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Abstract: Research objectives were to determine a functional framework and to synthesize a causal
model of leadership behavior, job satisfaction, organizational commitment, and job performance of sugar
company employees in Thailand. The study reported the responses of 591 operational employees from 24
sugar companies operating in different parts of Thailand. Data were analyzed with descriptive statistics
using SPSS (version 11.5) and path analysis using LISREL (version 8). Research findings indicated that
dimensions of leadership behavior, job satisfaction, and organizational commitment have mediated
positive effect on job performance. Organizational commitment positively mediates the relationships
between leadership behavior and job performance and between job satisfaction and job performance.
Furthermore, leadership behavior is positively correlated with job satisfaction.
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1. Introduction

Leadership behavior has direct and matchless impact on the work environment, work outcomes, and the
success of organizations (Kritsonis, 2004). To have high level of organizational performance and
effectiveness, it is vital that both employee and employer should have high level of satisfaction (Lok &
Crawford, 2003); therefore, their level of satisfaction has positive relationship to the success of the
company. The dissatisfaction of employee will lead them to less work commitment and high turnover
intention from the organization, as well as physical withdrawal or they may retreat from the organization
emotionally or mentally. On the other hand, job dissatisfaction not only increases intention to quit but
also reduces the contribution of the employee to the organization (Lok & Crawford, 2003). Research
objectives were to determine a functional framework and to synthesize a causal model of leadership
behavior, job satisfaction, organizational commitment, and job performance of sugar company employees
in Thailand.

2. Review of Literature

Daft (2005) defined leadership behavior as an influence relationship among leaders and followers who
intend real changes and outcomes that reflect their shared purposes. The most influential contingency
approach to leadership is the Path-Goal theory, developed by Robert House (Robbins, 2005). This theory
states the main goal of the leader is to help subordinates attain the subordinates’ goals effectively, and to
provide them with the necessary direction and support to achieve their own goals as well as those of the
organization (Silverthorne, 2001). The behavior of effective leadership can assist in the improvement of
organizational performance (Fenwick & Gayle, 2008). Leadership style is the way that leaders behave
toward or treat the individuals they are leading (Ehrhart, 2004). Drucker (1993) indicated that the
quality and performance of managers are the key criteria in deciding organizational success. The 45% to
65% of the total factors causing success or failure of organization are decided by leaders (Bass, 1990).
Leadership style has influence on employees’ behavior, including their adoption of the firm’s strategy and
organizational value and has been linked to both organizational outcomes and employees’ work
performance (Ehrhart, 2004). Supportive leadership includes leadership behavior such as talking to
people, supporting their efforts, giving them hope, and solving their problems of decision-making process
(Rollinson & Broadfield, 2002). Supportive leaders are the ones who show concern for their followers and
establish an open, friendly, and approachable group climate, along with the ability to equally treat their
co-workers (Hanson, 2003; Lunenburg & Ornstein, 2000).

Emotions and personal expectations are taken into consideration in supportive leadership. Leaders tend
to stray from the path they follow for the sake of happiness and satisfaction of their followers (House,
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1971). Supportive leadership is the most effective leadership behavior on subordinates (House &
Terence, 1991). Directive leadership is described as the situation where leader gives complete and
essential directives on a particular subject (House, 1971; House & Terence, 1991). Telling the
expectations to those under the command (followers), planning, programming, controlling goal
performance, and bringing out standards in behavior are the behavior of directive leadership (Hanson,
2003; Lunenburg & Ornstein, 2000). Directive leaders in organizations could be described as having
characteristics such as dominating over the employees, observing whatever teachers do, controlling
activities, performing autocratic characteristics, and talking more than listening (Hoy & Miskel, 2001).
Participative leadership is associated with consensus, consultation, delegation, and involvement (Bass,
1981). Results revealed that employees who perceive their managers as adopting consultative or
participative leadership behavior are more committed to their organizations, more satisfied with their
jobs and higher in their performance (Yousef, 2000). Because of the consultative nature of participative
leadership, it has the potential to enhance the dissemination of organizational and managerial values to
employees. Employees who work for a participative leader tend to exhibit greater involvement,
commitment, and loyalty more than employees who work under a directive leader (Bass, 1981).
Concerning Valez (1972), job satisfaction has two components of intrinsic job satisfaction (level of
satisfaction with features associated with the job itself) and extrinsic job satisfaction (level of satisfaction
with various features associated with the environment).

Williams and Hazer (1986) stated that job satisfaction is associated with aspects of work environment
and would develop more quickly than organizational commitment, which would require a worker to
make a more global assessment of his relationship or her relationship to the organization. Job satisfaction
is an immediate antecedent of intention to leave the workplace and turnover. Unsatisfied workers will
leave their jobs more than their satisfied colleagues (Martin, 1990). According to Fogarty (1994), job
satisfaction refers to the extent to which employees gain enjoyment from their efforts in the workplace.
Satisfaction can be considered as either positive or negative evaluative judgments made by people about
their job or work situation (Weiss, 2002). Job satisfaction is defined as a person’s evaluation of his or her
job and work context (McShane, 2004) and as a global feeling about the job or as a related constellation of
attitudes about various aspects or facets of the job (Spector, 1997). Job satisfaction is a pleasurable or
positive emotional state resulting from the appraisal of one’s job or job experiences (Locke, 1976). Job
satisfaction has been identified as a major requirement for organizations which aim to achieve excellence
in their organizations (Chiboiwa et al,, 2011). Job satisfaction has been associated with organizational
commitment (Boles et al., 2007; Cohen, 2006; Cooper-Hakim & Viswesvaran, 2005; Pool & Pool, 2007).
Mosadeghrad (2003) defined job satisfaction as an attitude that people have about their jobs and the
organizations in which they perform these jobs. Furthermore, Robbins and Judge (2009) defined job
satisfaction as a positive feeling about one’s job resulting from an evaluation of its characteristics.

Job satisfaction is generally recognized as a multifaceted construct that includes employee feelings about
a variety of both intrinsic and extrinsic job factors. Furthermore, job satisfaction is an emotional reaction
and behavioral expression to a job that results from individual assessment of his or her work
achievement, office environment, and work life (Golbasi et al., 2008). Job satisfaction includes several
related attitudes. For example, people can experience emotional responses to remuneration, promotion
opportunities, relations with superiors and colleagues, and the work itself (McKenna, 2006). According to
Randeree and Chaudhry (2007), job satisfaction affects productivity of employees in a culturally
diversified environment. When employees are satisfied with their jobs, they effectively perform in their
jobs (Golparvar & Javadian, in press). Furthermore, Dormann and Zapf (2001) concluded that job
satisfaction is one of the most researched concepts. It serves as central to work and organizational
psychology. It serves as mediator for creating relationship between work conditions, on the one hand,
and individual/organizational outcome on the other hand (Dormann & Zapf, 2001). According to Allen
and Meyer (1990), organizational commitment has three components of affective commitment,
continuance commitment, and normative commitment. Affective commitment refers to the employee’s
emotional attachment to, identification with, and involvement in, the organization (Allen & Meyer, 1990).
Continuance commitment refers to commitment based on the costs that employee associates with leaving
the organization (Allen & Meyer, 1990). Normative commitment refers to employee’s feeling of obligation
to remain with organization (Allen & Meyer, 1990).

Organizational commitment refers to an employee’s belief and loyalty to the organization (Hackett et al.,
2001). Organizational commitment is a subjective measure that captures employees’ perceptions of their
identification with their organizational core values, their intent to stay with their organization, and their



willingness to exert more effort than expected by their organization (Mowday et al., 1979). Organizational
commitment is essential for reaching such challenging goals (Klein et al., 1999) as these goals require
more effort and typically have lower chances of success than are easy goals (Latham, 2007).
Organizational commitment has been conceptualized as a psychological state or mindset that binds
individuals to a course of action relevant to one or more targets, and a willingness to persist in a course of
action (Cooper-Hakim & Viswesvaran, 2005). Organizational commitment is a strong belief in and
acceptance of the organizational goals, willingness to exert considerable effort on behalf of the
organization and a desire to maintain organizational membership (Porter et al, 1974). As such,
commitment is different from motivation that commitment independently influences behavior of other
motives and attitudes, and may lead to persistence to a course of action even if this conflicts with motives
(Meyer & Herscovitch, 2001). Interest in organizational commitment has been largely stimulated by its
demonstrated positive relationship to work behaviors such as job satisfaction, high productivity, and low
turnover (Cohen, 2003). Herscovitch and Meyer (2002) defined organizational commitment as the degree
to which an employee identifies with the goals and values of the organization and is willing to exert effort
to help it succeed.

Organizational commitment is of considerable interest to psychologists because there is strong evidence
of links between high levels of commitment and favorable organizational outcomes (Angle & Perry,
1983). Organizational commitment is a form of psychological contract, which employees make in
response to the benefits provided by the organization (Angle & Perry, 1983). With the increasing speed
and scale of change in organizations, managers are constantly seeking ways to generate employees’
commitment, which translates to the competitive advantage and the improved work attitudes such as job
satisfaction, performance, absenteeism, and turnover intentions (Lok & Crawford, 2001). Research
studies indicated that leadership behavior is positively related to job satisfaction (Appelbaum et al., 2004;
Yousef, 2000). Furthermore, Kim (2002) stated that there are positive relationships among participative
management style, job satisfaction, and organizational commitment. Furthermore, leadership behavior is
positively linked to job performance (Dawson et al.,, 1972; Euske & Jackson, 1980; Swanson & Johnson,
1975). Organizational commitment is positively correlated with job performance (Baugh & Roberts,
1994; Brett et al., 1995; Ward & Davis, 1995). Employees, who have an affective commitment toward
organization (Allen et al., 2003) have high loyalty and job performance (Eisenberger et al., 1990). Job
satisfaction can motivate employees to work hard and to promote organizational performance (Huang &
Chi, 2004; Lam et al., 2002). In addition, Ribelin (2003) concluded that leadership can improve job
satisfaction and organizational performance. Previous studies demonstrated that job satisfaction is a
predictor of organizational commitment (Caykoylu et al., 2007; Chen, 2007; Yang, 2010).

3. Methodology

Data for this study were collected from 591 operational employees out of 10,743 operational employees
working in the 24 sugar companies in Thailand by using Yamane’s formula (Yamane, 1970) for a 96%
confidence level with a 4% margin of error by the proportional random sampling method. All the
constructs were operationalized based on a seven - point Likert scale ranging from 1 (strongly disagree)
to 7 (strongly agree). Data were analyzed with descriptive statistics using SPSS (version 11.5) and
assessed with confirmatory factor analysis (CFA) to confirm the heterogeneity of all constructs and path
analysis (Joreskog & Sorborn, 1993) to detect the cause-effect relationships among various dimensions of
main constructs of the study using LISREL (version 8) on a structured questionnaire containing standard
scales of leadership behavior, job satisfaction, organizational commitment, and job performance, besides
some demographic details like age, education, and tenure with the organization. The 13-item measure of
leadership behavior as participative (5 items), supportive (4 items), and directive (4 items) developed by
Harris and Ogbonna (2001), based on previous research of House (1971). Organizational commitment
was measured using Organizational Commitment Questionnaire (OCQ) developed by Allen and Meyer
(1990) comprising 18 items measuring affective commitment, continuance commitment, and normative
commitment. Job performance was measured using questionnaire developed by Stevens et al. (1978)
comprising two dimensions of job performance, namely quality of performance and productivity. Job
satisfaction was measured using the Minnesota Satisfaction Questionnaire (MSQ) developed by Weiss et
al. (1967) comprising 20 items measuring intrinsic job satisfaction and extrinsic job satisfaction.

4., Results and Discussion

A functional framework and a causal model were synthesized. Research findings indicated that



dimensions of leadership behavior, job satisfaction, and organizational commitment have mediated
positive effect on job performance. Organizational commitment positively mediates the relationships
between leadership behavior and job performance and between job satisfaction and job performance.
Furthermore, leadership behavior is positively correlated with job satisfaction.

Figure 1: Functional Framework and Causal Model
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Key: LB = Leadership Behavior, PLB = Participative Leadership Behavior, SLB = Supportive Leadership Behavior, DLB
= Directive Leadership Behavior, JS = Job Satisfaction, IJS = Intrinsic Job Satisfaction, EJS = Extrinsic Job Satisfaction,
OC = Organizational Commitment, JP = Job Performance, QP = Quality of Performance, PD = Productivity

Regarding the functional framework and causal model, there are lots of researchers studying the
relationships of leadership behavior, job satisfaction, organizational commitment, and job performance in
a wide variety of fields. The functional framework was positively compatible with the following research
findings. Leadership behavior, job satisfaction, and organizational commitment are positively linked to
job performance. Several methodological studies demonstrated that employees who are supported from
their organization are satisfied with their job (Riggle, et al., 2009; Tansky & Cohen, 2001). Employees who
are satisfied with their jobs give a better performance (Robbins & Judge, 2009) and contribute to
organizational effectiveness (i.e, commitment and turnover intentions). The result that job satisfaction
influences various facets of organizational commitment would be of benefit for managers in the sense
that they should make every effort to improve job satisfaction for their employees to enhance
commitment to their organizations. Employees who attach to their organization show better performance
and more meaningful contributions (Meyer & Allen, 1997). Organizations or supervisors should spend
reasonable and intensive time with their employees through supportive activities like socialization and
training (Karatepe & Uludag, 2007). Employers or managers would like their employees to be willing to
work on behalf of the organization, to accept the goals and values of the organization, and to have a strong
sense of motivation to remain in their organization. Leaders need to realize the impact of their personal
leadership styles upon their employees’ commitment to the workplace, and that the success of their
endeavors is dependent on the shared values and norms within the organization.

5. Conclusion

The purposes of this study were to determine the functional framework and to synthesize the causal
model of leadership behavior, job satisfaction, organizational commitment, and job performance for sugar
company employees in Thailand. The findings showed that the leadership behavior, job satisfaction, and
organizational commitment have the strength to mediate positive effect on job performance. In relation to
the functional framework and causal model, this result was the extent to which leadership behavior, job
satisfaction, and organizational commitment have mediated positive effect on job performance.
Organizational commitment positively mediates the relationships between leadership behavior and job
performance and between job satisfaction and job performance. Furthermore, leadership behavior is
positively correlated with job satisfaction. Employees who perceive their superiors as adopting
consultative or participative leadership behavior are more committed to their organizations, more
satisfied with their jobs, and higher in their job performance. Furthermore, the results that the



relationships between organizational commitment and the work outcomes of job satisfaction and job
performance are positive and significant indicate that those who are committed to their organizations are
more satisfied with their jobs. According to the results, improving organizational commitment and job
performance requires the adoption of the appropriate leadership behavior in order to enhance the level
of job satisfaction and in turn the levels of both organizational commitment and job performance.

Recommendations: Leadership behavior and job satisfaction help organizations move toward better job
performance through organizational commitment. Organizations aiming to increase job performance and
achieve business goals should focus on developing leadership behavior, job satisfaction, and
organizational commitment. Future research can benefit from a larger sample to bring more statistical
power and a higher degree of representation. This study was done by empirically investigating Thai firms.
Cultural limitation should be considered and it is suggested that future research should be done in other
variables (i.e., organizational justice, organizational citizenship behavior, organizational learning, leader-
member exchange, job involvement, and employee engagement) to develop job performance and achieve
business goals.
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