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pro FANEFEKAE 156 156%
place 1B B (B -119 - 131%
mouth  CIHEAF (B K 129 140%
access  pYHE T -.059 -.068
learn E2EFRIR 023 024
soft  ERBEAG RN (BE 091 102%
service HRBmMEER 143 146%
resource  EAHEEER 020 024
quality FEELEAER 069 071
computer e{ETTELZ 4L -.048 -.060
fee EBERLHIESS 076 .090*
curri MG 101 079%
growth B -.020 -021
clean HREEZEHEE 146 118%
capital BAFSELERAR il 4 041 064
(HED 1.693
EZN 5 845
R 77 355
F{E 30.390%*
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foRl 2 pro HETEHHEKAE 071 075 092 | .097%
place HHhfr BBk -.032 -.038 -.022 -.026
mouth  [CIREAF E1{E ik A51 | .175% 31 | 149%
access i imT<IR -.062 -076 -069 | -.084%
learn E2EFRH -.022 -.025 -.027 -.029
soft  HRHEHAS S (BE 119 J142% 110 130%
service  FRSLEE R 017 019 015 016
resource =AM EEIR 0356 072 032 .040
quality FELEER 173 .190%* 194 212%
computer e{ETTELZ 4t -033 -.045 -.056 -074
fee ERELIBESS 051 064 .049 062
curri HTEM G .140 A17% 130 108*
growth HZERE .005 .005 -.006 -.007
clean EREEEZMHRA 042 036 047 .040
capital A BLERA (i 4 .040 .066 016 025
AL fight ZETEEFEIE .010 011 -.068 -074
support % £ wo A B S 5 236 | 172% -002 | -.001
know  ECERTRINE 195 200%* 167 175%
flex 5 MEARTS 454 230%* 102 052
reading EUFHREEF -012 | -014 -014 | -016
connec % A4 BLAE EE 007 .008 069 | .085*
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pro FAMHSEKAE 1322 289
place HiEL(T B (EiEK -.008 -.008
mouth  [THRFFEE(E 1234 232
access pVHETRIA -.102 -. 144
learn 2HFER -.013 -.011
soft BREFRS R E(EE .079 .085
service AR mEER -.062 -.061
resource A EER .039 .045
quality FHELBEER .320 .295
computer  e{EFTELZR4L -.187 =221
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fee ERELLTES, 157 167
curri  HrEM G 118 .092
growth HFERNE .074 071
clean BREZESHFHAE .039 .034
capital FAFSELRIZ (R -.004 -.006
(%D -3.841

PEARE 82

R ¥J 536

FiH 5.087*

*Rmp<.05

LEPHBEMEFE L TE L w2 8L BRPA S

1954 4-3-1.3 g % > iR SRELT B % s’ﬂ@%tﬁﬁﬂ “OEF L EBR2IEFT
R R e BRAAFIE G G LR Y B RE (B BDIEF IS 0 Al TR
o RUR A BRF(F=.480) 0 dept A wenal rﬁaiéﬂﬂ—&%m‘% 52 ﬁff’éw PRAL ©

* 4-3-1.3 EBNEEHRBETEERL LR A EROTR

ERRZ~-FEER | FEREFERR | ARRa-EEERE
B Beta B Beta B Beta
BBE | fight ZHETHEFHIE 175 .200 132 150
supportF Fem i [FlEL 7 192 .145 293 222
know  EFEHTAINEE -.009 -.009 -047 -.048
flex  FEMERRTS -.178 -.097 -354 -192
reading EFEREESIF 162 .197 107 131
connec % F 4 B4t B 245 287 167 194
it | English $3EEHE 033 069 -023 -.048
art A B 288 A80% 255 423%
(E%0 2.044 5.251 1.285
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pro ZENELEKAE 221 233
place BT B (EHL .041 .049
mouth  [IHRFF (A (B -.108 -.126
access  nl i -.198 -.330%
learn E2EFRIA -.411 - 420%
soft  HRHEHAS S (BE .056 071
service HRISHEE R .093 .108
resource  EHTEE .310 418%*
quality  FERAHEE R .295 319
computer  efEfTELZ 4R -.070 -.097
fee BRELMESS .362 .455%
curri B GAE 273 .252%
growth EZERK & -.024 -.027
clean BRI AE -.059 -.060
capital FATSELERIE (RS -.024 -.045
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pro FHNEFE/KEE 112 119
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mouth  CIRERF 8 K 189 234
access mlm eI 051 063
learn E2EFRIE -012 -.017
soft  ERREAGR NG (BE 057 081
service HRBSMEER 026 031
resource  E A EEE -.161 -232
quality FEHEER -114 -143
computer e{bLfTBU A%t -.085 -.136
fee EFELIFES 144 188
curri HTAMGEEE 436 A405%
growth B =275 -329
clean IRIEESHREE 152 140
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B Beta
pro FEMESEKAE -.044 -047
place MR B EH#L 119 154
mouth TR B .005 .007
access  pYHE T -.069 -.085
learn E2EFRIE 164 224
soft  HRHEHAS S (B 142 201
service AR EER 135 163
resource  EHTEEIR -.100 -.144
quality FHERSHEER 041 051
computer e{ETTELZ 4t -014 -.023
fee ERERLPESS 013 .017
curri B GAE 348 323%
growth HERNE -.120 -.145
clean BREEZEHEAE 251 228
capital IS BLERAZ (i 4 037 068
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EZN: 4 63
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F{E 5.009%
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basicFERERZ -.020 -.084 .106 . 488% .048 .207
specHi A 2R 024 .062 122 .350% -.031 | -.084
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EZN 55 53 55
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pro FENEEKAE -.140 -.110
place M7 BB .189 176
mouth  CTHEAF B HK 244 218
access it .183 182
leasm EEHFRHA .054 .045
soft  HRHBEAG S (B E 142 150
service  ARBMEE R -.199 - 177
resource  EHTEEIR -.094 - 111
quality FEEAEE R 150 127
computer e{BTTEIZ4R .265 .296
fee ERELUKES 242 247
curri HTAMGAEE -.294 -.219
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growth HERNE -.035 -.034
clean BRIRRLREA 118 077
capital FATSBLERIE (S .008 012
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supportZ Fe w5 B K -.236 -.159 -261 -179
know EZEHTAINE .261 251 315 307
flex  FEPEARTS 107 .054 -.022 -011
reading EIFERIEE IE 124 129 -.002 -.003
connec % F 4 B4t B .268 .376% 204 287
Wit | English $FEsEHE 255 A488* 128 246
art A EEEER 110 150 092 125
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BRI HeEE A
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pro ZEHE KA -.108 -.088
place HHhfr B Bk -.132 -.128
mouth  1RE4S (B L 135 125
access FFHEZRIA .185 .192
learn E2EFEIH -.218 -. 191
soft  HRHEHAS S (B 143 156
service RIS EE R .039 .036
resource  EHHHER .018 .022
quality FHESEER .364 321
computer e{ETTELZ 4L .324 .375
fee EFELIBES 274 .290
curri HrEA A -.257 -.199
growth HZERE -.251 -.253
clean BREEEZMHRA -.345 -.233
capital FATFEIERAE (RS 242 .354
(H#E0 1.233
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R “¥J5 .640
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keyBRSERZ .035 444 .003 .047 .030 | .373%
basicE R Z .039 .151 .056 . 246% 065 | .249%
specRi BRI % -.050 -.125 .084 .240% -.005 | -.014
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pro FAMESE/KAE 171 182
place 1B B (B -.169 -.201
mouth  CIRERF 8k (188 214
access mlm eI -.105 -.122
learn E2EFRIE .078 .089
soft  HRBEAG SN 1EH .071 .077
service  FRSILEE R .081 .083
resource  EHHHER .086 .099
quality FEHEER .049 .053
computer e{bLfTBI A%t -.073 -.098
fee EFERLIFES -.035 -.047
curri B GAE 117 .095
growth HERE .004 .004
clean EREEECMHRA -.050 -.041
capital FATBSELERIE (RS .105 173
(FE) 5.007
EZN: i 129
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HR N Z~ AR FrEERZ~FEER | AR ae~FEER
B Beta B Beta B Beta
EbfE | fight FEMHFRE -013 -016 -.042 -053
supportF Fem R [Fl B S 7 046 039 013 011
know EFEHTAINEE 112 126 145 162
flex  FEPEART 091 052 056 032
reading EEERIRERF -014 -017 -.042 -.048
connec % FHEK = Bl4E IR 278 371% 221 294%
Wit | English $FEsEHE 061 126 025 053
art A EHE 241 332% 185 256%
(F#) 4.939 5.899 3.152
EZN 4 139 142 135
R “FJ5 186 12.821* 244
F{E 5.019* 156 5.086*
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BASE | pro FENELFEKAE .238 251% 232 . 245%
place HiBL{ & Bk -.199 | -.236% -.195 -.230
mouth  [IRERF EEy{BHR .197 222 .189 213
access Y HEFRIA -.030 -.036 -.008 -.010
leamn EHRIM -.019 -.021 -.061 -.070
soft  FRHE RS (B .268 .290% 278 .300%
service FRESEER -.072 -.073 -.125 -.128
resource ZHHTEER .025 .029 -.066 -.075
quality FEELEER .188 .200 .231 247
computer efEfTELZER - 162 | -.216% -. 146 -.195%
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fee ERERLCPEEEL .065 .088 .087 118
curri MG 137 110 .145 116
growth HFENE -.109 - 121 -.071 -.078
clean BRIEEEHFMHE -.058 | -.047 192 154
capital P S EARAR i 113 .185 .060 .098
Bt | fight HEMERERHIE .096 .103 -.063 -.067
support X R A B S .190 135 2320 | -.224%
know EFEHTAINEE .249 237 162 156
flex TEIMEARES .616 .296% 344 164
reading [ERERIEEF -.108 -.113 -.051 -.052
connec % A& E EALE A 112 127 154 173
(F#) 3.369 3.675 .202
EZN 4 128 141 124
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basicEEHEA .010 .043 .056 L267* 018 | .071
specfF BN 2 -.033 -.088 .062 . 187* 006 | .014
(FE) 1.733 1.107 1.602
EZN 4 134 133 132
R FJ5 326 239 261
F{E 20.992* 13.517* 15.091*
*Zmp<.05

2.EFAEVETF L OTFIA» 2L BRI
FPp 4 4-3-5.2 i % > 37D ERB DS QR F LR DL CTHROL BB 2T £
AEE - RN E AL R AN ARERBLIIRBET(L=208) A L% BRG &
41



¥ gAR(B=-186) & R

4

*‘Iﬁ‘(ﬁ“-zogmﬁ" 39 mfv?‘ Erartitep ﬁ@mﬁp\,

+4-3-52 BRESPREFENEERS A EEE R Z EE IR

RS ZR HEE
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pro FENESEKAE .190 .202%
place HHhfr B Bk -.165 -.186%
mouth  [CIH#AF (B K .025 .030
access  nl i -.183 -.209%
learn E2EFRIA 175 187
soft  REFRG SN (EE .063 .078
service  FRSLEE R .299 .298%
resource AT EER .099 132
quality FHESEER -.036 -.036
computer e{bLfTEU A%t -.041 -.051
fee BELFESS .007 .009
curri HrEAI A .037 .031
growth HZERE -.020 -.020
clean IRIFERHFRE .309 L273%
capital A FFELIRAE (s -.028 -.044
(F#0 2.897
EZN: i 150
R T35 458
FlE 7.555%
*Fmp<.05
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support R Fem [ B ¢ .027 .024 -.092 -.080
know ELZEHTAINTY .148 .183 077 .093
flex B MEARTS 323 | .194% .325 .197%
reading EUFERFEES IF 195 | 247 .163 .207%
connec% Fa 4% 2 B4 .176 .230% .167 .220%
it | English $FEIEHE .087 175% .023 047
art A EREER 172 251% 133 191%
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AR 156 161 147
R “FJ5 295 136 315
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*Fmp<.05
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service HRBmMEER -.054 -.053
resource  EHHTEER 219 287
quality FELEER .098 .098
computer e{bLfTBU A%t .094 117
fee ERELUKIESS .014 .017
curri HTAM G .199 .165
growth R .165 165
clean EEIERMHEL 154 134
capital FABSHLERIE (S -.020 -.032
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specFi BN Z -.020 -.051 .073 217% -.035 | -.094
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pro FEMEEZEKAE 124 125
place HiBL( B (B -.097 -.102
mouth  [THRFFEE(E 159 173%
access pYETRIA -.042 -.048
learn E2EFRI -.068 -.073
soft  HRBEAG S (BE 142 .158
service AR MEER 138 144
resource  EAHEER -.006 -.007
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quality FHELHEER .083 .087
computer  efBfTELZ4R -.032 -.039
fee ERELCMESS 110 124
curri KGR 136 .106
growth HZERE .023 .023
clean BREEZEHEE .065 .050
capital A FSELERAR i 4 .003 .004
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soft  FREFRG N (BE .120 .156 .120 .158
service AR EE R .096 118 .079 .098
resources= 11 & &R .039 .053 .042 .058
quality R LEE 011 .013 .048 .060
=
computer efETTELZ 4T -.038 -.053 - 147 | -.214%
fee ERERLBESS 145 | .191% 143 | .191%
curri HTAM G .145 133 .081 .076
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clean EREEEZMHRA -.165 -.150 -.125 -.116
capital VA 75 B ERAZ f 104 .187 .106 .190%
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BRE | fight HETHRFEE -.030 | -.037 - 111 -.136
support% & au E Bl s .105 .088 .130 .108
¥
know  EESERTRIE 166 | .195% 135 .165%
flex 5B MEARTS .055 .030 -.216 -.119
reading EEEREFT(F 219 | .261% 192 L 228%
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¥t | English $FEzEHE 125 | . 246% .058 113
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pro FAMESEKAE .081 .091
place HiEL(T B (EiEK -.033 -.039
mouth  [THRFFEE(E 164 .198%*
access i t<In -.083 -.107
learn EEREFRIR -.045 -.053
soft  BXEERGE G IEE .103 127
service AR mEER .058 .068
resource A EFER -.014 -.018
quality FERAHEE R 199 .233%
computer e{BTTEIZ4R .029 .039
fee ERELUKIES .045 .056
curri HTAMGAEE .072 .062
growth EHHERFE .067 .075
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clean HRIRRLMHREA .038 .032
capital FABSELERIZfES -.005 -.009
(%D 2.841
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basicFRERZ -.013 -.045 .038 .180 .026 .103
speciF BRI ZE -.035 -.075 .049 .143 -.064 | -.159%
(H#0) 418 -.930 .875
EZN: i 106 106 106
R ¥J5 319 288 403
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place HURLr E (K -.104 -.116
mouth  CIRFRF (1 {B ik .019 018
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access  nl < -.024 .023
learn E2EFRI -.073 .065
soft  REFAG N (EE -.091 .090
service AR EER .100 .097
resource  ZHEE AR -.177 .204
quality  FELSEE R 128 130
computer efBITENZ 4T -.023 .026
fee ERELOHES 169 .185%
curri B GEEE .097 .063
growth HZERE .085 .079
clean IREEESHREE 311 .235%
capital [/ BLERAR (2 161 214
(F#0 -2.800
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R T35 507
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pro FAMEEKAE 123 161
place HiEL(T B (EiEK .001 .001
mouth  [THRFFEE(E .032 .041
access pYSEAIA -.182 .238
learn E2EFRIH .160 .191
soft  ERBEAG RN (BE -.043 .057
service AR mEER -.053 .068
resource  EHTEER -.006 .009
quality FHELBEER .093 125
computer efbTTEIZ4R .095 141
fee ERELUKIES .039 .057
curri HTAMGAEE 180 157
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growth HERNE .021 .026
clean FREEEZMHRA 171 174
capital FATSBLERIE (S .003 .005
(HEH) -.015

PEARE 110

R “FJ5 303

F{H 2.725*
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RASE | pro ZMEMELZE/KAE .086 .097 .103 116
place HiBh{y & Bk .038 .049 .065 .080
mouth  [CIREEF iy B .053 .058 .055 .060
access Y HEFRIA -.071 -.081 -.074 -.082
leamn EEFRH .161 .166 213 217
soft  BRBEESELH(EE -.001 -.001 .022 .024
service ARFSMEE R -.033 | -.037 -.071 -.076
resource H t1 & &R 018 .024 041 .053
quality FELEER 139 .161 .140 .161
computer efETTEL 4R -.009 -.012 .005 .006
fee ERERLCPHEE .010 .013 .031 .039
curri TGS -.011 -.008 -.033 -.025
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capital i 75 BLERA (4 239 | .369% .220 .339%
Hitt | English $3EiEHE -.143 -.235% -.052 -.085
art A EEHER 234 .320% -.048 -.067
(F#) -.179 13.075 222
PR 112 120 107
R “EJ7 439 112 464
Fl& 5.004* 7.396* 4.526*
*Rp<.05
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Tainan, Taiwan

|. Introduction

The impact of the declining birthrate in Taiwan causes kindergartens to face

ever increasing competition for survival. Although many researchers have proposed
suggestions of competitive strategies to help kindergartens remain competitive in
the market, we lack of the empirical studies related to the efficacy of such
strategies, and more studies are required to evaluate the actual effect and suitable
timing of the strategies. Since kindergartens, especially private kindergartens, are
all different in terms of their backgrounds, such as management styles, size, and
locations, it may be difficult for a single strategy to fit all kindergartens. Therefore,
different competitive strategies may be fit to different types of kindergartens, and
each may utilize one type of the competitive strategies, or use multiple strategic
combinations, which M. E. Porter refers to as competitive strategic groups.
Competitive strategies, as suggested by previous studies, tend to be established on
the foundation of “one size fits all,” and rarely consider or propose competitive
strategies suitable for kindergartens of different backgrounds. Moreover, such
suggestions lack of the concept of different strategies forming competitive strategic
groups, which make it difficult for kindergarten management to seek to elevate
competitiveness based on research results. Thus, this study hopes to begin with the



theory of competitive strategy, and analyze the related research results and actual
conditions in domestic kindergartens in order to establish competitive strategies for
kindergartens. We hope the results of this study can serve as a basis for
kindergarten operators to select suitable competitive strategies, and achieve the
purpose to elevate competitiveness.

Il. Literature Review

1. Competitive Strategies Theory of Michael E. Porter

According to the theory of Michael E. Porter(Porter, 1980: 35-40), there are
three competitive strategies that can benefit a firm’s competitiveness to surpass
other competitors. It is called “Generic Competitive Strategies”, including three
strategies below:

(1)Overall Cost Leadership Strategy: If a firm can lower the cost as the lowest
among all competitors, it will get the best position to beat other competitors for

a competitive advantage.

(2)Differentiation Strategy: If a firm can provide an unique product or service, such
as a special design, brand image, technology, features, customer service, dealer
network, and so on, it will benefit its competitiveness.

(3)Focus Strategy: If a firm focuses on a special group of customers, or a special
type of products, or a special market, it will benefit its competitiveness.

2. Dimensions of Competitive Strategy of Michael E. Porter
According to Porter’s theory (Porter, 1980:127-129), there are thirteen
competitive strategies that can be developed by “Generic Competitive Strategies”:
(1) Specialization Strategy :
A firm concentrates on the width of production, target
customers, and the specific market.
(2) Brand Identification Strategy :
A firm seeks an identity of its brand, and that is itconcentrates more on its brand than the
competition of the price or otherconditions.
(3) Push versus Pull Strategy :
Based on the attraction of a brand, a firm strengthensits sales channels.
(4) Channel Selection Strategy :
The sales channels include company-owned,specialty outlets, broad-line outlets.
(5) Product Quality Strategy :
The quality includes material, regularity, outlook, andso on.



(6) Technological Leadership Strategy :
Aimed at competitors’imitation, a firm hasto seek advanced technology.
(7) Vertical Integration Strategy :
A firm applies forward or backward integration,including sales channels, specialty outlets,
self-run networks, and so on.
(8) Cost Position Strategy :
A firm reduces its cost through effective equipment.
(9) Service Strategy
A firm provides auxiliary service, including technicalassistance, and after-sale service.
(10)Price Policy Strategy :
It means the price position in market.
(11)Leverage Strategy :
It means the degree of the balance between the ability offinancial and management.
(12)Relationship with Parent Company Strategy :
A firm has to consider thelimitation level according to the relationship with parent
company.
(13)Relationship to Home and Host Government Strategy :
Among the internationalindustries, a firm has to develop the relationship to home and
host government.

3. The Results of Competitive Strategies in Business Studies
The researcher collected the results of past studies and discovered some
important strategies that deserved to be considered and be a reference in this study.

(1) Segmentation Strategy :

Many studies indicated this strategy is useful to afirm’s competitiveness, such as
Woolf(2008), Dickson &Ginter (1987), and soon.

(2) Supporting Services Strategy :

Many studies indicated this strategy is useful toa firm’s competitiveness, such
asWoolf(2008), Gronroos(2000), and so on.

(3) Brand-oriented Strategy :

Many studies indicated this strategy is useful to afirm’s competitiveness, such

asUrde(1994), Aaker(1991), Amis et al.(1997),Grant(1991), Hall(1992), and so on.
(4) Marketing Strategy:

Many studies indicated this strategy is useful to a firm’scompetitiveness, such as

Kotler(1998), Gary(1991), Eragi( 2006), Miller &Henthorne(2006), Amis et al.(1997),



and so on.
(5) Diversification Strategy :

Many studies indicated this strategy is useful to afirm’s competitiveness,
suchasBerry(1975), Tsai(2007), and so on.

(6) Strategic Alliance :

Many studies indicated this strategy is useful to a firm’scompetitiveness, such as Murray
&Mahon(1993), Mistilis& Daniele(2004),and so on.

lll. Research Results: The application of competitive strategy
theory in kindergarten management

The research combined “Dimensions of Competitive Strategy of Michael E.

Porter (Porter,1980: 127-129)“with “The Results of Competitive Strategies in
Business Studies”and finally found there are eleven competitive strategies that will
improvekindergartens’competitiveness. The 11 competitive strategies are as
follows:

1. Segmentation Strategy :

To kindergartens’ development, it is necessary tokindergarten managers to set the aim
customers from parents’ need.

2. Brand-oriented Strategy :

Kindergarten managers have to try to raise theirkindergartens’reputationto attract parents’
belief.

3. Marketing Strategy :

Kindergarten managers have to use some marketingstrategies to attract
parents’enrollment.

4. Strategic Alliance :

To achieve the aim of marketing and student’s number,kindergarten managers have to use
the method of strategic alliance to cooperatewith other firms to improve their advantage.

5. Diversification Strategy :

It is helpful to kindergarten managers to use theunused classrooms or places to manage
other business.

6. Supporting Services Strategy :

If a kindergarten can provide some extra serviceto reduce parents’ duty, such as dinner
package, it will be helpful to thekindergarten’s competitiveness.



7. Product Quality Strategy

Kindergarten managers have to show theireducational quality to parents by some
ceremonies, such as the ceremony ofmothers’day, graduation ceremony, students’show
day, and so on.

8. Technological Leadership Strategy :

Kindergarten teachers have to own theability of excellent teaching skills, advanced
teaching skills, and use of scienceand technology in teaching.

9. Vertical Integration Strategy

Kindergarten managers have to set othereducational or careful organizations, such as
daycares, preschools, after-schoolcenters, and so on.

10.Cost Position Strategy :
Kindergarten managers have to lower the affair cost toraise the profit.
11.Price Policy Strategy :

Kindergarten managers have to do their best to reducethe price to attract
parents’enrollment.

V. Conclusions

In Taiwan, because of the lower birthrate, many kindergartens have met a
serious challenge to keep their management. They have to try to improve their
competitiveness by some useful strategies. This study try to find the useful
competitive strategies by the competitive theory and the past studies, and finally
find 11 competitive strategies that will be useful to kindergartens’situation. The
researcher hopes the results can provide a reference to the kindergarten managers

and improve their kindergartens’competitiveness.
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Abstract

The main purpose of this study is to investigate schools’ approaches and effects of handling
incompetent teachers. A questionnaire survey was conducted on elementary and junior high school teachers
in Taiwan, and 2,180 valid samples were retrieved. The results revealed that besides taking active measures
(“encouragement and assistance”, “soliciting supporting from senior teachers and inviting incompetent
teachers to join their teaching team to improve teaching skills”, or “entering the process of teaching
improvement”), schools should also have tolerance over the incompetent teachers. The concurrent use of
two approaches is more effective in handling incompetent teachers. According to structural equation
modeling (SEM), three aspects should be concerned: 1) reducing the difference in the principals’ and
teachers’ attitude toward handling incompetent teachers; 2) maintaining fairness in the workload allocation
for incompetent teachers; 3) increasing teachers’ satisfaction with handling incompetent teachers. The above
three measures can improve the effectiveness of handling incompetent teachers, raise the morale of teachers,
and enhance teaching quality.

Keywords: Teaching incompetence, Morale of teachers, Teaching quality, Incompetent teachers

1. Introduction

Due to the fact of a low birth rate in many countries, the teaching positions for new teachers may be limited
as some incompetent teachers remain in service. Although there are various procedures for handling
incompetent teachers, no systematic discussion has been made on the handling approaches and the
effectiveness. Therefore, this study aims to probe into the approaches and effects of handling incompetent
teachers, identify the approaches that are effective in improving teaching quality, and use the expectancy
value theory and justice theory to construct a theoretical framework of incompetent teachers and relevant
factors.

The teaching quality of incompetent teachers is important to school education (Menuey, 2005)
because incompetent teachers have a significant effect on students’ learning. In recent years, the two major
political parties in the U.S. are actively dealing with the issue of incompetent teachers even though the
teachers’ union stands against it (Futernick, 2010, p.59-60). As early as in 1977, some educational units in
the U.S. intended to dismiss incompetent teachers in order to enhance the professional reputation of teachers
(Bridges & Groves, 1984, p.1). However, the issue of incompetent teachers continues to lack an effective
resolution (Bridges, 1993). The U.K. is more active in dismissing incompetent teachers. In 1999,
approximately 4,000 teachers in the U.K. faced possible dismissal because they failed to pass the
performance evaluation, and approximately 600 of them were dismissed (Chang, 2007, p.9). Although the
U.K. is more active than the U.S. in taking actions, they both hold tolerable attitude toward incompetent
teachers (Wragg, Hayness, Wragg, & Chamberlin, 1999: 2). The main reason is that there lacks an effective
system for assessing incompetent teachers. Tucker (1997) enrolled 112 Virginia school principals in an
attempt to develop an assessment system for assessing incompetent teachers. However, the results were not
idealbecause it is not easy for school principals to assess teachers. Although principals have teaching
experiences and ability, the professional knowledge of principals varies, thus, they are unable to properly
assess teaching incompetence of various subjects in schools (Yariv, 2004). The above reason is the main
argument used by the teachers’ union to oppose the assessment of incompetent teachers. Past studies
suggested that the opposition of the teachers’ union is the major obstacle to the handling of incompetent
teachers (Menuey, 2005; Painter, 2000). In light this, this study intends to investigate the handling of
incompetent teachers from the perspectives of both principals and teachers, identify the most effective
approach that can enhance the morale of teachers and make them more satisfied, understand the expectation
gap in handling of incompetent teachers between principals and teachers, and determine the most favorable
expectation gap to teaching quality and morale of teachers.

Past studies suggested that schools seldom dismiss teachers for the reason of incompetence (Chait, 2010,
p.13). The common handling approaches include: transferring incompetent teachers to other jobs (Chait,
2010, p.13), tolerating their poor performance (Bridges, 1993, p.13), guiding them into the “teaching
improvement process”, or “inviting incompetent teachers to join their teaching team to improve teaching
skills” (Chait, 2010, p.17), and persuading them to retire (Wragg, Hayness, Wragg, & Chamberlin, 1999,
p.7). However, transferring incompetent teachers to other jobs may lead to the perception of unfairness in
the organization. Therefore, it is a serious task for principals to handle incompetent teachers, facilitate



positive development, and improve teaching quality without making other teachers feel unfair or frustrated.

Based on the expectancy value theory and justice theory, this study attempts to establish a theoretical
framework of school principals’ handling of incompetent teachers. The expectancy value theory suggests
that when an individual takes any action, if the possibility of achieving an objective is higher, as assessed by
other members of the organization, the individual is more willing to take such an action (Chen &Sheu, 2005,
p.204). Therefore, before the principals make the decision on handling the incompetent teachers, they need
to understand and assess the probability of success. When they find that their decision may likely to be
agreed by other teachers, they are more willing to take the action. The justice theory suggests that
individuals in an organization will compare their input and outcome with those of other members. When
unfairness is sensed, the motivation of the members will be affected, or individuals may adjust their work
performance (Aryee, Budhwar, & Chen, 2002). Consequently, if school principals can fairly handle
incompetent teachers, it has a positive effect on other teachers’ perceived organizational justice, thus
enhancing the morale of teachers and teaching quality.

To sum up, the research purpose is to investigate the relationship between teachers’ attitude toward
different handling approaches of incompetent teachers, teachers’satisfaction with the handling, improvement
of teaching incompetence, morale of teachers, perceived organizational justice, and perceived teaching
quality.

2. Literature Review

Incompetent teachers will affect students’ performances (Chait, 2010, p.2), but scanty studies have
investigated the issue of incompetent teachers. The reason may be that it is difficult for principals to handle
incompetent teachers, considering that such action may damage their relationships with teachers, or they
may have to face the opposition from teachers’unions (Blacklock, 2002, p. 27). However, Torff& Session
(2005) suggested that the issue of teaching incompetence should be studied as an urgent subject. In the
follow-up studies, Torff& Session proposed that future studies may investigate the issues concerning how
principals handle incompetent teachers. Therefore, this study summarizes the factors affecting the handling
approaches of incompetent teachers, as suggested in past studies, and establishes a theoretical framework for
handling teaching incompetence.

2-1. Handling Approaches of Teaching Incompetence

Many countries face the problem of incompetent teachers. As teachers enjoy excessive protection
(Bridges, 1993, p.8), handling approaches are diversified. Common handling approaches adopted in the U.S.
include the followings: (1) tolerating the poor performance; some may even ignore the poor performance of
teachers and avoid handling teaching incompetence for school harmony (Bridges, 1993, p.13); (2) improving
the teaching incompetence; providing effective teaching approaches through teaching improvement
meetings (Blacklock, 2002, p. 27); (3) transferring incompetent teachers to other jobs (Bridges, 1993, p.13),
most often, jobs that that less effect on students; in the state of Indiana, the court ruled a teacher to be
transferred to another job due to ineffective teaching and teaching incompetence (Church and State, 1997,
p.1-4); (4) inviting incompetent teachers to join their teaching team to improve teaching skills (Wragg et al.,
1999, p. 7). The principals utilize their personal networks and administrative power to guide the incompetent
teachers to join a teaching group in school, which is willing to accept incompetent teachers and guide them.
This approach has been widely adopted, as observed by the researcher during the period when the researcher
served as the supervisor at the Department of Education of the local government. Torff& Session (2005)
found that incompetent teachers mostly lack teaching competence. Therefore, “inviting incompetent teachers
to join their teaching team to improve teaching skills” may solve this problem. Similarly, Futernick (2010, p.
61-63) stressed that incompetent teachers should be given opportunities to participate in teaching
improvement programs.In the U.K., one handling approach is “persuading to retire” (Wragg et al, 1999, p.
7).

The above-mentioned handling approaches are also used in Taiwan. Ding, Lin, and Chang (2007, p.36)
pointed out that the strategies for handling incompetent teachers include “job adjustment”, “continuous
guidance”, “early retirement”, “discussion at faculty evaluation committee”, and “transferring to other
schools”.

To summarize, the handling approaches for incompetent teachers include: “transferring to other jobs”,
“tolerating the poor performance”, “persuading to retire”, “entering the teaching improvement process”,
“inviting incompetent teachers to join their teaching team to improve teaching skills”, and “moral



persuasion”.

2-2. Relationship between Teaching Quality and Teaching Incompetence

Liam (2002, p.1-4) suggested that teaching quality is the main variable affecting students’
achievement. Santiago (2002) pointed out that teaching ability determines teaching quality, and teaching
incompetence leads to poor teaching quality, thusaffecting students’ achievement. Therefore, schools should
deal with incompetent teachers. The case study by Blacklock (2002, p.28) indicated that when teachers are
required to improve their teaching competence, they may suffer psychological depression, and eventually
fail to improve their teaching quality. Although school principals develop teaching improvement procedures
for those teachers or ask senior teachers to help those incompetent teachers, incompetent teachers may
eventually fail to improve their teaching competence. Therefore, the teaching quality of incompetent
teachers remains poor.

2-3. Perceived Justice on Handling Incompetent teachers and Issue of Teachers’ Morale

Chen (2007, p.82) indicated that when faced with an oversupply of teachers, and the school needs to
transfer some teachers to other schools, if the principal only transfers new teachers, while allowing
incompetent teachers to stay, it would affect the morale of teachers and their perceived organizational justice.
Therefore, whether incompetent teachers are properly handled may affect the morale of teachers and their
perceived organizational justice.

2-4. Difference in Teachers’ Perception of Handling of Incompetent teachers

Chait (2010, p.13) indicated that when handling incompetent teachers, school principals may experience
peer pressure, especially that from teachers, thus cannot take decisive actions (Chait, 2010:13). In other
words, when dealing with the issue of incompetent teachers, school principals will consider the feelings and
perceptions of other teachers, as they fear that they may cause negative feelings of the teachers, which is
detrimental to their leadership.

2-5. The Relationship between the Theoretical Basis of this Study and the Above Factors: Expectancy
Value Theory and Justice Theory

As mentioned above, the handling of incompetent teachers is correlated with many factors. According
to literature review, both the expectancy value theory and justice theorycan explain many issues concerning
incompetent teachers, and their relationship with relevant factors. Therefore, this study attempts to establish
a theoretical framework of the handling of incompetent teachers based on these two theories.

The expectancy value theory suggests that the reason that people take certain actions is because they
find a high success probability upon assessment, meaning that the actions are highly valuable and worth the
expectations (Bembenutty, 2008, p.533). When the success probability assessed by other organizational
members is also high, there is stronger willingness to take action (Chen &Sheu, 2005, p.204). The
expectancy in the expectancy value theory includes efficacy expectancy and outcome expectancy. Efficacy
expectancy refers to individuals’ confidence in the successful implementation of “expected behavior”.
Outcome expectancy refers to individuals’ assessment of the achievement of a certain outcome caused by the
designated behavior (Vansteenkiste, Lens, Witte, & Feather, 2005, p.270-271). In terms of school education,
the potential “outcome expectancy” when the principals handle the incompetent teachers includes: 1)
incompetent teachers are reasonably handled, and the morale of teachers is enhanced; 2) teachers’
satisfaction toward the handling of incompetent teachers is enhanced; 3) the teaching quality of incompetent
teachers is improved. When school principals and teachers share the same attitude, the efficacy expectancy
of the principals is higher, thus, encouraging the principals to handle the incompetent teachers. The handling
of incompetent teachers can also raise the morale of teachers, and improve their satisfaction with the
handling of incompetent teachers. Therefore, the expectancy value theory can be used as the theoretical basis
for explaining the handling of incompetent teachers.

The justice theory suggests that individuals in an organization will compare their input and outcome
with those of other members. When they perceive that they are not fairly treated upon their assessment, their
organizational motivation or performance will be affected (Aryee, Budhwar, & Chen, 2002). Therefore, the
fairness in handling incompetent teachers has a positive effect on teachers’ perceived organizational justice,
which in turn affects the morale and work performance of teachers (Cheng, 2008, p.16). The work
performance of teachers is also the teaching quality.



In sum, the expectancy value theory can be used to explain the discrepancy of school principals and
teachers in their expectations regarding the handling of incompetent teachers. If they share the same
expectations, school principals are more willing to deal with incompetent teachers, and teachers’ acceptance
of the handling approach is higher. When the discrepancy in expectation is small, the expectation toward
successful handling of incompetent teachers, the morale of teachers and their satisfaction with the handling
would be higher. The justice theory suggests that when school principals prove to other teachers that the
handling of incompetent teachers is “fair”, those teachers can be assured, which indirectly improves their
morale. Therefore, the expectancy value theory and justice theory can be used as the theoretical bases for
establishing the framework on handling of incompetent teachers.

3. Research Design and Implementation
3-1. Research Structure

This study attempted to verify whether there is a significant difference in the perceived justice
concerning the handling of incompetent teachers, perceived teaching quality, morale of teachers, satisfaction
with the handling of teaching incompetence, and improvement of teaching quality, among teachers with
different attitudes towards the handling approach. In addition, this study aimed to find out whether there is
any relationship between the difference of school principals and teachers regarding their attitude toward the
handling of incompetent teachers, and their perceived justice concerning the handling of incompetent
teachers, perceived teaching quality, morale of teachers, satisfaction with the handling of teaching
incompetence, and improvement of teaching quality. Moreover, this study established a theoretical
framework of the attitude toward the handling of incompetent teachers (as shown in Figure 1), as based on
the expectancy value theory and justice theory. SEM was used to test the goodness of fit of the model.
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Figure 1:Research Structure

3-2. Research Subjects and Sampling Method

To select nationally representative samples, this study used stratified random cluster sampling. First,
the counties and cities in Taiwan were divided into four areas, namely northern, central, southern, and
eastern Taiwan, according to the standard classification of areas in Taiwan, as announced by the
Directorate-General of Budget, Accounting and Statistics, Executive Yuan. Second, this study selected
samples according to the proportion of teachers in each area. The statistical data of the Ministry of
Education indicated that the total number of elementary school teachers in academic year 2011 was 93,549,
and that of junior high school teachers was 48,280, for 141,829 teachers in total. This study selected 2% of
the in-service teachers as the subjects, thus totaling 2,837, among which elementary school teachers
accounted for 66% and junior high school teachers accounted for 34%. In other words, this study selected
1,871 elementary school teachers and 966 junior high school teachers from a total of 207 schools as the

subjects. The details of the sampling are shown in Table 1.

After the schools were selected, the directors of academic affairs were asked whether the schools had
dealt with teaching incompetence and incompetent teachers, and then questionnaires were distributed. The
subjects were the school principals and teachers. The survey period was from December 5, 2011 to January

15, 2012. There were 2180 valid questionnaires returned, for a valid return rate of 77%.

Table 1
Stratified Sampling (Unit: person)
Academic year 2011 elementary school|{ Academic year 2011  Junior high school
Total number . Number of| Total number . Number of
Proportion Proportion samples
of teachers samples (2%) of teachers (29%)
Total 23 counties/cities
number in 93549 100% 1871 48280 100% 966
Taiwan
Northern Taipei City, Keelung
Taiwan City, Hsinchu City, 44060 47% 881 22499 47% 450
Taipei County,




YilanCounty, Taoyuan
County, Hsinchu
County
Taichung City,
Taichung County,
Central Miaoli County,
Taiwan Changhua County, 25808 28% 516 13763 29% 275
Nantou County, Yunlin
County
Kaohsiung City,
Chiayi City, Tainan
City, Kaohsiung
County, Chiayi 20209 22% 404 10326 21% 207
County, Tainan
County, Pingtung City,
Penghu County
Eastern Taitung County,
Taiwan Hualien County

Total number of samples 1871 966

Southern
Taiwan

3472 4% 69 1692 4% 34

3-3. Research Tools

The research tool was the self-developed “Questionnaire on the attitudes of elementary school and
junior high school principals and teachers toward the handling of incompetent teachers”. The questionnaire
includes six subscales, as follows:

(1) Perceived justice of workload allocation for incompetent teachers: whether the teachers feel fairness in
the workload allocation for homeroom/subject teachers according to their profession and willingness.
The items of this subscale referred to the definitions of professional terms provided by Lam,
Schaubroeck, and Aryee (2002:8). A 5-point Likert scale was used for measurement. The Cronbach’s o
was .66, and the factor loading was.637~.853, with an acceptable validity. The results are shown in Table

2.

(2) Satisfaction with the handling of teaching incompetence: as there is no similar questionnaire provided
for reference, this study designed the items based on the job satisfaction questionnaire by Scarpello and
Campbell (1983). A 5-point Likert scale was used for measurement. The Cronbach’s a was .94, and the
factor loading was .936~.951, with an acceptable validity. The results are shown in Table 2.

(3) Improvement of teaching quality: whether there is improvement in the teaching quality after schools’
handling of incompetent teachers. As there is no similar questionnaire provided for reference, this study
designed the items based on the job satisfaction questionnaire by Scarpello and Campbell (1983). A
5-point Likert scale was used for measurement. The Cronbach’s a was .96, and the factor loading
was .956~.964, with an acceptable validity. The results are shown in Table 2.

Table 2

Summary Table on the Results of Factor Analysis and Reliability Analysis of the Satisfaction with the

Handling of Incompetent teachers, Improvement of Teaching Quality, and Perceived Justice of

Workload Allocation

Items Perceived justice Commonality

Satisfaction with [ Improvement of | of workload

the handling teaching quality | allocation

I am satisfied with the school’s overall 951 _ -- .904

handling of incompetent teachers. )

I am satisfied with the school’s handling of -- .897

incompetent teachers and its attention to .947 --

students’ learning rights.

I am satisfied with the school’s guidance 936 _ -- 877

measures for incompetent teachers. ’

I think that the professional attitude of the -- .929

teacher (or several teachers) was improved _ 964

after the school’s handling of incompetent )

teachers.

I think that the teaching incompetence of the -- .925

teacher (or several teachers) was alleviated _ 962

after the school’s handling of incompetent ’

teachers.

I think that the teaching ability of the -- 915

teacher (or several teachers) was _ 956

significantly improved after the school’s )

handling of incompetent teachers.




The workload allocation for teachers in the _ __ 853 728
school is fair. )

The school will fairly assign works to

homeroom/subject teachers according to the _ _ 821 673
teaching situation, profession, and ' )
willingness of teachers.

The school will give special consideration

for the incompetent teachers when assigning -- -- .637 406
jobs.

Eigenvalue 2677 2.769 1.807 -
Explained variance 89.226 92.295 60.241 -
Cronbach’s a (Reliability) 94 96 66 -

Note: Result of principal component analysis

(4) Morale of teachers: the situation that there is a good relationship between teachers and students, and
colleagues and principal; moreover, the teacher’s teaching performance is highly recognized and
appreciated by their colleagues. The items referred to the questionnaire of Hunter-Boykin and Evans
(1995). A 5-point Likert scale was used for measurement. The Cronbach’s o was .76, and the factor
loading was .761~.865, with an acceptable validity. The results are shown in Table 3.

(5) Teaching quality: referring to Wu (2009:6-7), teaching quality is defined asteachers’ constant
improvement of teaching and assessment, and their teaching attitude is positive. The scale was
developed based on the above conceptual definition. A 5-point Likert scale was used for measurement.

The Cronbach’s o was .85, and the factor loading was.858~.891, with an acceptable validity. The results
are shown in Table 3.

(6) Attitude discrepancy: the difference of school principals and teachers in the attitude toward the handling

of teaching incompetence. The handling approaches include: “entering the process of teaching
improvement”, “soliciting supporting from senior teachers and inviting incompetent teachers to join their
teaching team to improve teaching skills”, “encouragement and assistance”, “transferring to other jobs”,
“tolerating poor performance”, and “persuade to retire”. Regarding the design of this subscale, the
teachers and school principals were asked to indicate their attitudes of support, and the points were
subtracted to obtain the discrepancy in handling approaches. A 5-point Likert scale was used. The
Cronbach’s o of the “actively handle the incompetent teachers” was.53. The factor loading
was .664~.744, with an acceptable validity. The Cronbach’s a of the “tolerating the incompetent

teachers” was.36. The factor loading was .617~.721, with an acceptable validity. The results are shown

in Table 3.

Table 3:

Summary Table on the Results of Factor Analysis and Reliability Analysis on the Morale of Teachers, Teaching

Quality, and Attitude Discrepancy

Items Morale of Teaching Actively handle the Tolerating the Commonality
teachers quality incompetent teachers incompetent teachers
I think that the relationship between teachers and 865 . - - 748
students in the school is good. ’
I think that colleagues get along well and cooperate 848 . - -- 719
with one another happily. ’
I think that teaching offers me a great sense of 761 . - - 579
satisfaction. :
I think that I can teach earnestly and work on -
schedule. -- .891 - 795
I think that I am highly devoted to teaching. . 891 - - 794
I think that my teaching assessment can achieve the N 858 - - 735
teaching objective. i

I think that the best approach to deal with -
incompetent teachers is to have them join the -- - 744 .561
teaching team.
I think that the best approach to deal with
incompetent teachers is to provide them with - - 737 - 537
encouragement and assistance.
I think that the best approach to deal with 444
incompetent teachers is to have them enter the -- - .664 --
process of teaching improvement.
I think that the best approach to deal with
incompetent teachers is to transfer their jobs. B - B 721 521
I think that the best approach to deal with
incompetent teachers is to tolerate their - - -- .646 410
incompetence to maintain harmony.
I think that the best approach to deal with _ _ . 617 .399
incompetent teachers is to persuade them to retire. :
Eigenvalue 2.05 2.32 1.67 1.20 -




Explained variance 68.2 775 27.8 20.04
Cronbach’s o (Reliability) 76 85 .53 .36

Note:Result ofprincipal component analysis.

3-4. Data Analysis

The collected data analyzed with ANOVA analysis, correlation analysis, and SEM using SPSS, in order to
verify H1 and H2. LISREL was used to test the goodness of fit index (GFI) of the model to investigate and
analyze H3-7.

4. Results and Discussion

4-1. Grouping of Attitude Discrepancy, and Analysis of the Mean of Handling of Incompetent

Teachers

(1) Low attitude discrepancy leads to a higher mean in “satisfaction with the handling” and
“improvement outcome”

According to the results of cluster analysis, this study divided the teachers into two groups: low
attitude discrepancy and high attitude discrepancy (as Appendix 1). The mean of satisfaction with the
handling of teaching incompetence and improvement of teaching quality of the two groups were compared.
The results showed that the mean of low attitude discrepancy group was 9.35, and that of the high attitude
discrepancy group was 8.799. The improvement in the teaching quality of the low attitude discrepancy
group was significantly higher (p<.05). In terms of satisfaction with the handling, the mean of the low
attitude discrepancy group was 9.67, and that of the high attitude discrepancy group was 9.31. The
satisfaction of the low attitude discrepancy group was significantly higher (p<.05), suggesting that a low
attitude discrepancy leads to a higher satisfaction with school’s handling of incompetent teachers and
improvement in teaching quality (see Table 4). The research results partially support H1.

Table 4 :
Summary Table of the Grouping of Attitude Discrepancy and Mean of Handling of Incompetent teachers
Standard P value | tvalue
Number Mean |deviation
Improvement of teaching Low attitude discrepancy group 1296 9.3503 2.07410 .000| 5.044*
quality High attitude discrepancy group 776 8.7990 2.58747
Perceived justice of workload |Low attitude discrepancy group 1293 9.3666 2.05238 .013| 2.524*
allocation for incompetent High attitude discrepancy group 775 9.1252 2.19079
teachers
Satisfaction with the handling |Low attitude discrepancy group 1297 9.6723 2.14118 .000| 3.382*
of incompetent teachers High attitude discrepancy group 793 9.3125 2.47089
Morale of teachers Low attitude discrepancy group 1314 11.3387 1.74853 433 .785
High attitude discrepancy group 793 11.2724 1.95116
Teaching quality Low attitude discrepancy group 1316 11.5995 1.72037 871 -.162
High attitude discrepancy group 793 11.6129 1.89435
*p<.05

(2) The mean of “perceived justice of workload allocation for incompetent teachers” of the low attitude
discrepancy group was higher. There was no significant difference in the mean of “morale of teachers” and
“teaching quality” between the high and low attitude discrepancy groups.

As shown in Table 4, the mean of perceived justice of workload allocation of the low attitude
discrepancy group was 9.366, and that of the high attitude discrepancy group was 9.125. The perceived
justice of workload allocation of the low attitude discrepancy group was significantly higher than that of the
high attitude discrepancy group. However, there was no significant difference in the mean of “morale of
teachers” and “teaching quality” between the two groups.

4-2. Analysis on correlation among teachers’ attitude toward the handling of incompetent teachers,
and the variables, such as teaching quality and morale of teachers

According to Table 5, the relationship among the handling approach, teaching quality, and morale of
teachers, is as follows: the correlation between “entering the process of teaching improvement” and teaching
quality was.305, and that between it and morale of teachers was.308. The correlation between



“encouragement and assistance” and “improvement of teaching quality” was.382, and that between it and
“satisfaction with the handling of teaching incompetence” was.311. The correlation between “soliciting
supporting from senior teachers and inviting incompetent teachers to join their teaching team to improve
teaching skills” and “improvement of teaching quality” was.328. The correlation between “tolerating the
poor performance to maintain harmony” and “improvement of teaching quality” was.356. The correlation
coefficient of other variables, such as “transferring to other jobs” and “persuading them to retire” was less
than.30, with a low correlation. Therefore, they were not further analyzed. The above results support H2,
suggesting that teachers’ active attitude toward the handling of incompetent teachers (e.g. entering the
process of teaching improvement) is significantly positively correlated with teaching quality and morale of
teachers. The concurrent use of active handling and encouragement (e.g. “encouragement and assistance”
and “‘soliciting supporting from senior teachers and inviting incompetent teachers to join their teaching team
to improve teaching skills”) was significantly positively correlated with “improvement of teaching quality”
and “satisfaction with the handling of teaching incompetence.” Moreover, “tolerating poor performance to
maintain harmony” was also significantly positively correlated with “improvement of teaching quality”,
suggesting that a warm working environment is important. Countries such as the U.S. and the U.K. also
adopt the measure of tolerance (Wragg, Hayness, Wragg, & Chamberlin, 1999, p.2). As a result, in order to
improve “teaching quality” and to “increase the satisfaction with the handling of incompetent teachers,” it is
necessary to use the approaches of “encouragement and assistance” and “soliciting supporting from senior
teachers and inviting incompetent teachers to join their teaching team to improve teaching skills”. To
improve teaching quality and morale of teachers, it is necessary to give priority to the approach of “entering
the process of teaching improvement”. The above findings are consistent with Torff& Session (2005), who
suggested that the incompetent teachers can be attributed to lack of teaching competence. In addition, active
implementation of teaching improvement procedures may help incompetent teachers to enhance teaching
competence. In addition, the research results are also consistent with Futernick (2010, p.61-63) that
incompetent teachers should be given the opportunity of teaching improvement. However, this study further
found that to gain more support from teachers, it is necessary to provide tolerance and encouragement, as
well as to actively handle incompetence.

Table 5:
Summary Table on the Relationship between Teachers’ Perceived Handling Approaches of Incompetent teachers,
Teaching Quality, and Morale of Teachers

Satisfaction with the
handling of teaching Improvement of  [Teaching Morale of
incompetence teaching quality  |quality teachers
Transferring to other jobs 136() 130(+%) 101(+%) 084()
Tolerating poor performance 222(*%) 356(**) 022 049(*)
Entering the process of teaching
improvement .208(**) A72(*%) .305(**) .318(**)
Persuading them to retire 009 -.059(**) .089(**) ‘.048(*)
soliciting supporting from senior teachers
and inviting incompetent teachers to join o o o o
their teaching team to improve teaching 267("%) 328(™) 255(™%) 281("%)
skills
Encouragement and assistance
311(**%) .382(**) .265(**) .288(**)

*p<.05

4-3. Establishment of the Framework of the Relationship between Attitude Discrepancies, Satisfaction

with the Handling, Teaching Quality, and Morale of Teachers

According to the results of SEM analysis, as shown in Figure 2, when the attitude discrepancy is small,
the teachers’ satisfaction with the handling, the perceived improvement, and the perceived fairness of
workload allocation are all higher. Thus, when dealing with incompetent teachers, school principals should
share the same attitude as teachers, and reach a consensus with them, as possible, in order to achieve a better
effect. This result is consistent with the arguments of the efficacy and outcome of the expectancy value
theory (Vansteenkiste, Lens, Witte, & Feather, 2005, p.270-271). When the expectancy behavior of the



principals and teachers is consistent, the outcome of expectancy is better. The result supports H7.

The results of Figure 2 also indicate that when the attitude discrepancy is small, the teachers’ perceived
fairness of workload allocation is higher, which has a positive effect on the morale of teachers, and further
affects teaching quality. The research results support H4. Moreover, when the attitude discrepancy is small,
the teachers’ perceived satisfaction with the handling is higher, which can improve the morale of teachers,
and has a positive effect on teaching quality. The GFI s are NFI=.97, NNFI1=.97, CFI=.98, IFI=.98, RFI=.97,
GF1=.94, and AGFI=.92. The values of the above indices are all greater than the judgment value of.90.
RMSEA=.063, which is less than the judgment value of.80, suggesting that the goodness of fit of the overall
model is good. The research results support H5. Therefore, reducing the attitude discrepancy has an indirect
effect on enhancing the morale of teachers and teaching quality. The coefficient value of other variables is
small, thus, it is not further analyzed.
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Figure 2: Theoretical Framework of Handling of Incompetent Teachers (Final Structure)
Note:y?=1222.39 df=127

5. Conclusion and Suggestions

This study investigated the relationship between school principals’ and teachers’ attitude toward the
handling of incompetent teachers, and relevant factors. The results indicated that using the approaches of
“encouragement and assistance” or “soliciting supporting from senior teachers and inviting incompetent
teachers to join their teaching team to improve teaching skills” is conducive to overcoming teaching
incompetence and enhancing teachers’ satisfaction with the handling of incompetent teachers. Using the
approach of “entering the process of teaching improvement” can elevate teaching quality and morale of
teachers. The approach of “tolerating poor performance to maintain harmony” is also significantly positively
correlated with “alleviating teaching incompetence.” The approaches of “transferring to other jobs” and
“persuading them to retire” are not significantly correlated with enhancing satisfaction on handling
incompetent teachers. The research results indicated that active measures (e.g. soliciting supporting from
senior teachers and inviting incompetent teachers to join their teaching team to improve teaching skills,
entering the process of teaching improvement, and encouragement and assistance) are more conducive to the
handling of incompetent teachers, satisfaction, morale of teachers, and teaching quality. However,
“tolerating poor performance to maintain harmony”is also significantly correlated with “alleviating teaching
incompetence”. This suggests that besides active actions, schools should also tolerate the incompetent
performance when handling incompetent teachers, which can achieve a better effect.



According to the research results, when handling incompetent teachers, school principals are advised
to first understand other teachers’ attitude toward the handling of incompetent teachers, and reduce the
attitude discrepancy between the principals and teachers as much as possible. In this way, a better effect can
be achieved in handling incompetent teachers and enhancing satisfaction with the handling. Moreover,
reducing the attitude discrepancy has a positive effect on the morale of teachers and teaching quality through
the mediating effect of perceived justice of workload allocation or satisfaction with the handling of teaching
incompetence. Therefore, three aspects should be concerned when handling incompetent teachers: 1) reduce
the attitude discrepancy toward the handling of incompetent teachers between school principals and teachers;
2) the workload allocation for incompetent teachers should be fair; 3) improve teachers’ satisfaction with the
handling of incompetent teachers. Those suggestions could enhance the morale of teachers and teaching
quality after the issue of incompetent teachers is handled actively. However, this study did not investigate
the handling approaches when confronted with opposition from teachers’ union. Follow-up studies should
further discuss the situation when involvedteachers’ union.

This study established the framework between the attitude of school principals and teachers toward
the handling of incompetent teachers concerning the handling approach, satisfaction with the handling
approach, morale of teachers, perceived fairness of workload allocation, and teaching quality. As a
fundamental research, this study may contribute to future academic studies on issues concerning
incompetent teachers. The findings of this study can serve as a reference for incumbent elementary school
and junior high school principals to deal with incompetent teachers.
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Summary Table of the Results of Cluster Analysis on Attitude Discrepancy

Attitudes toward the handling of incompetent teachers of school Group with a Group with a large
principals/teachers small difference difference

The best approach is to transfer them to other jobs. 77 151
The best approach is to tolerate their poor performance to maintain harmony. 72 1.12
The best approach is to have them enter the process of teaching improvement. 59 123
The best approach is to persuade them to retire. 66 1.66
The best approach is to have them join the teaching team. 64 1.34
The best approach is to provide them with encouragement and assistance. 62 119
N (Number of people) 1319 794
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The relationships among the competitive strategies of kindergartens, students’ retention,
repeat, and referrals

Yi-Gean Chen

AssociateProfessor, Department of Early Childhood Education, National University of Tainan, Taiwan
Introduction
The impact of the declining birthrate in Taiwan causes kindergartens to face ever increasing competition

to survive. Although many researchers have proposed suggestions of competitive strategies to help
kindergartens remain competitive in the market, we lack of empirical studies related to the efficacy of such
strategies, and more studies are required to evaluate the actual effect and suitable timing of the strategies.
This study hopes to begin with the theory of competitive strategy of Michael E. Porter, and analyze the
related research results and actual conditions in domestic kindergartens in order to establish competitive
strategies for kindergartens. Then, with the data analysis nationwide, Customer Satisfaction 3R (Retention,
Repeat, Referrals) are used as outcome variables to understand the effects of different competitive strategies.
The results of this study will benefit kindergarten managers to apply a suitable competitive strategy to
improve parents’ satisfaction and lead to an advantage of students’ enrollment and kindergartens’
management.
Literature Review and Research Implementation

The competitive strategies in this study are formed by three kinds of references: 1. Generic Competitive
Strategies by Michael E. Porter, including Overall Cost Leadership Strategy, Differentiation Strategy, and
Focus Strategy (Porter, 1980, p35-40); 2. Dimensions of Competitive Strategy by Michael E. Porter,
including Specialization, Brand Identification, Push versus Pull, Channel Selection, Product Quality,
Technological Leadership, Vertical Integration, Cost Position, Service, Price Policy, Leverage, Relationship
with Parent Company, Relationship to Home and Host Government (Porter, 1980, p127-129); 3. the results
of competitive strategies in businesses studies, including Segmentation Strategy, Supporting Services
Strategy, Brand-oriented Strategy, Marketing Strategy, Diversification Strategy, Strategic Alliance (Aaker,
1991; Amis, Pant, & Slack, 1997; Berry, 1975; Carman &Langeard, 1980; Carroll, 1985; Dickson &Ginter >
1987; Eraqi, 2006; Gary, 1991; Grant, 1991; Gronroos, 2000; Guiltinan, 1987; Hall, 1992; Kotler, 1998;
Miller ~ &Henthorne, 2006; Mistilis&  Daniele,  2004; Murray &  Mahon,  1993;
Rewtrakunphaiboon&Oppewal, 2003; Storey&Easingwood, 1998; Urde, 1994; Woolf, 2008).

Combining three kinds of references above and kindergartens’ real situation, this study develops the



kindergarten competitive strategies of 10 types: 1.Segmentation Strategy; 2.Brand-oriented Strategy;
3.Marketing Strategy; 4.Strategic Alliance; 5.Diversification Strategy; 6.Supporting Services Strategy;
7.Product Quality Strategy; 8.Vertical Integration Strategy; 9.Cost Position Strategy; 10.Low Price Policy.
Customer satisfaction is a critical factor to purchase behaviors, so this study applies the concept of
Customer Satisfaction 3R (Customers’ Retention, Customers’ Repeat, Customers’ Referrals) by Heskett,
Jones, Loveman, Sasser, and Schlesinger (1994, p166) to develop kindergarten management
competitiveness 3R (Students’ Retention, Students” Repeat, Students’ Referrals) to realize the effect of
kindergarten competitive strategies. Based on the method of stratified cluster random sampling, this study
samples kindergarten principals of 20 cities and counties in Taiwan to conduct the questionnaire and finally
obtains 272 valid samples from 17 cities and counties. The results of statistics are shown as table 1 and table

2.
Table 1The summary of frequency and means analysis of kindergarten competitive

strategies
frequency &means | numbers | minimum | maximum means Standard Total The mean of

strategies deviation | questions | single question
Segmentation Strategy 206 7.00 20.00 14.6316 2.64639 4 3.65
Brand-oriented Strategy 270 6.00 20.00 16.5889 2.60495 4 4.15
Marketing Strategy 266 5.00 25.00 14.7782 3.94008 S 2.96
Strategic Alliance 271 5.00 25.00 12.0369 4.40018 5 2.40
Diversification Strategy 270 6.00 30.00 9.5519 4.25785 6 1.60
Supporting Services 269 6.00 20.00 12.77546 2.71934 4 3.20
Strategy

Product Quality 270 8.00 20.00 15.9667 241948 4 3.99
Strategy

Cost Position Strategy 206 5.00 25.00 15.7707 4.08911 5 3.16
Low Price Policy 259 6.00 30.00 15.4208 5.81202 6 2.56
Vertical Integration 264 4.00 20.00 9.7879 4.35328 4 245
Strategy

Table 2 Thesummary of OLS regression

Dapendf_m\mriables\ Students’ Retention Students’ Repeat Students’ Referrals
Independent variables B Beta B Beta B Beta
Segmentation Strategy -.020 -.028 .007 .009 015 012
Brand-oriented Strategy 212% 301 052 .066 366* .296
Marketing Strategy -.037 -.079 .085% 163 .003 .003
Strategic Alliance 014 032 018 .037 031 041
Diversification Strategy -015 -.036 .029 .062 -.150* -.198
Supporting Services Strategy .046 .068 094 125 126 107
Product Quality Strategy 267* 364 012 015 ATT* 369
Cost Position Strategy .007 016 028 057 021 027
Low Price Policy -.020 -.065 -.047* -.133 -.031 -.055
Vertical Integration Strategy -.022 -.053 .168* 368 -.034 -.047
Constant 4.516 763 6.810

R? .350 294 468

F 12.017* 9.018* 19.510%

*p<.05

Results, Conclusion, and Suggestions
The results of this study are shown as follows: when facing the challenge of low-birthrate, kindergarten



managers tend to take Brand-oriented Strategy as the first choice, and then the second is Product Quality
Strategy, and the third is Segmentation Strategy. On the contrary, Diversification Strategy is the least
possibility to be applied by kindergartens, and Strategic Alliance and Vertical Integration Strategy are also
seldom to be applied. It means kindergartens tend to apply the competitive strategies which can improve
their education quality, or form their own characteristics to resolve the pressure of market competitiveness,
so most of the kindergartens apply Brand-oriented Strategy which stresses on a good image and reputation
of kindergarten, and the second is Product Quality Strategy which focuses on students’ performances, and
the third is Segmentation Strategy which endeavors to form a special characteristic to make the differences
from other kindergartens. Most of the kindergartens don’t want to develop other business, so Diversification
Strategy which stresses on extending different business can’t get principals’ support. Similarly, for Strategic
Alliance and Vertical Integration Strategy, the former stresses on cooperation with other business and the
latter focuses on downward development (such as day care centers) and upward development (such as after
school programs), and the two strategies are also seldom applied.

About the effects of the competitive strategies, this study finds that the best effect to keep students to
stay in the same kindergarten (Students’ Retention) is Product Quality Strategy, and the second is
Brand-oriented Strategy. The best effect to invite students’ sibling to enroll this kindergarten (Students’
Repeat) is Vertical Integration Strategy, the second is Marketing Strategy. Low Price Policy has a
significantly negative effect to Students’ Repeat. The best strategy which improve students’ enrollment
through parents’ introduction (Students’ Referrals) is Product Quality Strategy, and the second is
Brand-oriented Strategy. Diversification Strategy is not good because it has a significantly negative effect to
Students’ Retention. According to the results above, the researcher suggests the kindergarten managers apply
Product Quality Strategy and Brand-oriented Strategy when they face the competitiveness challenge of
low-birthrate, because such two competitive strategies can not only benefit Students’ Retention (parents will
let their children keep studying in this kindergarten), but also Students’ Referrals (parents will introduce new
students to this kindergarten). Kindergarten managers have to consider more about Low Price Policy
andDiversification Strategy. Although these two Strategies have positive effects on business management,
but in kindergarten management, they have negative effects on Students’ Retention and Referrals.
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Foreword/Background

Many countries in Asia are affected by low birth rates, and Taiwan’s kindergartens are no exception. Many
kindergartens must consider how to improve strategies and concrete actions in competition to prevent being
eliminated by the market; therefore, many studies have explored the competitive strategies of kindergartens
in recent years.

However, such research is mostly based on interviews with certain kindergartens or small samples within
certain areas. As there is no large sample of empirical research, there is a lack of empirical data regarding the
effects of competitive strategies, and whether kindergartens of different contextual conditioning require
different competitive strategies. Thus, there is an urgent need for accumulating more research results of
kindergartens’ competitive strategies.

The competitive strategy uses Porter’s competitive strategy theory as the structure, the parents’ intention of
selecting a kindergarten applies the 3Rs of customer satisfaction (customer retention, repeat purchase, and
referrals) as the basis, and transforms them to the 3Rs of parent satisfaction (remaining in the kindergarten,
repeatedly making different choices on other courses, and referral to other parents).



The purpose of this study
The purpose of this study is to learn the effects of different competitive strategies on the 3Rs of parent

satisfaction (remaining in the kindergarten, repeatedly making different choices on other courses, and
referral to other parents), in order to construct relational models of competitive strategies and determine the
effective variables (the 3Rs of parent satisfaction) of kindergartens in different contexts.

Literature Review

2-1. Theory of competitive strategy

2-2. Relevant studies of competitive strategies

2-3. Application of the theory of competitive advantage in kindergartens

2-4. Relationship between different situational conditions and competitive strategies

2-5. Relationship between competitive strategies and customer satisfaction

2-1. Theory of competitive strategy

The theory of competitive strategy was proposed by Porter.

Generic competitive strategies

Dimensions of competitive strategies

Porter’s three generic competitive strategies (Porter, 1980, pp 35-40)

1. The overall cost leadership strategy

The overall cost leadership strategy is essentially a low-cost strategy that involves gaining

competitive advantages through cutting back on the costs of production while maintaining a normal

standard of product quality and services.

2. The differentiation strategy

The differentiation strategy refers to offering unique products or services to take a unique position in

the market.

3.The focus strategy

the focus strategy refers to focusing on and aiming at a specific target (such as a specific customer

group, product, or geographic market) and customizing services with a particular target in mind

Dimensions of competitive strategies

Porter believed that a company’s competitive strategies may encompass a number of dimensions.
These dimensions include:

(1) specializationthat centers on the breadth of a product line and that targets customers or a
particular geographic market;
(2) brand identification, which strives to mold a brand image;
(3) push versus pull, which refers to selling products through exercising brand appeal or
strengthening sales channels;
(4) channel selection in which sales channels can range from company-owned channels to specialty
outlets and broad-line outlets;
(5) product quality, including materials, product specifications, and product appearance;
(6) technological leadership, which refers to getting a head start at technology rivalry;
(7) vertical integration, which refers to the backward or forward integration of sales channels,
specialty shops, and company-owned service networks;
(8) cost position, which refers to investing in highly-efficient equipment to reduce production and
sales costs;



(9) service, which refers to supplementing products with supporting services such as technical
support and after-sales services;
(10) price policy, which refers to the position of a product’s price on the market;
(11) leverage, which refers to balanced financial capacity and operating capacity;
(12) the parent company/subsidiary company relationship;
(13) the relationship with the home government and the host government. Dimensions 11
through 13, which are relatively rare in kindergartens, were excluded from this study’s discussions.
2-2. Relevant studies of competitive strategies
This study derived a number of important competitive strategies by summarizing relevant studies
from the past. These strategies are listed as follows.
Segmentation Strategy
Supporting Services Strategy
Brand-oriented Strategy
Marketing Strategy
Diversification Strategy
Strategic Alliance
2-3. Application of the theory of competitive advantage in kindergartens
This study integrated the dimensions of competitive strategies proposed by Porter (1980, p.127-129)
and competitive strategies proposed by other studies to draw up 12 competitive strategies for
kindergartens as follows:
(1) Segmentation strategies, which are used to segment target customers by differentiating the needs of the
children’s parents, i.e., the customers (Woolf, 2008).
(2) Brand-oriented strategies, which are used to establish the image of a leading brand (Urde, 1994),
which encourages parents to speak highly of the kindergarten.
(3)Marketing strategies, which are used to design a set of principles for selling (Kotler, 1998) that attracts
parents to send their children to the kindergarten.
(4) Strategic alliances, which are used to form alliance partnerships with other organizations that not only
benefit parents and children but also benefit both parties of the alliance (Murray & Mahon, 1993).
(5)Diversification strategies, which are used to develop additional business operations other than the

primary nature and scope of a kindergarten’s business, (Berry, 1975).

(6)Supporting services strategies, which are used to provide parents with extra services on top of their
children’s education (Gronroos, 2000), such as take-out dinners.

(7)Quality strategies, which originally referred to the product quality standard (Porter, 1980), and which are
used to create a set of standards for children’s learning, such as setting learning targets, examining whether
targets have been achieved, and providing teachers’ guidance, along with other measures to achieve quality
education.

(8)Student performance strategies, which are based on the perspective of Porter (1980), and which can be
used to demonstrate the students’ learning results and outcomes and reflect the kindergarten’s performance.
(9)Technological leadership strategies, which are based on the technological leadership perspective of
Porter (1980), in which kindergarten teachers’ excellent teaching skills and use of advanced teaching
technologies are examples.

(10) Vertical integration strategies, which refer to strategies that involve forward and backward integration



(Porter, 1980), in which baby-sitting, daycare, kindergarten, and after-school tutoring are examples.
(11) Cost position strategies, which refer to a kindergarten’s cost-cutting measures in reducing
administration and personnel costs (Porter, 1980) in order to increase business revenues.
(12) Price strategies, which refer to a kindergarten’s endeavors to cut back on enrolment fees and monthly
tuition fees and use a low-price measure (Porter, 1980) to attract parents.
2-4. Relationship between different situational conditions and competitive strategies
According to the study of Woolf (2008), not all competitive strategies are applicable in all situations.
Sturman& McCabe (2008, p 94) also emphasized that each company should carefully assess its own
unique characteristics to determine its own competitive strategies.
Based on the foregoing analysis, this study concluded that urban/rural kindergartens,
public/private kindergartens, and large-sized/small-sized kindergartens may have different
competitive strategies.
2-5. Relationship between competitive strategies and customer satisfaction
According to the study of Heskett et al. (1994), customers who are satisfied with a company’s
services will show customer loyalty to the company. Such loyalty can be measured in terms of three
customer satisfaction indexes: (1) the customer retention rate; (2) repeat purchases; and (3) referrals.
Considering that previous studies have pointed out the close relationship between competitive
strategies and customer satisfaction (Chiang, 2009), this study chose customer satisfaction as the
dependent variable.
The three customer satisfaction indexes proposed by Heskett et al. (1994) were converted to match
the context of a kindergarten, and they became remaining in the kindergarten, repeatedly making
different choices on other courses, and referral to other parents.
Research Hypotheses
The following hypotheses were proposed to verify the above model:
H1: Various kindergarten competitive strategies (the market segmentation strategy, brand-oriented
strategy, marketing strategy, strategic alliance strategy, diversification strategy, supporting services
strategies, product quality strategy, technological leadership strategy, vertical integration strategy,
cost position strategy, and the price strategy) will effectively predict the three indexes of parent
satisfaction with their chosen kindergarten (remaining in the kindergarten, repeatedly making
different choices on other courses, and referral to other parents.)
H2: The competitive strategies of kindergartens with different characteristics and the three indexes
of parent satisfaction with their chosen kindergartens will have different levels of influence.
Research Subjects and Sampling Method
The population of this study was legally registered kindergartens in Taiwan. According to the
statistical data, there were a total of 7,021 kindergartens in Taiwan as of 2011(Ministry of the Interior,
2011; Ministry of Education, 2011). This study’s ideal sample size was 400 kindergartens. To
enhance the representativeness of the research samples, stratified random sampling was adopted as
the sampling method.
Through the sampling survey data of 20 counties and cities, A total of 312 out of 400 distributed
questionnaire copies were collected, indicating a response rate of 78%. After the invalid
questionnaire copies were eliminated, there were 272 valid questionnaire copies left.
The study samples kindergarten principals, conducts a survey, and applies statistical




analysis/structural equation modeling analysis.
Results

Conclusion and Suggestions
The findings conclude that the competitive strategies of kindergartens in different conditions should consider
the following: in order to retain children and allow parents to repeatedly make different choices of other
courses, rural kindergartens should emphasize brand strategy first, followed by a vertical integration
strategy, which is conducive to repeatedly make different choices of other courses.

City kindergartens should emphasize the student performance strategy to improve the visibility of

students’ performance.

Large kindergartens should consider creating brand and quality strategies; while small kindergartens
should focus on building student performance strategies.

In this study, public kindergartens do not clearly show positive, but slightly negative, effects of
competitive strategies; while private kindergartens should emphasize vertically integrating courses and
establish their brand as an important strategy.

The competitive strategies for privately owned kindergartens are similar to private kindergartens’;
however, they should provide more multiple support services.

Conclusion and Suggestions

The results of this study included that in order to boost parent satisfaction, large-sized kindergartens’
competitive strategies should place stress on providing quality and establishing a good brand name,
whereas small-sized kindergartens should focus on each child’s learning and attach importance to
strategies that center on student performance.

In addition, given the close-knit school-parent relationship in rural kindergartens, word-of-mouth
communication and brand strategy are both important for rural kindergartens. In contrast, as parents

of urban kindergarten children value their children’s performance at school, urban kindergartens
should give students more opportunities to demonstrate what they have learned in order to show the
kindergartens’ success in education.

On the other hand, brand strategies are important for private kindergartens, the majority of which are
owned and operated by individual entrepreneurs.
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