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This study examines the rel ationships between leadership attributes, behaviours and effectiveness
of principals at private vocational high schoolsin Taiwan. The study was designed to contribute to
an understanding of the types of |eadership behavioursthat are conduciveto effective performance
and the attributes that predispose those behaviours. The sample consisted of 1,528 subjects, drawn
from private vocational high school teachers across Taiwan. As measured by the Multifactor
Leadership Questionnaire, the four transformational behaviour factors of charisma, intellectual
stimulation, individualised consideration and inspiration were highly and positively related to per-
ceived overall leader effectiveness. The transactional factor of contingent reward had a mid-range
correlation with perceived overall effectiveness. The transactional behaviour factor of manage-
ment by exception had the lowest positive correlation with perceived overall effectiveness. The
non-leadership behaviour factor of laissez-faire had alower but negative correlation with perceived
effectiveness. As measured by the Leader Attributes Inventory, all 35 leadership attributes were

strongly and significantly related to perceived overall leader effectiveness.

INTRODUCTION

Thereareamost as many different definitions of |ead-
ership as there are persons who have tried to con-
clude the concepts; many of the definitions are not
rigor. Leadership may be defined as afocus of group
processes, the art of inducing compliance, the exer-
cise of influence, an act of behaviour, a persuasion, a
power relation, an instrument of goal achievement, an
emerging effect of interaction, a differentiated role,
theinitiation of structure, and so on [1].

Theeconomic, technol ogical, demographic and edu-
cational context in which vocational education is
practiced is changing [2]. These changes and their
potential impacts upon vocational education are sig-
nificant. Consequently, vocational education has been
challenged to provide more basic skills, science and
mathematics, social science, computer science and
critical thinking skillsinitsprogrammes[2]. Vocational
education must adjust itsrole and function in order to
remain viablein the changing environment.
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On the other hand, all 102 private vocational high
schools are suffering from a decreasing student popu-
lation. Most of them plan to transform into compre-
hensive high schools if their performance achieves
those standards established by the Department of
Education in Taiwan [3]. Leadership becomes ex-
tremely important to organisations in unstable situa-
tions. Therefore, it is critical to note that the future
effectiveness of vocational education, its ability to
adapt constructively to its changing context, rests
to alarge degree upon the quality of leadership in the
field[4].

TheL eadership of Principals

Effectiveleadership for principalsof private vocational
high schoolsisvital inthiseraof transitionto aninfor-
mational and technological age. This is because or-
ganisationa examinations, regarding objectives, struc-
ture, clarity and climate, become important during the
transition period [5].
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Arcy has indicated that an administrator must
skilfully utilise leadership abilitiesin establishing and
maintaining viable and progressive educational
programmes [6]. Lutz has also pointed out that dueto
the vast changes in human expectations and needs, as
well as rapidly changing technology, vocational
education requires efficient and effective leaders as
never before [7]. Moreover, most people in the area
of vocational education believed that vocational
education urgently needs astute and creative leaders
at al levelsin order to adapt to changes.

However, little is known about how to select and
prepare these leaders at present. Despite the great
need of effective leadership in vocational education,
most of the principalsat private vocational high schools
observed that the field was making almost no effort to
develop these leaders. With increasing demand for
effective leadership in engineering education,
selection of principals for private vocational high
schools should not be based solely on traditional
criteria but on the types of leadership qualities they
pOSSESS.

Leadership Theories

The theory of leadership in the first half of the 20"
Century focused largely on the great man explana-
tion. Thiswasfollowed by trait theory, which attempted
to identify the personality traits or characteristics of
successful leaders. Theory then moved to the leader-
ship style, the situation theory, and the contingent
theory. And now, theory movesto focus on what Bass
has called transformational |eadership [8].

Transformational leadership has a positive corre-
lation with how effectivetheleader is perceived to be
by subordinates, how much extra effort subordinates
will expend for the leader, how satisfied the subordi-
nates are with the leader, and how well subordinates
have performed as viewed by the leader [9].

Theearly reviewsof literature by Stogdill and Mann
found that there were no rel ationships between intel-
ligence and personality factors and leadership.
Recently, however, Lord, DeVader and Alliger have
shown by means of meta-analysis methods that these
attributes are significantly and consistently related to
leadership. Moreover, Lord et a also indicated that
attributes could transfer across situations to guide
behaviour in awide range of tasks, contextsand groups
[10]. For instance, attributes determine the tendency
of an individual to use transactional or transforma-
tional behaviours[11].

Jago defined leadership as both a process and a
property. As a process, leadership is the use of non-
coercive influence to direct and coordinate the

activities of the members of an organised group
toward accomplishment of group objectives. As a
property, leadership is ascribed to an individual by
members of the group when they perceive the indi-
vidual to possess certain attributes. The definition
explains that |eadership can be fully understood only
by both leadership behavioursand |eadership attributes
[12].

Moss has provided a conceptualisation of |eader-
ship in vocational education that depicts the relation-
ship among a leader’s attributes, behaviours and
effectiveness. He believes that while it is a leader’s
behaviours that influence group performance, it
is a leader’s attributes that shape those behaviours
[13]. He also listed a set of |eadership attributes that
were hypothesised to predispose desirable leader
behaviours. Therefore, it ismeaningful to explorethe
relationship among leadership attributes, leadership
behaviour and |eadership effectiveness [13].

Liangindicated that all |eadership attributes, which
were selected by Moss, were strongly related to
perceived leader effectiveness [14]. Charisma, intel-
lectual stimulation, individualised consideration and
inspiration were strongly and positively related lead-
ership attributes[15].

PURPOSE

The purpose of this study was to examine the rela-
tionshipsamong leaders’ attributes, behavioursand the
effectiveness of principals at private vocational high
schools. The study attempted to provide answers to
thefollowing research questions:

*  What is the relationship between selected lead-
ership behavioursand leadership effectiveness of
principalsat private vocational high schools?

e What isthe relationship between selected |eader
attributes and leadership effectiveness of princi-
palsat private vocational high schools?

e What is the relationship between selected
leadership behaviours and selected leader
attributes of principalsat private vocational high
schools?

THE DESIGN

Population and Sample

The population of the study was the 8,962 full-time
faculty from the 102 private vocational high schools
across Taiwan in 1999. The sample consisted of 1,528
subjects, selected in a disproportional stratified
random sampl e by institute and gender.
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Instrumentation

The research instrument was composed of two ques-
tionnaires. The first was the Multifactor Leadership
Questionnaire (ML Q) designed by Bassin 1985 and
revised in 1997 [16]. The questionnaire consists of
threetypes of leadership styles, covering transforma-
tional, transactional and non-transactional |eadership
styles. Transformational leadership consists of four
factors, which are charisma, individualised considera-
tion, intellectua stimulation, and inspiration. Transac-
tional leadership consists of two factors, which are
contingent reward and management by exception.
Non-transactional leadership containsjust onefactor:
laissez-faire.

A principal components factor analysis was
utilised with avarimax rotation. The seven factorsused
in the MLQ accounted for 89.5% of the common
variance. These factors provided acceptable interna
consistency [17].

Each factor consisted of ten items, except for the
factor of inspiration, which had just sevenitems. Each
item had five possible responses[18].

The second instrument was the Leader Attributes
Inventory (LAI), which was compiled by Moss in
1988 and revised in 1994. He tested and found the
35 characteristics and management attributes that
were most likely to predispose desirable leadership
behaviours[19].

Data Collection

The two instruments were mailed directly to each
faculty member of the selected sample. The package
included a cover letter describing the purpose of the
study, the LAQ and MLQ, plus a stamped return
envelope. The usable return rate for the first mailing
was about 46.32%.

A second set of instruments was then mailed to
the persons who had not returned the first set. At the
same time, follow-up phone calls were made in an
effort to increase the return rate. As a result, 915
usable questionnaireswere returned with areturn rate
of 59.88%. Of this, 411 were from males and 504
were from females.

Data Analyses

All statistical analyseswere manipulated by SPSSfor
Windows release 6.0 on PC. In this study, both
descriptive and inferential statistics were employed,
including means, standard deviation, frequency, t-tests,
Pearson product moment correlation and multiple
regression analyses.

RESULTSAND CONCLUSIONS

At least three critical assumptions should be made
explicit beforethe conclusions of the study are stated.
First, the three-factor measure of leadership effec-
tiveness must be acceptable. Second, a simple arith-
metic mean of the three-factor measure is a better
overall measure of effectiveness than any other
combination of the three factors measures. Third, the
perceptions of faculty about the principals of private
vocational high schools' effectiveness, attributes and
behaviours are a satisfactory means of ng these
variables. Given the validity of the assumptions, the
following conclusions can be drawn from the 915
respondents.

All of the transformational behavioural factors:
charisma, intellectual stimulation, individualised
consideration and inspiration were strongly and posi-
tively related (p < 0.001) with all leadership attributes
(r = 0.76 to 0.88). Among the transactiona behav-
ioural factors, contingent reward had mid-range
positive relationships with the leadership attributes
(r=0.771t00.80, p < 0.001). The transactional factor
of management by exception had lower relationship
with the leadership attributes (r = 0.67 to 0.70). The
factor of laissez-faire had mid-range negative
relationship (r = -0.44 to -0.46, p < 0.001) with the
leadership attributes (see Table 1).

Asshownin Table 2, acombination of the follow-
ing attributeswere particularly useful in explaining the
variance in transformational behavioural factors
(R?= 0.79): A3 (optimistic); A6 (achievement-
oriented); A10 (willing to accept responsibility); A22

Table 1. Person product-moment correlation
coefficients (r) between leadership attributes and
leadership behaviours.

8 b —
=8 | 28| _2
. ST | b5 | B
L eadership style ? 5| 22 [l
£g| 58|78

5 =
Transformational leadership | 9.g6** | 0.87** | 0.88**
Charisma 0.76** | 0.77** | 0.78**
Inspiration 0.80** | 0.81** | 0.82**
Intellectual stimulation 0.80** | 0.81** | 0.83**
Individual consideration 0.78** | 0.78** | 0.80**
Transactional |eadership 0.81** | 0.83** | 0.83**
Contingent reward 0.77** | 0.79** | 0.80**
Management by exception | g.g7+* | 0.70** | 0.70**

Non-transactional leadership
Laissez-faire

**<0.01

-0.46** | -0.44** | -0.46**
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Table 2: Regression equation for |eadership attributes
(independent variable) with transformational |eader-
ship behaviours (dependent variable).

C —~

g '% | cumulativeR?

© D = Beta t

s | 53

> O° | R | Incr.
AB(Xe) 0.77 0.59 | 0.59 0.14 | 5.29**
A22(x) | 083 | 069 | 010 | 011 | 431%*
A10(x10) 086 | 074 | 005 | 015 | 6.11**
A3(x3) 0.87 0.76 | 0.02 0.14 | 5.29**
A23(Xz3) 0.88 0.78 | 0.02 0.14 | 5.32**
A28(Xzs) 0.89 0.79 | 0.01 0.11 | 4.14**
Y=6.97+1.79X6+1.40X22+1.85X10+1.68X3+1.71X23+1.34X23|

**n<0.01

Note: A3 (optimistic); A6 (achievement-oriented); A10
(willing to accept responsibility); A22(respect others);
A23 (motivating others) and A28 (team building).

(respect others); A23 (motivating others) and A28
(team building).

The relationships between thefour factorsin trans-
formational leadership and perceived mean (overall)
effectiveness had a mid-range relationship (r = 0.56
t0 0.77, p < 0.001). The relationship between contin-
gent reward and mean effectiveness was strong, and
significant at the 0.001 level (r = 0.74). The manage-
ment by exception had a weak relationship to mean
effectiveness (r = 0.54). The factor of laissez-faire
had low and negativerdationship (r =-0.37,p< 0.001)
with the mean effectiveness (see Table 3).

Table 3: Person product-moment correlation coeffi-
cients (r) between leadership effectiveness and lead-
ership behaviours factors.

Table 4 illustrates a combination of the following
leadership behaviours that were particularly useful
in explaining the variance in mean effectiveness
(R*=0.63): F, (individual consideration); F, (contin-
gent reward); F, (charisma) and F, (intellectual
stimulation).

Table 4: Regression equation for leadership behav-
iours factors(independent variable) with mean

effectiveness(dependent variable).
@ s % Cumulative
= 5 e R2
§ 32 Beta | t
> | 8% |

S R Increase

Fy 0.75 0.56 0.56 0.25 | 5.49**
Fs 0.74 0.61 0.05 0.23 | 5.31**
F. 0.71 0.62 0.01 0.21 | 5.59**
Fs 0.72 0.63 0.01 0.16 | 3.80**

Y=22.94+1.14 F,+1.11 F5+1.03 F,+0.75 F3

**n<0.01
Note: F, (individual consideration), F (contingent
reward), F,(charisma), F.(intellectual stimulation)

The relationships between theleadership attributes
factor and perceived mean (overall) effectiveness had
arelatively high relationship (r = 0.74 and r = 0.77,
p < 0.001). The relationship between the leadership
attributesfactor and goal s attainment had amid-range
relationship (r = 0.65 and r = 0.68, p < 0.001). The
relationship between the leadership attributes factor
and leadership satisfaction had the highest relation-
ship (r =0.80 and r = 0.81, p < 0.001). The relation-
ship between the leadership attributes factor and work
satisfaction also had amid-rangerelationship (r = 0.62
and r =0.66, p < 0.001) (see Table 5).

g | 25| 8 _&8
Lecdershipsyte | © | B8 | 55 | B _ _
ersnipstyle | o gz | 32 | =3 Table 5: Person product-moment correlation coeffi-
3 B B e cients (r) between leadership effectiveness and
|eadership attributes.
Tranformational | 0.69** | 0.82** | 0.67** | 0.78** P
Fnha?rif?ﬁn 0.61** | 0.77* | 0.61** | 0.71**
=P 0.60** | 0.70** | 0.56%* | 0.67** £ a5 5
Intellectudl 0.64** | 0.75%* | 0.625* | 0.72* g 58| <8
stimulation ' ' ' ' 13 % ?j g g é >
Individual N2 D 3
consideration | 0-66°* | 0.77** | 0.77+* | 0.75** g o i i
Transactional 0.64** | 0.76** | 0.63** | 0.72** Persona
Contingent ona 0.68** | 0.81** | 0.66** | 0.77**
reward 0.64** | 0.78** | 0.66** | 0.74** characteristics
Management 0.49** | 0.56** | 0.56** | 0.54** Manegenmt 0.65* | 0.80** | 0.62** | 0.74**
by exception attributes ' ' ) )
Non-transactiona | oev | o a1ss | aoss | ares Total leadership * % * *
L sissez faire 0.3 0.41** | -0.32** | -0.37 At butes 0.68** | 0.82** | 0.66** | 0.77*
**p<0.01, *p<0.05 **p<0.01



The Relationships between Leadership Attributes...

Table 6 showsthat a combination of thefollowing
leadership behaviours were particularly useful in ex-
plaining the variance in mean effectiveness (R?= 0.64):
A23 (motivating others); A34 (commitment to the
common good); A17 ( ideological beliefsappropriate
to the group); A22 (respect others) and A6 (achieve-
ment-oriented).

Table 6: Regression equation for leadership attributes
(independent variable) with mean leadership effec-
tiveness (dependent variable).

i} S CumulativeR

g 32 Beta | t

> 5§

Ug R> |Increase

A23(xz) | 073 | 053 | 053 | 029 |851**
A34(x3q) 0.71 0.60 0.07 0.21 |6.01**
A17(X17) 0.68 0.62 0.02 0.14 |4.95**
A22(X2) 0.67 0.63 0.01 0.15 |4.61**
A6(Xe) 0.65 0.64 0.01 0.13 (4.17**
Y =21.55+4.79 Xo3+3.57X34+2.45X17+2.52X »+2.25X¢

**p<0.01

IMPLICATIONSFOR PRACTICE

The relationship among leadership attributes, trans-
formational leadership behaviours and leadership
effectiveness wasrelatively high for the principals at
private vocational high schools in this study, as
perceived by their faculties. Thisindicates that some
leadership training might be helpful. Private vocational
high schools can begin to create and provide learning
experiences that develop those leadership attributes
and | eadership behavioursthat are amenableto change.

Learning experiences that develop leadership
attributes should be designed to induce present and
potential principa sto behave astransformational lead-
ersaswell asto utilise transactional behaviourswhen
needed.

L eadership attributes amenableto further improve-
ment by reasonabl e educational efforts should be used
as selection criteriafor positions that demand | eader-
ship behaviours.
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