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Leadersin schools face more critical challenges than before and thisis compounded with the more
complicated and changeable surroundings and the higher quality requirement of education. This
study aims to develop a new model on three-dimensional leadership, and to construct a Three-
dimensional Leadership Inventory - a quantitative instrument to measure the leadership behaviour
of the administrators in technological and vocational schools, including president, board director,
department head and chief, by means of cultural viewpoint. The basic assumption of this research
isthat under the influence of Chinese cultural values, Chinese people have unique cognition about
leadership; moreover, the leadership behaviour aso reflects some characteristics of Chinese
culture. The Three-dimensional L eadership Inventory showed very satisfactory results; the internal
consistency, the exploratory factor analysis and the confirmatory factor analysiswere good. A field
test was also applied to the faculty in technol ogical and vocational schools.

INTRODUCTION

L eadership has been accepted to be the key factor of
organisational effectiveness[1-3]. Mosley, Pietri and
Megginson defined leadership as a process of influ-
encing individual and group activities towards goal
setting and goal achievement [2]. In addition, the
contribution of leadership can include the handling of
highly complicated and changeabl e things.

L eaders commit to the challenge and movetoward
opportunities. They articulate a shared vision of the
future and mobilise members to struggle for shared
aspiration [3]. Therefore, an organisation’s effective-
ness and workers' job satisfaction are deeply influ-
enced by leadership.

Technological and Vocational Education

Itisgenerally recognised that technological and voca-
tional education (TVE) has played an important role
in Taiwan's economic development. In the 1950s,
domestic production was labour-intensive, the teach-
ing of entry-level skillsat the junior high school level
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ensured that there was a sufficient labour pool to meet
demands.

Later, in the late 1960s, production gradually
became more skill-intensive. Vocational high schools
were developed to train entry-level workers, and
junior collegeswere established to educate peoplefor
mid-level technical and managerial positions.

By theearly 1970s, industry was entering a capital -
intensive phase and there was an increased demand
for individuals with well developed managerial and
leadership skills. Thefirst ingtitute of technology was
established in order to provide further educational
opportunities to graduates of vocational high schools
and junior colleges. More institutes were added,
offering master and doctoral degree programmes[4].

Nowadays, the TVE system in Taiwan isprovided
at three levels:

Vocational high schools;
Junior colleges of technology;
Colleges/universities.

Over 1.3 million students and 300,000 teachers are
included under the system. Studentsin each level can
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sit for national certification examinations to get
related professional licenses. They can also sit for
related national examinations after graduation in
order to get positions in government agencies [4].

In the new era of 21% Century, coupled with the
enormous changes in the domestic and international
situation, TVE in Taiwan also faces numerous chal-
lenges, such as a stricter accountability, amove from
aloca economy to a global economy, and pressures
of afaster and faster turnaround of technology. There-
fore, there is an urgent need to proceed to the study
of leadership in order to help the leaders in techno-
logical and vocational schools based on existing
values. Thisshouldinspirethe membersin the organi-
sation to be successful in maintaining internal stability
and external adaptability whileachieving organisational
goals[5].

CONTEXT

Scientific research on leadership issues has continued
for aimost a century [5]. The evolution of leadership
theory research has progressed from the Traits
Approach to the Behavioural Approach, then the
Contingency Approach. Nowadays, with the impact
of cognition psychology, the research of leadership
theory using the Cognition Psychology Approach has
become a new trend. The main leadership theories
adopting the Cognition Psychology Approach are:

e Competing Vaues Approach on Leadership Model
[6].

*  Multi-frames Leadership Theory [7].

»  Connective Leadership [8].

From the viewpoint of cognition psychology, every
individual possesses a frame, which he/she uses to
determineand adapt to different circumstances. Accord-
ingto thisframe, an individual defines situations and
decides on action [9]. Since every individua has a
different viewpoint of theworld, each personwill handle
situations differently. In other words, because the
world of one'sexperienceiscomplicated and ambigu-
ous, thereferring frameis adopted to define situations
and to decide strategies. The cognition frame adopted
by leaders is called leadership images of frame [7].

Impact of Culture

Getzelspointed out that theinfluence of cultureisenor-
mous and affects people's values through the social
trend of thought unconsciously and deeply, modelling
the behaviours and concepts of people in their daily
lives[10]. Assuch, theleadership behaviours of |ead-
ers and the perceptions of subordinates on leadership

behaviour are greatly influenced by cultural values
[5][11-13]. Moreover, peoplein the sametradition have
ahigher concurrent cognition of leadership [5][13-15].

Since humans cannot live independently from the
origins of culture/society/history, it is necessary to
includethe culture/society/history context in the think-
ing frame in order to understand the concept or
assumption of Chinese peopleon leadership [15]. Fur-
thermore, according to structuralism, it isundoubtedly
required to consider the context of culture/society/
history [9][16]. Thiswill contribute to understanding
the established foundation’s underlying structure of
peoplebehaviours[17][18].

However, much of the previous research in
Taiwan tended to adopt foreign inventories or models
directly without any modification. It isdoubtful whether
this research method could exactly reflect Chinese
cultural values. Besides, the results of the research
seem to draw aforced analogy in explanation due to
ignorance of the differences in cultura recognition
[19][20].

Taiwanese M od€l

So far, most of the research related to Chinese lead-
ership in Taiwan only focused on |eadership concepts
and case studies. The studies on aninventory suitable
for Taiwanese people and designed in line with
cultural concerns and supported by field tests are
needed and expected.

The Three-dimensional Leadership Model aimsto
respond to the defects of previous research and
focuseson the cultural viewpointsto construct alead-
ership model suitablefor the Chinese people. The study
adopted the documentary analysis method to analyse
the documents related to leadership, such as Analects
of Confucious (Luen-Yu), The Works of Mencius
(Meng-Tz), The Great Learning (Da-Shiue), Jung-
Uung, Han Fei Tzu, The Laws of War by Sun Tzu
(Suem-Tz-Bing -Fa), and The Romance of the Three
Kingdoms (San-Guo-Yan-I). Furthermore, the empiri-
cal results of the indigenous studies were deliberated
to establish the theoretical framework of Chinese
leadership and to collect the items of |leadership
behaviours.

According to the results of documentary analysis,
the Chinese leadership framework consists of three
frameorientations:. legality, affection and reason. These
three frame orientations corresponded to the follow-
ing three leader roles of director, family and mentor.
L eaders decide the use of these three kinds of frame
orientations in turn or to combine two or all of them
according to the situations they are faced with (see
Figurel).
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Roleof Director (Legality)
Figure 1: The Three-dimensional Leadership Model.

This Three-dimensional Leadership Model is an
attempt to identify an indigenous|eadership theory that
coversthe cultural influence on leadership cognition
and behaviours. This article compares the Three-
dimensional Leadership Model with other theoriesin
terms of the composing frame, basic assumption and
the process of influence on the results. The related
|eadership theoriesinclude the Connective L eadership
[8], the Competing Value Approach on Leadership [6],
the Multi-Frames Leadership Theory [7], and the
Situational Theory of Leadership [21] in the Contin-
gency Approach, the Transformational Leadership
[22], and the Two-dimensional Leadership Theory
from Ohio State University in the Behavioural
Approach. A comparison of thesetheoriesislistedin
Table 1.

Table 2 lists the contents and the related leader-
ship behaviours of these three frame orientations
corresponding to the three leader roles of director,
family and mentor. The meanings of these three
frames are described briefly asfollow:

e Thefirst behavioural frame of Three-dimension
Leadership Model is bound with legality. The
role taken by leaders is the role of director. The
orientationismainly based onlegalists’ concepts.
This leadership concept is developed by the
kernel of legality, art, and position. It empha-
sises that the leaders should take the leadership,
the position, then make rules for members’
behaviour with legality and finally |ead members
by utilisng skill.

« The second frame is move with affection, in
which leaderstake on therole of family. Leaders
should consider subordinates astheir own family

members, and treat them with intimacy, friendli-
ness, respect, trust, concern and consideration.
Besides, |eaders should start the mutual-benefi-
cial process, driving membersto actively contrib-
ute their strength to organisation.

e The third frame is persuade with reason. The
leader takes the role of mentor and should set a
good example of rolewith dignified character and
rich experience. Then leaders have to do intelli-
gent inspiration. That is, they should provide
guidance in working and train their subordinates
by assigning missionsin order to stimulate them
for the preparation of promotion. Finally, on
sharing and participation part, the leaders
should propose the future visions and share with
their subordinates, giving them a sense of honour
and inspiring them to complete missions by
getting them involved.

Based on the contents of these three frames,
the item bank of inventory was developed and
modified by reviewing thetransition of the leadership
concept surveyed in the literature, including the
organisational context of technological and vocational
schools.

Moreover, afield test was applied to the subordi-
natesin technical and vocational schools, abbreviated
asthefaculty inthisstudy, including department chair-
person/dean, chief, teachers and staff, to explore
the perception of leadership behaviour of faculty,
the gap between leadership behaviour expectation
and perception, and their influence on leadership
effectiveness.

RESEARCH DESIGN

LiteratureReview

Related literature was reviewed in developing the
inventory. Thefocus of the study isto understand and
explain clearly the transition of leadership concepts
and the transition regulations of the Taiwanese
people. Therefore, modern Chinese and indigenous
literature was surveyed.

The Development of theltem Bank

This study developed the item bank on the basis
of three frames covering the roles of director, family
and mentor from the Three-dimensional Leadership
Model. The items are modified according to the
transition of leadership concepts deduced from the
literature review and the situation of the subjectsin
this study.
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Table 1: A comparison of the Three-dimensional Leadership Model with other leadership theories.
Le'(a/ldoe(rjjn P Composing Frame Basic Assumptions Procgﬁe%ftil\?;gm ng
Three- Role of director Affection, legality, and The one adopting three frames
dimensional | Role of family reason are important and adjusting flexibly to
Leadership | Role of mentor components in Chinese different situations, enhances the
Model culture and culture will leadership effectiveness.
affect the leadership
recognition and behaviour
of people.
Connective | Direct to the point Leadership can be learned. | Leadership effectiveness
Leadership | Emphasise Leaders haveto learn becomes higher when one has
[8] relationships different leading stylesto | more achievement styles and can
Usetoolswell enhance leadership work out adequately by
effectiveness. situations.
Competing | Guide, Producer, The role behaviour of Outstanding leaders have a
Value Agent, Reformer, leadersis based on the balancing ability on the eight
Approach on | Instructor, Assistant, | individual leader svaue kinds of roles.
Leadership | Supervisor, system.
Model [6] Coordinator
Multi-frames | Structure frame Multi-framed organisation | Superior leadership effectiveness
Leadership | Human resource Multi-framed |eadership can be obtained through the use
[7] frame of more frames.
Politic frame
Symbolise frame
Transform- | Characteristic From the viewpoint of Inspire subordinates to surpass
ational leadership morals and culture, the concept of practical mutual-
Leadership | Individual concern | emphasisis on providing deal and develop the potential to
[22] Intelligence the high-level satisfaction | do missions that are beneficial to
inspiration of insideto transformthe | the organisation.
relationship of the contract
and encourage subordi-
nates active behaviour.
Situational Mission-oriented L eadership effectiveness Different leadership model needs
Theory of Relationship- could be influenced by the | to cooperate with subordinate s
Leadership | oriented situation element, which is | maturity of work and mind to
[21] Subordinate subordinate maturity. develop leadership effectiveness.
maturity
Behavioural | Consideration Interact with four different | Adopting high consideration and
Theory Initiating structure | leadership models by high initiating |eadership model
(Ohio State consideration and obtains superior effectiveness
Univ., 1950) initiating. than other frames.

Expert Validation

The purpose of the expert consulting conference was
to identify the appropriateness of the explanation of
the leadership concept transition and the transition
regulation. Moreover, the fithess and compl eteness of
|eadership behaviour orientation and the devel opment

of the item bank were examined and corrected. The
inventory was kept in three frames and the item bank
was reduced to 65 items.

Pilot-test Inventory

The pilot-test sample was selected by means of the
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Table 2: Content in frame and related behavioursin the Three-dimensional Leadership Model.

Therole of director (legality)

Therole of family (affection)

The role of mentor (reason)

Position

To affect subordinates with
formal authority.

To encourage subordinates to
accomplish the task with
rewards.

To dissuade subordinates from
making mistakes by
punishment.

Legality

To ask subordinates to deal with
matters according to laws and
rules.

To deal with matters with
equality and fairness.

To be strict and fair both in
practicing command  and
implementing out rewards and
punishment.

Art

— To appoint the position
according to abilities of
subordinates.

To set an objective target to
evaluate the accomplishment of
subordinates.

To evaluate services, give praise

and grant rewards when
subordinates complete
missions.

To punish according to the rules
or admonish subordinates when
they cannot complete missions
or make mistakes.

To take the preparation of plans
seriously.

To pay attention to oversee and
the control and prevention of
mistakes.

Harmony

To build up an intimate and
harmonious relationship with
subordinates.

To emphasi se the friendship and
affection among subordinates.
To make efforts to keep good
cooperative relationship with
other departments.

To estimate and handle conflicts

rapidly.

Respect and consideration

To respect subordinates.

To be willing to listen to
suggestions, humble to learn
and to accept criticisms for
improving.

To show trust and support in the
deeds of subordinates.

Empathy

To care about subordinates and
their benefits actively.

To be considerate and try to
understand the feelings and
emotions of subordinates.

To understand when
subordinates make mistakes or
are unable to complete
missions.

To express appreciation, thanks
and acceptance when
subordinates finish their work.

Modelling

Intelligence inspiration

Sharing and Participation

To have good reputation and
image to show behaviours that
can be accepted by
subordinates.

To win the trust of subordinates
by dignified character and
honesty.

To be decisive, showing
determination or firmness in
dealing with incidents without
bias.

To be prescient and be able to
think and find a solution.

To do what is appropriate
according to the circumstances
and be flexible enough to act
according to changes.

To provide work experiences
and directions for subordinates
and give them assistance to
recognise their roles and targets
to increase effectiveness.

To assign challenging missions
to subordinates to improve their
knowledge and skills, to
stimulate and encourage them
to obtain promotion.

To consult with subordinates,
share experiences and views
with each other, create a
learning atmosphere and inspire
imagination.

To propose and share ideas in
accordance with the
expectations of members and
encourage them to make efforts
to achieve goals.

To set examples by one’s own
actions and to endeavour to
realise plans.

To encourage subordinates to
strive  for common goals
through  participation  and
awarding them with a sense of
honour.

To encourage subordinates to
see the virtuous and think of
equalling or emulating them by
sharing successful experiences.
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judgmental sampling method according to the propor-
tion of areadistribution of the schools. A total number
of ten schools were chosen and each received 50
copiesof theinventories. Thetotal of the411 invento-
ries were collected and the usable inventories were
396 copies. The effective returned rate is 79%.

[tem Analysis

After analysing the data, a total number of 15 items
that violated the criteriaof item analysiswere del eted
from the item bank. The inventory was still kept in
threeframes, and theitem bank consisted of 50 items.
The amount of the variance explained by the inven-
tory was about 65%. The Cronbach a of each
sub-scale was over 0.95.

Formal Test

This study selected 125 schools according to the
proportion of the areadistribution and school number
proportion of vocational high schools, junior colleges
of technology and colleges/universities. Therewere 25
to 50 inventories sent to the sample. Thetotal amount
of inventorieswas 3,353 copiesand 2,612 inventories
were collected. The effective inventories were 2,515
copies, yielding an availableratio of 75%.

Reliability and Validity

The valid data collected by the inventory were
analysed by using SPSS for Windows and LISREL
for Windows to conduct a reliability analysis and
validity analysis. The coefficient of internal consist-
ency of the inventory, Cronbach’s a, was 0.97. Asto
theexploratory factor analysis, the explained variance
amount was up to 67.6%.

Theinventory consisted of three dimensions cov-
ering the roles of director, family and mentor. On a
confirmatory factor analysis, the overall mode! fitness
was good.

RESULTSAND DISCUSSION

The effective data collected by inventory were ana-
lysed by statistical method, such ast-test, MANOVA
(Wilk’s Lambda), canonical correlation and stepwise
regression. The results of this empirical study are as
follows.

Faculty Expectations

The faculty expected much from the administrator’s
|eadership behaviour. Theleadership behaviour frame

orientations required by the faculty could be ranked
incorporating theroles of family, mentor and director.

The research shows that the faculty’s expecting
intensity of leadership behaviour on any one of
|eadership roleframeswere significantly stronger than
perceiving intensity. This phenomenon showed the
administrator’sleadership behaviour could beimproved
in further step.

Furthermore, the faculty considers the role of
family as the most important, secondly the role of
mentor and then the role of director. These results
show that the faculty expect their administrators to
respect and show concernfor themfirst, providetrain-
ing, development and instruction for them secondly
and then to encourage or take precaution.

Faculty Expectations

The faculty’s perception of the administrator’s over-
al leadership behaviour varied with the administra-
tor’s background and situations.

The administrator’svariables of sex, degree, rank,
age, level, and the possibility of direct control had
significant influence on the perceptions of faculty to-
ward the administrator’s leadership behaviour. This
was paralleled with the variables of degree, work
nature and work unit of the faculty.

The administrator in technological and vocational
schools should adopt three leadership frame-
orientations: director, family and mentor, and apply
them according to different situations in order to
promote school effectiveness.

L eader ship Effectiveness

There was a close relationship between the faculty’s
leadership behaviour perception and the faculty’s
perception of leadership effectiveness. The faculty’s
|eadership behaviour perception could predict mostly
the administrator’s leadership effectiveness.

From this study, the correlation between thelevels
of leadership behaviour perception and leadership
effectiveness perception was significantly positive.
That is, the stronger the leadership behaviour percep-
tion becomes, the higher the leadership effectiveness
perception is. In contrast, the correl ation between the
gap between leadership behaviour expectation and
perception and leadership effectiveness perception
was significantly negative. Therefore, the bigger the
gap between leadership behaviour expectation and
perception is, the lower the leadership effectiveness
perception was.

As to the prediction power toward leadership
effectiveness perception, the study also revealed that
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the leadership behaviour perception gave the strong-
est explanation power. The gap between leadership
behaviour expectation and perception was second best,
and then the situation variables. The background
variables of administrator had no power to predict
leadership effectiveness.

Obviously, if the administrators want to raise
leadership effectiveness, they have to explore the
expectations of the faculty and shorten the gap
between expectations and perceptions.

CONCLUDING COMMENTS

Theresultsand suggestionsoutlinedin thisarticle could
be a useful reference for administrators of techno-
logical and vocational schools. In conclusion, the
Three-dimensional Leadership Inventory showed very
satisfactory results. The internal consistency, the
exploratory factor analysis and the confirmatory
factor analysis were all good. Therefore, the
inventory could beidentified asasuitabletool for meas-
uring the leadership behaviour of administrators in
technologica and vocational schools.

The Three-dimensional Leadership Model and the
quantitative instrument, the Three-dimensional L ead-
ership Inventory, have measured |eadership behaviour
inmany fields, including serviceindustries, manufac-
turing industries and the Taiwanese army. Moreove,
the leadership behaviour comparison between the
administrators of technological and vocational schools
in China and those in Taiwan are proceeding. Addi-
tionally, norms in terms of the leader’s background
variablesand situational variables could be devel oped.
The database of these studies could be a useful refer-
encetool for promoting leadership effectiveness.
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