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ABSTRACTS

This study was specifically done to help the school principal, teachers,
parents and students of Sekolah Menengah Manir, to understand and to
discover the nature of their existing culture and for teachers to compare their
existing culture with that of their preferred culture. For that purpose, the
researcher decided to do a case study on the mentioned school. A random
sample of 76 teachers, the school principal and 13 of its supporting staffs
(clerks, laboratory assistants and the school gardeners) were given a
guestionnaire on diagnosing the school culture. The instrument was an
adaptation of Roger Harrisons (1994) questionnaire on diagnosing

organizational culture.

The findings revealed that there were slight variations between the
male and female teachers ranking of the existing culture. The male teachers
ranking for their existing culture were in the following order: Support,
Achievement, Role and Power culture. On the other hand the female teachers
ranking were Role, Achievement, Support and Power. However, the
researcher felt that the variance found was not significant enough to be

debated.

The possible explanation for the variance would be the difference in

gender perceptions on the situations they faced. However, the rankings for



their preferred culture seemed to be unanimously agreed upon with Power
culture as the most preferred culture, followed by role culture, support culture

and Achievement as the least preferred culture.

A preference for Power culture simply means that there was high
dependence for trust, empathy and personal communication for its
effectiveness. Organizational members prefer few rules and little need for
bureaucratic procedures. Besides surveys, observations and interviews were
also conducted to strengthen the findings. As a whole, the researcher felt that
the use of qualitative methods of assessing school culture was most suitable
since the fundamental content of culture was unconscious and highly
subjective. Thus, it requires an interactive probing to access otherwise
inaccessible and unconscious cultural material. Finally, each culture is
idiosyncratic and unique and requires a non standardized assessments. From
the observations and interviews, the weak culture, as identified, proved to be
an eye opener to the principal, teachers, supporting staffs, parents and
students that an appropriate measures need to be taken to match existing

culture to that of organizational members preferred culture.
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CHAPTER 1

Introduction

1.1 Background of Study

Over the past decade, a succession of business professors,
management consultants, journalists, and futurists have spent considerable
time preaching on ‘renewal’, ‘revitalisation’, and ‘transformation’, telling senior
executives how to convert sluggish corporation into agile competitors. But
despite all the effort, maintaining the status quo appears to be winning out.
Why do so many efforts at change produce disappointing results? It is
tempting to blame employees. A Schiemann (1993) survey of senior
executives in the Fortune 500 found that 76% cited that employees resisted to
do things in new ways, as their primary roadblock to change. From the
executive suite, according to the survey, 39% of the executive felt that the lack
of management agreement on business strategy was a key barrier to change.
Almost half blamed an unsupportive culture as the impediment, and a third

faulted management's leadership in implementing change.

Similarly, educational community is constantly being challenged by the
underachzevement of students Various theories are targetmg the student, the
student’s social and cultural environment, and the school setting have been

offered as explanations for this disturbing phenomenon. It is due to the
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competitive nature of schools nowadays call for the study of school culture in

the hope of bringing about ‘school effectiveness’.

1.2 Significance of study

Finger pointing is hardly productive. Besides, few would argue with the
proposition that senior executives should shoulder the prime responsibility for
implementing the éhanges necessary for business success or educational
success. The question is, how can key managers become more effective
leaders? In viewkof this problem, it is thus important for us to study about
organisations because we all work in organisations and are affected by them
in so many ways. We need to know and understand what organisations are,
where they come from, how they operate, and how they can be changed. But
the fact is that most of us take organisations for granted and assume that
having to study them is an exercise in boredom. It is also the objective of this
paper to make us aware that failure to understand organisations and
organising, dooms them to repeat the‘ mistakes of others as their careers in
the organisations unfold. Earnest (1992) has stated that managers haVe to
learh to live with organisational culture so that they cén play their part in
changing it when necessary. Whether they like it or not, thére will bé
established norms and valu'es governing ’;heir ’behaviour, especially in a
- bureaucratic, highly structure organisation these’norms}are likely to be strong
and difficult to ignoré. In a more loosely formed ‘organic’ organisation the

norms will be flexible, but they will still exist. After all, if norm is to behave
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informally, it takes courage and strength of character to deviate from it to a

great extent.

Therefore, this research endeavour will provide an alternative approach
to finding tentative explanations to the problems faced by many schools in
Malaysia. Thus, the study on the teachers culture of Sekolah Menengah
Manir will expose the share of assumptions, values, ethos and the social rule
governing the relationship between teachers and other members of the
organisation. Understanding the cultural make-up of the organisation will not
only be useful for reinforcing the positive values within the organisation but
more importantly will facilitate the most effective performance in the

organisation for the achievement of world class schools

1.3 Research Objectives

Since emphasis have bé,en made on the importance of knowing
iorganizational culture, this research aims at achieving five specific objectives.
Firstly, it was hope that this study would contribute to the understanding of the
céncept of organizational culture in school by examining the taken for granted
assumptiohs, shared knowledge and cognitidn, intégréted feelings and valQes
~and cultural rules governing the daily life experiences of the members 6f thé

organisation. Thus, the ultimate goal of the exercise was to add andther

dimension based on the reality of the organisational life as perceived by the
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actors in their life experience, in the quest for alternatives explanation or
solutions to enhance the capability of the existing machinery of the

government. g

The second aim of this study was to provide an alternative approach to
organizational analysis and research that is by providing a descriptive view of
the school culture. If past efforts concentrated on an objective approach, this
study will give a subjective or ihterpretative view to culture studies. More
specially, this study is intended to view the functioning of the schools from the
nature or indigenous perspective in which the language, symbols rituals and
patterned behaviour provide a rich source of implicit and explicit information

for the understanding of the teaching profession in reality.

The third goal of the study was to help organizational members
discover the existing culture of the school and to compare it against its ideal or
preferred culture. With the knowledge acquired , it is hoped they can help plan
:strategies to enhance cooperatién and co-ordination amongst staffs in its

effort to improve its performance and pursue the school’s goals.

Fourthly, to enable organizational members to be aware of the
implications of culture incohgruent and to be responsive enough to the needs
of cultural change should the need arise. For with the ever changing needs of
the school, a considerable understanding of the existing culture in an

organisation is vital before even considering culture change.
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Finally, it is the objective of the study to enable to explore the possibility of
using a non participative observation approach for school culture analysis. In
this endeavour, a set of data gathering techniques were used to elicit the
native view points. After that the data were analysed by using certain
analytical techniques to yield teachers culture profile that would form the basis

for cultural description of the chosen school.

1.4 Limitations of the Research

The researcher realised that the topic of this paper has not yet gained
attention from Malaysians. Many are still not aware of the significance of the
subject and the most excruciating problems faced in this research at this point
were as follows:- First and foremost there were very limited recent studies
done on the topic using indigenous approach conducted or published. If any,
research study on the topic was based on schools in foreign countries public
administrations and business enterprise, abroad and none from the local
setting especially from the educational organisation. With this in mind, the
researcher was left on her own in pursuit of this relatively new avenue of
research. Nevertheless, not to deny that the limitation is offset by the
availability of research materi’als, assistance from the researcher’s supervisor
and studies made by many cultural anthropologist and "ethnographers.

Though rather backdated, they do provide a formidable mirror of this research.
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The time constraint to complete the research pose serious problems. In
the effort to search for literature reviews, it was terribly time consuming. To
date, the researcher had not come across research relating to present the
topic understudy done in the Malaysian setting. However, it is hope that the
theories and concept of school culture as presented would provide the

necessary and relevant guidelines.

Finally, one has to caution that this case study would not be a
representative of other similar school organisational culture since the study is
inward looking or rather micro in perspective. To compare this case study with
| another school or to regard as a benchmark to their own would definitely be
unfair since different organisations have different set of culture and

unigueness on its own.

1.5 School Background

Sekolah Menengah :Manir, is sianted 7 kilometers north of Kuala
Terengganuﬁ town. It was officiated by the Menteri Besar Terengganu on the
| ‘_30“‘ July 1986. It also s erves as feeder‘echools to the neighbouring primary

schools, namely; Sekolaﬁ. Kebangsaan_v Manir, Sekolah Kebangsaan Teluk
Pasu, Sekolah Kebangsaen 'Kampung Tengah, Sekolah Kebangsaan Kebor
Air, Sekolah Kebangsaah' kebor Beear, Sekolah Kebangsaan Banggol

Peradong and Sekolah KebangsaanDuri;an Mas. The student population is
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about 1500 and the teachers of 107. To this date the school has been through
successions of school principals. The school organization charts, the PMR

and SPM result are as enclosed in the appendixes

1.6 ASSUMPTIONS OF THE STUDY

A basic assumption of this study was that administrative and
organisational analysis in schools and universities, and in other public
organisations, should best be viewed as a multiple perspective activity.
Theories of administration, theréfore, should not be viewed as competing,
instead each theory of administration is better able to illuminate and explain
certain aspects of the problems administrators face but not others. Increased

understanding depends upon the use of several theories, preferably in an

integrated fashion.

According to Sergiovanni and Corbally (1990) theoretical perspectives
in administration comprised of at least two distinguishable components. One
component was the explicitly formulated and stated assumptions which gave a
particular perspective stru_cture, form and definition. The other component

referred to the background assumptions which were tacit.
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Gouldner (1970) in his background assumptions defined how events
ought to be interpreted and what events were to be accepted as fact and real.
As the assumptions changed so did the characteristics of practice. In this
sense there was no separate reality in organisational behaviour and
administrative functioning. Objectivity and truth were evasive and no order
exists beyond what was created in the minds of persons and that was
imposed upon the organisation by persons. Some of the known multiple

perspective governing man in their activities were described as follows:

1.6.1 Artificial Science Perspective

Simon (1969) explained activities from the perspective of the artificial
sciences, reality was said to be created by human conventions rather than by
being inherent in the nature of the universe chemical elements and genetic
characteristics, for example, human respond according to natural laws. The
\human sciences, by contrast stéted that humans do not behave, they act.
Actions differ from behaviour in that they are born of preconceptions,
assumptions, and motives. Actions have meaning in the sense that as

preconditions change, meanings change regardiess of the sameness of

recorded behaviour.
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1.6.2 Efficiency Perspective

The efficiency perspective reflected the commonly accepted principles
of ‘good management which characterized the organization and operation of

schools and universities and believed in clearly defined roles and goals.

Weick (1982) suggested that efficiency management principles
assumed the existence of four properties for the organisations in question the
presence of a self-correcting rational systems among closely linked and
interdependent people, consensus, on goals and means, co-ordination by

dissemination of informatibn, and predictability of problems and problem

responses.

Schools and universities by contrast, were loosely structured with
ambiguous goals and large spans of control. Weick noted that when the
gfficiency principles were applied to schools and universities and other loosely
structured organisations effectiveness declined, people became confused,
and work did not seemed to get done. With respect to schools he concluded
i'that théy were managed. with the wrong model in mind. The efficiency
- perspective th:us did not give adeq_uate attention to the human side of life in
educational organisations. éuch issues as individual personality and human

“needs and such conditions as job satisfaction, motivation and morale seemed

to be clearly secondary.
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1.6.3 Person Perspective

According to McGregor (1960) the person perspective on the other
hand was reflected in human relations and human resources management
theories. He even suggested that persons were primarily motivated by social

needs and obtain their basic satisfactions from relationships with others. That

persons were more responsive to social forces of their peer group than to
extrinsic incentives and management controls. Finally, a person’s identity and
loyalty to management and organisation was said to be dependent upon the

extent to which interaction and acceptance needs were provided for at work.

1.6.4 Political Perspective

Sergiovanni and Corbally (1990) elaborated on the palitical perspective,
of which the main concern was with the dynamic interplay of the organisation
in relation to the external forces of the environment. Schools and universities,
for example were viewed as open rather than closed systems, as integral
parts of‘ a larger environment not as bounded entities isolated from their
environment. They received inputs, processed them and retumned outpﬁts to
the environment. Political views did not consider gdalé as given to be
administrative. Goals were»considered to be highly unstable and constantly
changing.  Therefore, understanding the process of bargainihg in thé

development of consensus and understanding that sensitivity of such
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