approach’ to ‘great value addition on 
crops and finished goods through appropriate 
leadership styles’.  
 Another spinoff benefit from this study that can 
be further taken up in future research is the revelation 
of different dimensions and opportunities in the area 
of market potential of the Sri Lankan plantation 
related produce and the importance of focusing on 
this area. Such an outlook requires shifting the 
current focus away from merely shipping bulk tea 
and the importance of virgin coconut oil for 
Alzheimer disease. This approach will result in 
higher revenue for the same volume and thereby 
contribute to the industry and the country at large. 
For researchers, it is hoped that more studies can be 
conducted to build upon the current work. 
 This study has several limitations and therefore, 
care has to be exercised when interpreting the 
findings. First, the Sri Lankan plantation sector 
comprises two sub-sectors, namely the estate sector 
and the smallholding sector. This study focuses only 
on the estate sector since it ideally matches with both 
the variables. The long establishment and uniformity 
of the estate sector in terms of systems and 
management practices suggest relevance of this 
research. However, the smallholding sector can be 

important as well which should be addressed in 
future research. 
 Second, even though confidentiality was 
assured, there are possibilities of misreporting 
amongst the respondents due to unwarranted fear of 
repercussions, looking at the culture of the plantation 
sector and the Sri Lankans. Related to this is that the 
responses are based purely on perceptions and 
beliefs, no on hard facts. Although such an 
evaluation should provide a reasonably accurate 
indication on the evaluated criteria, future research 
can consider organisational data and interviews to 
complement the statistical results. 
 Third, this study has not examined the degree of 
innovativeness on business results which is important 
in order to measure the success of innovation as well 
as to suggest strategies that can help the plantation 
industry to revive. Related to this is other sources of 
organisational innovativeness which may be 
important but not covered in this study. This is 
another area in which future studies should explore. 
 Finally, this study is limited only to the context 
of plantation industry in Sri Lanka. Therefore, care 
must be taken to generalise the findings to other 
industries and/or countries. Replicating the study on 
different industries and/or countries will determine 
the validity of the findings. 
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