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ABSTRACT

The thesis investigates variations in effectiveness of six Malaysian
primary schools in three kinds of geographical sites: urban, rural and
resettlement areas. It also focuses on the perceptions of headteachers, deputy
headteachers, and teachers about school effectiveness, leadership/
management style of headteachers and collaborative management culture.
The research explores the tensions that exist between the ingrained
assumptions of Malaysian education and the practices and attitudes of
headteachers, deputies and teachers.

Detailed interview research on effectiveness and managerial
collaboration is highly significant in enhancing understanding of education in
Malaysia. @ The findings also make a further contribution towards
international and cross-cultural perspectives of ‘school effectiveness’ and
‘collaborative management’. Although generally the understandings of what
constitutes collaborative management and what constitute the effectiveness of
schools are still in their infancy in Malaysia, however, this does not mean that
they are not important to the Malaysian educators. The need for collaborative
management in Malaysian primary school is getting greater as the country
moves towards ‘Vision 2020’ and obviously this need is not adequately
provided for in the present education system despite the Ministry’s directive.
More emphasis on policy making, awareness, commitment and training are
needed for better application of the collaborative management. At the same
time better communication and relationship between headteachers, teachers,
DEDs, SEDs and the Ministry should be enhanced.

This research also suggests ways in which training for headteachers in
the area of collaborative management may be helpful for the more effective
function of the schools. For collaborative management to be a success,
artistry is required, to know when and how to exercise the various
components of leadership so that a collaborative culture that brings success
can be developed and maintained in schools. Although there is relatively
little disagreement concerning the belief that headteacher's management
styles have an impact on the lives of teachers and students, both the nature

and degree of that impact continue to be open to debate.
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CHAPTER 1
INTRODUCTION TO THE RESEARCH

1.1: Introduction
As we approach the 21st century, the need for change and adjustment

around the world in almost every aspect of living is greater. No nation and no
people can stay behind steeped in unchanging tradition while others are
advancing at unbelievable rates. Many voices and many forces are demanding
that proper attention be given to the planning of educational change and
improvements for schools at all levels (Hargreaves and Evans, 1997). In the
United Kingdom, the secretary of state for education and employment, David
Blunkett (1997:11) contends, “this is a crusade about the economic prosperity
and social cohesion of the country as we prepare for the new century”.
Malaysia is also among those nations that are gearing towards greater
advancement in educational development for her people (EPRD, 1994).
However, to change a system where the people are divided economically is not
easy. That is, cultural and social context helps to shape attitudes towards
education. Bennett (1993) gave this comment:

In every third world country where 1 have worked, there is a
dualistic society. The middle class and those who aspire to the
middle class have a certain view of the world and aspirations
based on those of the developed, materialistic West. The poor
have values and aspirations closer to the traditional society,
because of their poverty and low level of education, the parents
are shy to go to schools. (p.42)

This thesis seeks to document and to help to understand the changing
approaches to educational issues in Malaysia, with particular reference to
collaborative management and school effectiveness in primary schools, and

also to suggest some principled ways forward towards the 21st century.

The growth of interest in school management since the 1980s especially
in England and Wales has been greatly stimulated by contextual factors: great

reductions in resources, increased pressures for accountability and
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answerability to external publics, a pupil population which was sharply
declining in most areas, high expectations of increased effectiveness,
efficiency, productivity, and ‘value for money’, and a strong promotion in
some quarters of the processes and practices of private sector industry and
commerce as models for the operation of public services (Glatter et al., 1989).
On the importance of managing effectively, Sayer (1986), a distinguished
former headmaster, had this to say:

Instead of registering that management, like the motor car, is
itself valueless, we should be agreeing that if we have goals we
have to equip ourselves to head towards them; if we have values
it is no good just proclaiming them, we have to find ways to put
them into practice. Too often education has proclaimed values
and outcomes which are not reflected in what has actually been

happening. (p.3)
What he meant was that school management is a highly practical activity
concerned with creating effective organisational means to ensure that
educational values, goals and intentions are put into practice. More than this,
however, it is important to develop theoretical understandings through which
we may appraise and improve school practice. Awareness of the links
between this kind of theorisation and practical issues is highlighted for

example by Glatter et al. (1989:xii), who comment:

To understand school management in practice we must analyse
both the ways goals and intentions are determined and the
methods used to implement them as well as the results which
are obtained. This understanding demands much more than
finding and teaching suitable and specific techniques and skills
for more effective performance; it calls for reflection on how
theoretical concepts and models, and the findings of empirical
studies can illuminate and guide the ways in which managers
act.

Therefore there is a need to study the factors that can contribute towards

school improvement through research.
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1.2: Historical perspective

Educational researchers have identified indicators that may be used to
measure effectiveness in a variety of organisational settings such as schools.
The early work of Edmonds (1979) referred to five characteristics of effective
performance in schools: (a) high expectations of instructional effectiveness
among staff; (b) strong leadership by the principal; (¢) an orderly, quiet and
work-oriented atmosphere at school; (d) an emphasis on academic activities
and development; and (e) frequent monitoring of student achievement. Later
in 1983 Edmonds gave these as characteristics of effective schools: (a)
leadership of the principal reflected by continuing attention to the quality of
instruction; (b) a positive and broadly understood instructional focus; (c) an
orderly, safe climate conducive both to teaching and learning; (d) teacher
behaviours that convey an expectation that all students are to achieve at least
minimum mastery; and (e) the use of measures of pupil achievement as the
basis for programme evaluation. Beare et al. (1989) commented that
Edmonds’s five factor formulation was based only on standardised tests in
basic skills and regarding this Cuban (1984) warns that in the pursuit of
effectiveness based on test scores, declining attention might be given to music,
art, speaking skills, and self-esteem.

However most of the earlier American studies had used the National
Standardised Achievement Tests as performance indicators. Thus in the USA
‘effectiveness’ meant raising the average scores in the school in mathematics
and reading, that is in numeracy and literacy. Rosander (1984) elaborated on
this by saying that effective schools are those in which all students master
basic skills, seek academic excellence in all subjects and demonstrate
achievement through systematic testing. As a result of improved academic
achievement, according to this view, students in effective schools display

improved behaviour and attendance.

The emphasis on standardised achievement tests as being the single key
element of an ‘effective’ school has been met with various levels of scepticism.

Most researchers indicate their concern that a concentration on effectiveness
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means a diminution of concern about other equally relevant educational

issues, such as equality, participation and social justice. Therefore defining

outcomes as achievement on standardised tests may induce schools to begin a

major re-allocation of resources into basic skills areas at the expense of other
areas of the curriculum.

It was only in the late 1980s that other measures were also used in
measuring the effectiveness of schools. Researchers began to think that if
educators want recognition of effective and excellent schools, they must define
more precisely what their objectives are, teach or aim for the objectives and
then regularly apply indicators or measures which quite clearly show whether
progress 1s being made towards those objectives. Therefore in order for a
school to be called effective it must have specific aims and constant

monitoring of progress in achieving those aims.

Attempts that have been made to define the broader characteristics of
effective schools include for example, the study by Rutter et al. (1979). In
their study of 12 secondary schools they stated that the within-school factors
which determine high levels of effectiveness are: a) The balance of
intellectually able and less able children in the school, since, when a
preponderance of pupils in a school were unlikely to meet the expectations of

scholastic success, peer group cultures and an anti-academic or anti-authority
emphasis were likely to form; b) The systems of rewards and punishments -

ample use of rewards, praise and appreciation being associated with
favourable outcomes; ¢) The school environment - good working conditions,
responsiveness to pupil needs and good care and decoration of buildings were
associated with better outcomes; d) Ample opportunities for children to take
responsibility and to participate in the running of their school lives appeared
conducive to favourable outcomes; e) Successful schools tended to make good
use of homework, to set clear academic goals and to have an atmosphere of
confidence in their pupils' capacities; f) Outcomes were better where teachers

provided good models of behaviour by means of good time-keeping and

willingness to deal with pupil problems; g) Findings on group management in
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the classroom suggested the importance of preparing lessons in advance, of
keeping the attention of the whole class, of unobtrusive discipline, of a focus
on rewarding good behaviour and of swift action to deal with disruption; and
h) Outcomes were more favourable when there was a combination of firm
leadership with a decision making process in which all teachers felt that their
views were represented.

Another study was compiled by Scheerens (1992) in the book Effective
Schooling, in which the criteria below were mentioned as school and
Instruction characteristics relevant to effectiveness. He claimed that all his
criteria have been confirmed by empirical research and added that they
provided a path towards an integrated model of school effectiveness. At the
classroom level attention was drawn to the following instruction
characteristics; structured learning; effective learning time; and opportunity
to learn. At the school organisation level the following characteristics were
mentioned: pressure for achievement; aspects of instructional leadership;
recruiting of qualified staff; evaluative potential of the school; financial and
material characteristics of the school;- organisational/structural

preconditions; and school climate.

Periodically, reviewers (Purkey and Smith, 1983; Fullan, 1985; Austin
and Reynolds, 1990) have attempted to reduce these variables to manageable
proportions by identifying commonalities, however this effort has tended to

result in a loss of clarity and substantive meaning. Purkey and Smith's

benchmark review referred to thirteen major effectiveness indicators; they
were classified according to "organisational/structure variables™ and "process
variables." The former were said to include (a) a focus on a school-based
management, (b) strong instructional leadership, (c) stability of staff, (d) goal
consensus, (e) school-wide staff development, (f) parental support, (g)
approval of academic success, (h) effective use of time and (i) district level
support and encouragement. The four process variables were (a) collegial
relationships and planning, (b) organisational commitment, (c) clear goals and

expectations at school and (d) well-known and enforced rules.
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Some authors in an effort to place effectiveness variables in a
theoretical framework, have advocated more emphasis upon a system
approach. For example, Hoy and Ferguson (1985) proposed a conceptual
model of school effectiveness based on the well-known dimensions of
adaptation, goal-attainment, integration and latency. These dimensions which
incorporated both goal and system components, were converted to indicators
for use in schools: administrative and instructional innovation, academic
achievement, staff cohesiveness and organisational commitment. Similarly,
Ratsoy (1983) used multiple models of organisational effectiveness
incorporating goals and system components to defend a comprehensive
collection of indicators for assessing school effectiveness. The components
were: (a) official and operative goals of the school; (b) satisfaction and other
desirable attributes of staff members; (c¢) organisational structure, climate and
work technology; and (d) interactions between the organisation and the wider
political and social environment. Such open-system orientations to
effectiveness differ markedly from the effective schools literature by placing
the school and principal in a dynamic and influential environment of parents,
local community interests and the school system. But this kind of research
has not been attempted in Malaysia.

School effectiveness studies have made a great contribution to
educational practice and educational policy. As Reynolds (1995:58-59) has
pointed out, firstly the research has convincingly helped destroy the belief
that schools can do nothing to change the society around them, and it has also
helped to destroy the myth that the influence of the family background is so
strong on children’s development that they are unable to be affected by school.
The second positive effect of school effectiveness research is that in addition
to demolishing assumptions about the impotence of education, it can perhaps
also help to reduce the prevalence of family background being given as an
excuse for educational failure by teachers. Third, adds Reynolds, is that
studies have continuously shown teachers to be important determinants of

children’s educational and social attainments and have therefore managed to

enhance and build their professional self-esteem. The fourth contribution is
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that school effectiveness research has begun the creation of a ‘known to be

valid’ knowledge base which can act as a foundation for training.

In some studies of school effectiveness there have been positive
research findings on ‘collaboration’ which have shown that it has been a
contributing factor towards school development. American research has
suggested that collaborative school cultures make an important contribution
to both the success of school improvement processes and the effectiveness of
schools (Little, 1982; Rosenholtz, 1989). Principals’ leadership has also been
shown to be related to school effectiveness and the success of school
improvement efforts (Jwaideh, 1984; Dufour, 1986). However, there is little
research which explains the relationship between what principals do, the
extent to which teachers collaborate and the contextual variables influencing
the effects of principals’ strategies (Sergiovanni, 1991; Lieberman et al., 1988;
Leithwood and Jantzi, 1990).

1.3: Importance of the study

The knowledge from school effectiveness studies has been widely
utilised in the Western world. However, hardly any research has been done
on school effectiveness and its implications in Malaysia. There are some
works recently produced by Western researchers on developing countries (e.g.
(Levin and Lockheed, 1993; Harber and Davies 1997; Lockheed et al., 1991)
but it is important that detailed research is carried out in particular countries
such as Malaysia to help to illuminate their specific cultural and policy issues.
Such research may often most helpfully conducted by those who are
experienced in the country involved. Furthermore the study of primary
school effectiveness in relation to the management style of the headteachers
or SMT has been frequently encouraged but with no success, that is to say,
there is a lack of research on education in Malaysia, and this is a

comparatively new field for development. There is also a lack of research on

primary education in general. In an important sense any sustained research
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in such a field will produce an interesting and substantive addition to our

knowledge and understanding of education.

Although this means that major opportunities for researchers are
available, there are also potential problems. Research on the Malaysian
situation is likely to be strongly influenced by the concerns, methods, and
theoretical approaches that have been developed in the Western literature.
But there is also a need to take into account the distinctive cultural, social,
political, policy, historical and educational characteristics of Malaysia itself. It
1s necessary to investigate the issues and problems of education in Malaysia in
a way that makes sense within this particular context, and to the teachers,
policy makers and others involved, and which can help to promote their
further development, as well as for the benefit of the international research
community. Questions can also be brought up as to what are the policy and
cultural implications of specific issues such as examination results and the

distinctive spiritual values of Malaysia, in relation to their effects on pupils,
teachers and schools.

This study was also prompted by evidence that variation in schools’
cultures explains a significant proportion of the variation in staff practices and
student outcomes across schools. Leithwood and Jantzi (1990) believed that
evidence in support of the claim that school administrators can have a
significant impact on schools was compelling. They also added that their
study provides support for the claim that principals have access to strategies
which are transformational in effect and hence assist in the development of
collaborative school cultures (p.276). I also believe that the evidence in
support of the claim that headteachers can have a significant impact on
schools is compelling, but not available to a large extent specifically in relation

to Malaysian school culture.

There is a pressing need for school effectiveness studies to be carried
out in the Malaysian context to broaden and deepen the knowledge of policy

makers on what are the major factors that can promote the effectiveness of
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schools (Bajunid et al., 1996). This present research may assist in solving
problems of educational policy and practice in the domain of educational
administration. Also the objective is to illuminate the internal differences in

schools that can make a difference for students’ achievement.

Reviews of the school effectiveness studies in the Third World by
Vulliamy (1987) and Cohn and Rossmiller (1987) revealed that individual
schools have very rarely been used and studied in depth as the unit of analysis
in any research. In the Third World it is often found that school effects were
mostly studied by looking at the availability of resources. Thus it is time to
make greater use of the current trend in the Western literature now by looking
at the school process factors that are more elusively categorised as features of
school climate or school culture (Brophy and Good, 1986; Lockheed et al.,,
1991) and the effects that they have on school effectiveness. That is to say, In
this research the management style of the headteacher in relation to

collaborative management will be dealt with in depth.

Although in Western-based research the importance of broad notions
of effectiveness have recently been emphasised, in Malaysia there has been a
strong tendency to maintain a dominant emphasis on the importance of
academic excellence. To indicate how important it is: every semester (there
are two semesters per year) students in both primary and secondary schools
are given academic-report cards to bring back home and the students’
positions in the class and in the year group are specified in the report. The
only feature that is not stated in numbers and percentages on the card is the
student’s behaviour in general. There are also situations where schools give
hand-outs to students to bring home, to show to their parents their children’s
current academic position monthly. Academic excellence is of great
importance in Malaysian schools. I will try to point out (by readings of the
school effectiveness and school improvement literature and by the interview
analysis) that excellence in the academic field is only one part of an effective
school. But it will become clear in this thesis that an emphasis on academic

excellence 1s a matter of established policy and culture. It is the practical
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consequence, and further development, of this ingrained tradition with which

the current thesis is principally concerned.

In Malaysia, Japan and Korea, economic and industrial development
are regarded very highly, and Malaysia has even adopted the “Look East”
policy which was announced by the Prime Minister himself (Mahathir, 1991).
The Japanese attitude towards work and education is very much appreciated
and admired by the Malaysian policy makers unlike those of many in the West
who often tend to be more critical about them. This can be seen in the
comment made by Kristof (1996) from Britain:

Indeed schools in Japan seem not so much institutions of
learning as of social engineering - constantly reminding pupils
that they are members of a larger community. Rules are
ubiquitous, and the atmosphere is a bit like that of a military
academy. (p.78)

On the other hand, it is true that not everyone in the West disagrees or is
critical about the educational systems of those in the East. Stevenson and

Stingler (1992), for example, were in favour of some of the Japanese and
Chinese ways of learning.

With respect to Malaysia, not everybody likes what is going on in
Japanese schools. The schedule in Japanese schools is so tight that even the
former Prime Minister of Japan, Morihiro Hosokawa, warned the government
that, “If we do not change our educational system, it will be the ruin of our
country” (Kristof, 1996:80). He complained that the system is so regimented
and so focused on cramming information into young minds that it stifles the
children. Despite that, the Malaysian Government still upholds this method
of schooling and more attention is given to the struggle towards academic
excellence and thus the ‘zero-defect policy’ being applied in schools (Wan,
1993:52). The concept of ‘zero-defect’ is commonly used in the world of
corporate management in its effort to boost competitive spirit among its

members.
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Malaysia’s educational policy has been heavily influenced in the 1990s
by its national economic and social development policy: “Vision 2020~
(Mahathir, 1991). Vision 2020 was developed and proposed by the Prime
Minister, so as to make Malaysia an industrialised and fully developed
country by the year 2020. This Vision has then become the most influential
policy statement in Malaysia since independence in 1957, thus generating
Intense local, regional and national discussion and attracting widespread
public support. Each government department has been expected to develop a

contribution to the process of implementation and education is no exception
in this respect.

The central ideas in the Educational Vision of Malaysia were expressed
as ‘knowledge culture’, ‘reading culture’, ‘culture of excellence’, ‘caring
culture’, ‘empowerment’ and ‘zero defect’ (see Appendix 1:p.338 for more).
Simultaneously, all educational institutions have articulated the practical
implications of Vision 2020 and the Educational Vision. In educational
administration, the Director of the Institut Aminuddin Baki (IAB, The
National Institute of Educational Management) provided a comprehensive
analysis of the nation’s needs and made this conclusion:

The new generation of educational administrators are expected
to be self-confident leaders with competence, a sense of
belongingness, and self-worth. Their thirst for knowledge will
allow them to cross intellectual boundaries and acquire new
languages for interdisciplinary and cross-disciplinary
discussions...Among other objectives, the new staff development
programme aims to develop educational managers whose
leadership actions are based on principles of justice, equality
and other democratic ideals...[as well as]..managers
knowledgeable in economics, finance and the law, with a deep
pragmatic grasp of today’s new realities, technological
competencies, research orientations, high moral and ethical
principles, effective communicative skills, competence as
curriculum and instructional leaders and with the abilities to be
management counsellors. The new generation of managers must
have the capacity to analyse and synthesise and recapture the
sense of history while being able to anticipate future changes.
They are also expected to be culturally refined, with the will,
drive and passion for excellence. (Bajunid, 1994:18-19)

11
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These are ideas that have been adopted by the Ministry from the developed
Western and Eastern world. These directives came out from the Ministry with
the ingrained idea that headteachers could play an important role in schools.
It is also commonly expressed by the Ministry and SEDs that headteachers
management styles could play a major role in schools’ effectiveness. Since
headteachers’ role is given great importance in Malaysia by the Ministry, they
also came out with a directive of asking the headteachers to manage schools

democratically and collaboratively.

As already mentioned, effectiveness to the Ministry and other
education officials is being excellent in examinations or academic
performance, although generally it is said that the global development of a
child is important in a school (in the Malaysian National Philosophy of
Education). Therefore, in this research since my interest is to help the schools
and at the same time the Ministry, I am interested to find out what the
headteachers and teachers are saying about school effectiveness, about being
democratic and about managing collaboratively in schools. What do the

schools have to say about these and how are these directives carried out in
schools?

It is also hoped that as a result of understanding all of the above, a way
forward can be thought of to help (if necessary) these teachers and
headteachers in following the Ministry’s directives and also to inform the
policies developed by the Ministry in relation to democratic and collaborative
school management. In other words to close the gap between the Ministry’s
understanding of these issues with that of the teachers’ and headteachers’.

1.4: Objectives of the study

As mentioned earlier, this research will attempt to understand the
characteristics of effective schools (as understood by the respondents and the
Western research), and the management styles of headteachers with a
particular focus on the collaborative/participative management style of the
headteachers in the primary schools. With regard to collaboration in the

12
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primary school, Walker et al. (1991:242) suggested that collegial perspectives
have gained ground in primary schools in the United States during the 1980s.
Becher and Kogan (1980:67) in Britain, earlier made a similar comment when
they noted, “Collegium designates a structure or structures in which members
have equal authority to participate in decisions which are binding on each of

”

them”.

Terms like "empowerment" (of parents, principals, teachers and
students) and "choice" are now widely used and they are directly related to
school management. Developments among many nations in the Western
World often receive support from across the political spectrum on the usage of
collaborative management. As a consequence, if collegiality is to be more
widely accepted and adopted in Malaysian schools (as directed by the
Ministry) then it needs to be more thoroughly discussed. Ministry’s
directives are just orders that are passed down to the schools with very little
(sometimes none) explanation as to ‘how’ and ‘what’. On collaboration and
democratic management, the Ministry only gave the reasons why (to increase
effectiveness), where (in schools and education departments) and who (by the
education officers, headteachers and teachers). The Ministry assumed that
being democratic and collaborative is a straight-forward idea and easy to
implement by those involved. As suggested by Southworth (1989):

Before we rush into collegial ways a more sophisticated
understanding needs to be developed. At present we only have
the advocates’ word that it works well. Surely we need further
research data and case studies, since only then can we examine
in detail the tensions between headship, leadership and
collegiality. At present we need to regard both leadership and
collegiality as invitations to enquiry, not as a rhetoric of
conclusion.(p.56)

It is hoped that this study may help to answer the call for that enquiry.
This research will draw on readings from the school effectiveness and

school improvement studies from a number of countries, giving particular

attention to England and Wales. However, since few of the school
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improvement programmes have been done in Britain (Reynolds, 1995), much

of the American work will be cited on this topic in this present research.

In this study the views of the primary school headteachers, deputy
headteachers and teachers sampled will be analysed in depth. The character of

primary schools is studied because this period of a child’s life is a very
important determinant of his or her future, and because very little is known at
present about organisational and cultural characteristics of primary schools in
Malaysia. Addedd to that, as Barber (1996:129) said, “one of the best ways to
improve the performance of the secondary schools would be to improve the
primary schools that feed them”. In other words, by improving the primary

schools’ children performance, it would be a bonus for the secondary schools’
teachers.

Leadership is a complex process and the nature of school leadership is
equally complex. Terms such as ‘leadership’, ‘effectiveness’, and ‘collaboration

are each very broad, often contested and unresolved, with an extensive
international research literature.

Approaching this study, therefore, questions emerge as to how to make
sense of them in theoretical terms. How is it possible to develop an
understanding of them as they play themselves out in practice, through
empirical studies? How may we examine them in their own terms as ideas, as
theories, and the tensions between these theories and the policies and
practices that are developed to promote them? And then how may we relate
them to each other, to find how one influences the other or helps to shed light
upon it? These are all very difficult research tasks, as Silver (1994) comments,
which in this thesis are approached in two distinct ways:

The first and major approach involves explaining the practical and theoretical
understandings of these ideas and their implications for practice in different
schools, identifying the mismatch and the gaps that exist between the official
policies and doctrines of the Ministry of Education, and the views and

assumptions of headteachers, deputy-headteachers and teachers. This is done
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especially through qualitative research - in-depth interviews with selected
primary school headteachers, deputy-headteachers and teachers in different
kinds of areas. This process is not essentially designed to prove the validity or
‘truth’ of particular ideas but to examine their currency, to explore their
characteristics and differences, and to help to explain them. Ministry policy
with respect to ‘collaborative management’, and ‘school effectiveness’ is
established and documented. What does the Ministry understand by these
terms and what does it expect of schools in each case? The views of primary
school headteachers, deputy-headteachers and teachers in different kinds of

primary schools are then also documented in relation to these ideas.

The second approach, less fully developed here, is to examine the correlation
between these ideas, for example in very crude terms, ‘does more collaborative
leadership create more effective primary schools’? This is a very problematic
area; it is very hard to demonstrate a clear relationship as the large amount of
published research in this area serves to show (Silver, 1994; Spaulding, 1997).

This thesis makes only a very tentative and preliminary attempt to investigate
this, based as it is on only a very small sample and with major methodological

difficulties; leading to suggestive and provisional, rather than fully worked out
conclusions in those areas.

This research project started out as a study of close correlation,
however, it later developed as an analysis of complexities and difficulties.
There are different approaches to such issues: for example is there a ‘tight fit’
or a loose fit'? In areas of education and economic performance different
approaches have been adopted in finding patterns in the relationships
involved. Some assume a close correlation, others go for more complex links,

others take a more agnostic approach (McCulloch, 1998).

If the emphasis in this thesis is to map out differences in ideas rather
than necessarily to judge their underlying validity in general terms, how then
can one go on to propose what approach to collaboration and leadership
should be developed? This theme is pursued largely on the basis of the
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cultural and policy context, reconciling the aims of the Ministry with the goals
and ideals of teachers and schools. Is there a way forward to promote new
forms of leadership that are consistent with official objectives and also the
often very different aspirations and assumptions of teachers and
headteachers? What is attempted in the thesis is to show a means of
reconciling the policy aims of the Ministry with the goals and ideals of
teachers and schools, in the interests of developing education in Malaysia that
will be suitable for the cultural context.

It 1s hoped the findings from this research will cast some light on the
actual role of headteachers as perceived by teachers and the headteachers
themselves. This research will therefore seek to deepen our understanding of
school culture and behaviour in schools especially in the context of the
headteachers’ management style, and will increase our understanding of the
meaning and criteria of effective schools and how and whether school
effectiveness might be associated (either positively or negatively) with the

practice of collaborative management in schools.

These issues should contribute to the ongoing discussion of and efforts
towards school management reform and educational improvement in local,
national and international contexts. It is also hoped to contribute to the
International corpus of literature on leadership in education and at the same
time add Malaysian research findings to the material taught in teacher
training colleges, Institut Aminuddin Baki (IAB), and in other staff
development programmes. It is hoped that by understanding the value of
collaboration in school culture and its structure, this research may help to
understand the usefulness of collaboration in school management and
enhance its usage in schools. The ultimate aim here is to be of some help in

developing a new and improved primary school culture in Malaysia.
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Specifically, the main focus of the research will be to achieve the
following objectives:

First, to compare and contrast in a number of selected primary schools the
headteachers’, deputy headteachers’ and teachers’ perceptions of school
effectiveness in general and their opinions about their own schools’
effectiveness.

Secondly, to compare and contrast the headteachers’, deputy headteachers’
and teachers’ perceptions of the managerial leadership style of headteachers
and of collaborative management culture in their schools.

Thirdly, to discuss and suggest from what the research will indicate, the
training needs of headteachers in relation to collaborative styles of
management and the movement towards ‘The Way Forward’ for Malaysian

primary schools.

Each of these issues is examined in relation to the policy and cultural context
of primary schools in Malaysia.

1.5: Organisation of the study and the research
framework

In this study, I will try to develop some ideas about the views and
experiences of teachers and headteachers in Malaysian primary schools on the

effectiveness of schools and collaborative styles of headteachers.

In Chapter Two, the school effectiveness movement and the problems
of good primary schools are explained at length. Historical perspectives on
school effectiveness studies in Britain, USA and other countries are also
discussed.

In the third chapter, the school as an organisation related to its
management style is discussed. Also included in this chapter are some
descriptions of management theories and the development of school
management in the USA and Britain. Some elaboration of management styles
comes later in the chapter. At the same time, terms such as SMT, power,
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empowerment, delegation, collaboration and accountability are also

examined.

Chapter Four focuses on the educational scene in Malaysia. Included
in this chapter is the development of primary education followed by a brief
mention of research done in the Third World countries particularly in
Malaysia. Also studied are the new roles and challenges of the Malaysian
education system. Particular reference is made to the established policy goals
of the Ministry of Education in Malaysia in the areas of leadership,
collaboration, and effectiveness, and how it seeks to promote them.

In Chapter Five, the research method used is established. The
development of the research question involved is discussed, and the
relationship of the researcher to the research issues is examined in a reflexive
manner. The piloting of the research is also noted in order to show how
choices were made between possible strategies and particular issues were
given weight. The reasons why a qualitative approach is used are also
mentioned. Case study using qualitative methods is discussed and explained
in depth. Sampling procedures are also highlighted. A brief account of
triangulation as used in this research is also described. The validity and
resonance of the evidence collected are also discussed together with the

boundaries and limitations of the study as a whole.

Chapter Six is on the background and settings of the six schools
involved in this research. This chapter is important in setting the context of
the study and bringing to the fore some of the confounding variables, for the
schools are not all alike. They differ in physical size, geographical and
economic location, grade configurations and the number of teachers and
students in each. Some schools are more or less similar in physical size and
student and teacher numbers but differ in their ‘effectiveness’. They however
are similar in one important respect: they all have headteachers who are
constantly asked and pressured by the State Education Department officers to
lead the school in an effective way mainly to increase the rate of passes in the
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National Primary School Assessment. Special comments on Felda and the
lives of those in the resettlement areas in Malaysia are also incorporated in
this chapter.

In Chapter Seven, the findings on the theme ‘school effectiveness’ as
perceived by the respondents are tabled, described and discussed.
Headteachers, deputy headteachers and teachers in general are asked to
describe what they understand by an effective school. Respondents are also
asked to describe their schools’ levels of effectiveness and to give the reasons

why. Respondents’ opinions as to how to improve the effectiveness of their
schools are also asked for.

Discussion on the findings related to headteachers’ management styles
1s in Chapter Eight. This is mainly based on the open-closed types of
leadership, in other words discussing the autocratic, democratic and laissez-
faire styles of leadership. Also discussed are the bulk of the findings on
collaborative practices in the six schools. Different types of collaboration are
also mentioned together with the encouraging and discouraging factors

towards the practice of collaborative management in schools.

The findings and understanding of the relationship between school
effectiveness, collaborative management and the movement forward provide
the theme in Chapter 9. The lessons learned from this study and other school
effectiveness studies are applied to current efforts to improve schools. The
impetus for the school improvement effort is examined in relation to the
driving forces behind school effectiveness efforts. The role of the
headteachers in increasing collaboration among schoolteachers is examined.
This chapter also discusses the use and importance of collaborative
management in schools and how it could be introduced in the Malaysian
primary school system specifically and other schools in general.

Chapter Nine is also specifically focused towards the developed
countries’ strategies to increase school effectiveness and how to apply
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cautiously these strategies in Malaysia. In being cautious, great consideration
should be given to what Philips (1989) had cited from Michael Sadler’s
warnings at the beginning of the century on the use to be made of comparative
studies, of other countries’ systems and the opportunity to learn from them:

In studying foreign systems of Education we should not forget
that the things outside the schools matter even more than the
things inside the schools, and govern and interpret the things
Inside. We cannot wander at pleasure among the educational
systems of the world, like a child strolling through the garden,
and pick off a flower from one bush and some leaves from
another, and then expect that if we stick what we have gathered
into the soil at home, we shall have a living plant. (p.269)

Michael Sadler was talking about being selective in the use of
comparative data. This is also applicable in the Malaysian search for foreign
role models to follow. The message to note here is that no “one simple model”
can be borrowed and there are then, extremely complex processes to be taken

Into account when considering what in foreign systems may be usefully
borrowed or imitated.

Chapter Ten concludes the research with an overview of the research as
a whole. The summaries of the findings are written according to research
questions.  Also included in this chapter are the summary of
recommendations and some suggestions for future study related to

headteachers’ management styles and school effectiveness.

1.6: Conclusion

The whole research is about trying to get the range of views about
school effectiveness in relation to collaborative management since there is a
strongly ingrained assumption about their positive relationship.  This
research is not so much about trying to find the actual link between
collaborative management and school effectiveness but simply to try to find

the different views among the respective respondents about the issue of

20



CHAPTER 1: Introduction to the Research

collaborative management and also try to ascertain why they are saying that

and to compare this with the different ideas about collaboration.

Finally by using a diagrammatic flow chart, the framework of the whole

study may be represented as below:

Figure 1.6: The Framework of the study

PART ONE PART TWO

PART

THREE
Research questions Literature Methods of Analysis of “‘The Way
review Inquiry Data Forward’/
Conclusion
1)What are the Respondents’ School The effectiveness
views on school effectiveness, effectiveness Interview of schools

leadership/management styles School
of headteachers and leadership Qualitative

collaborative management Management Questionnaire analysis
culture? styles

2)Any connection between
school effectiveness and Collaborative

Practices of
collaborative

management in
schools

collaborative management style management Document
of headteachers? search Quantitative
analysis

3)What are “‘The Way Forward’ School

for primary schools and the improvement Observation
training needs of

headteachers?

Training for
Headteachers
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CHAPTER 2
SCHOOL CULTURE AND SCHOOL EFFECTIVENESS

2.1: Introduction

To tackle the first issue of this research (to compare and contrast
perceptions of school effectiveness, leadership/management style of
headteachers and collaborative management culture), it is necessary initially
to examine recent research findings on  school culture and school
effectiveness. Therefore this chapter will focus on problems relating to ‘school
effectiveness’ and discuss theoretical and empirical issues developed in the
research literature. How far do these relate to the key ideal stressed in
Malaysia; excellence in academic performance? This is examined with the
intention of closing the gap between the Malaysian Ministry’s official ideas

and that of the Western world on the one hand, and headteachers and

teachers on the other.

Numerous studies have tried to find out organisational determinants of
school performance in terms of teacher performance and quality of schooling
(e.g. Wallace and Louden, 1994; Friedkin, 1994; Cheng, 1993; Mayor and
Heck, 1993). In other words at present the impact of organisational culture on
job behaviour and organisational success is being emphasised strongly.
Researchers believe that the assumptions, values and beliefs commonly
shared in organisations can shape members’ perceptions, feelings and overt

behaviours.

Maintaining this emphasis some scholars in the field of educational
administration have been involved in studying both the relationship of
organisational processes and characteristics in schools (e.g. Sergiovanni,
1984; Southworth, 1994b). The findings from most of the research point
positively to the impact of school characteristics and school culture on school

effectiveness.
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2.2: School culture
Schein (1985) notes that organisational culture is a pattern of basic

assumptions invented, discovered or developed by a given group as it learns to
cope with its problems of external adoption and internal integration.
Erickson’s (1987) definition of culture is as follows:

a system of ordinary, taken for granted meanings and symbols
with both explicit and implicit content that is, deliberately and
non-deliberately, learned and shared among members of a
naturally bounded social group. (p.12)

Thus, a school’s culture consists of meanings shared by those inhabiting the
school. In the school itself there may be a number of sub-cultures; for
example, one or several student sub-cultures and one or more teacher sub-
cultures. However, throughout this thesis the term “school culture” is used in

reference to teacher culture or sub-cultures only.

Corrie (1995), Troman (1996) and Nias (1989) have all claimed that the
shared beliefs and assumptions in an educational organisation shape not only
the organisational structures and processes, but also individuals’ values and

perceptions, and as a result influence their attitudes, commitment and

performance.

Attention to culture, as part of school reform, is driven by evidence that
traditional school cultures, based on norms of autonomy and isolation, create
a work context in which realising the central aspirations of school reform is
highly unlikely. Such norms begin to develop early in a teacher’s career,
perhaps during teacher training (Su, 1990). Fiemen-Nemser and Floden
(1986) described isolated cultures in terms of norms of interaction with
students, teachers, administrators and parents. Norms of authority and
discipline together with a competing need for close personal bonds
characterise teachers’ interactions with students. Typical norms often act to
isolate teachers from asking their peers for, or offering to their peers,

professional advice.
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Generally in Malaysia, teachers, it has often been said, have peers but
no colleagues. School administrators are valued by teachers when they act as
buffers from outside pressures and maintain discipline, but not when they
Interfere in daily routines or instructional decisions. Parents on the other
hand are valued as supports for the teacher’s plans and practices but not to
interfere in those plans. In the Malaysian schools, indeed, parents’
Interference in classroom teaching is totally out of the question. Even the
community in general does not have a say in how the teachers should be
teaching. However, teachers among themselves often collaborate and discuss
matters pertaining to their teaching (Konting,1995). Malaysia being a highly
centralised country in matters concerning educational policies, schools take
most of the directives and innovations from the top, that is, from the Ministry
of Education. For example, in the case of curriculum change, it is the
Malaysian Curriculum Development Centre officers that will plan the changes
and the teachers in schools are the implementers. However headteachers and
teachers are often called in to undergo training and workshops on new
matters (Asiah, 1979).

Many of the traditional norms of interaction and conditions which
created an autonomous professional culture (Leithwood and Jantzi, 1990) in
the Western world no longer prevail in Western schools, and it is now
common to find evidence of a different teaching culture emerging
(Rosenholtz, 1989). This culture is student-centred and based on norms of
Interaction with students that are supportive and positive; while discipline is
maintained it is obviously to serve the interests of learning rather than an end
In its own right. Teachers have a shared, technical culture built on norms of
collegiality, collaborative planning and continuous improvement (Leithwood
and Jantzi, 1990). The student body and staff are cohesive and have a strong
sense of community. School administrators are expected to offer instructional
leadership and parents are considered partners in the education of students
whenever possible. This is the era of a new culture associated with calls for
reform such as: high expectation by the public for its schools for change; new

24



CHAPTER 2: School Culture and School Effectiveness.

and more complex expectations for student outcomes (Evans and Teddlie,
1995; Fullan and Connelly, 1987; Bajunid, 1996).

Bacharah (1988) described this era as the “second wave” of reform in
the United States. Gideonese (1988) described it as a “revolutionary
transformation” in the teaching profession. All these studies are concerned
with leadership strategies which helped foster the development of new school
culture, and some have described in great length the teaching culture in
schools. Little (1982) had earlier described them as isolated and (truly)
collaborative, Andy Hargreaves (1994) went further by adding “balkanized”
and “contrived” school culture. “Balkanized” cultures were argued here to be
common In secondary schools with department structures featuring
substantial collaboration within teaching sub-groups but little or no
significant collaboration across such groups. “Contrived” collaboration exists
where professional interaction is mandated (perhaps by a school
administrator) but where the norms of the participants would not support
such interaction if the mandate were removed.

On collaboration, David Hargreaves (1995) states that:

Over the last hundred years or so, the general drift seems to be
from the traditional towards the collegial, spawning many
mutant forms on the way. This evolution reflects many of the
wider changes in society and other social institutions especially
between 1960 and 1980. Most schools, are perhaps, in some
aspects traditional and in others collegial. Official policy may
favour mixed types- contemporary British policy on schools
favouring traditional political structures but collegial service
structures. (p.36)

Cultures in transition are common under the impact of the
unprecedented scope and pace of educational reform. However, in some
ways this reflects an industrial transition of a generation ago. School cultures
are not immune to changes in the external environment. Weick (1976)
argued that because schools are loosely coupled systems, change does not
have to occur in a coherent and consistent way. One component may change

without affecting another component to which it is linked, so that a school
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may be partly traditional and partly collegial, so can prevent conflict as well as
exacerbate it.

Again, is one type of school culture more closely associated with school
effectiveness than another? Institutional cultures (members’ values, beliefs
etc.) stand in a dialectical relationship to their underlying ‘architecture’ (social
structures or patterns of members’ social relationships). Because of that, a
structural change usually has cultural consequences and thus, a shift in
culture may alter ‘social structures’. As mentioned earlier, cultures and their
‘architecture’ are subject to constant pressure towards change from internal
and external factors. @ When for schools such pressure is unsought and
unwelcome, it is this dynamic relationship between structure and culture that

illuminates school change, be it improvement or deterioration (David
Hargreaves, 1995:31).

To capture the dynamics of school cultures, in particular the complex
Interactions among teachers, I will explain here a model of school culture in
relation to its micropolitics which has been expanded by David Hargreaves
(1995) for school usage. In order to solve a complex problem a group has to
maintain pressure to keep members on task and devise social controls to
prevent distraction; simultaneously it must seek to maintain in the group
some social harmony, which is easily disturbed by pressure to keep on task.
Correspondingly, groups then deal with an instrumental function, or task
achievement, but also with an expressive function, or maintaining good social
relationships. However, incompetent handling of either function especially by
leaders, might disrupt the group and its effectiveness. This instrumental-
expressive distinction has been widely influential in studies of leadership
(David Hargreaves, 1995).

David Hargreaves commented that the distinction can also be of value
when applied to institutions. Schools have various instrumental functions,
especially those directed towards student cognitive achievement. Such tasks

require social controls over teachers and students so that they work together
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in orderly ways, concentrate on teaching and learning and avoid the
possibilities of distraction and delay. Schools thus require what Lieberman
and Miller (1984) call ‘control norms’. This is the instrumental-social control
domain of school life. Similarly, schools have an expressive task of
maintaining social relationships so that they are satisfying, supportive and
sociable - the expressive-social cohesion domain of school life. It is assumed
that in this model, the two domains which are always in potential tension,
constitute the core of school cultures. It is also assumed that in each cultural
domain there is an optimal level for the effective functioning of the school. To
achieve the school’s tasks or goals, there may be an excessive drive towards
instrumental goals- too much social control, as well as too little. In such
circumstances, the expressive needs of members are not met and the social
cohesion of institutional life is disrupted. Likewise, there can be too much as
well as too little social cohesion, so undermining the pressure to achieve the
instrumental goals. Indeed, every school has to find some combination of,
and balance within and between, the cultural domains of control and
cohesion. From the basic model mentioned above, a typology of school
cultures was developed by David Hargreaves (1995) as in Figure 2.2 below.

Figure 2.2: Typology of school cultures (After David Hargreaves
1995:27)
INSTRUMENTAL DOMAIN
(SOCIAL CONTROL)
HIGH «— OPTIMUM —LOW
HIGH
EXPRESSIVE DOMAIN 1‘
(SOCIAL COHESION) OPTIMUM
LOW

At some point along each axis lies a theoretical optimal position
between the extremes of the corners. The school culture of type (A) in the
south west corner is high in the instrumental domain, with exceptional

pressure on students to achieve learning goals (including examination

27



CHAPTER 2: School Culture and School Effectiveness.

performance) and perhaps athletic prowess, but with weak social cohesion
between staff and students. School life is orderly, scheduled, disciplined.
Within the work ethic no time is wasted. Homework is regularly set and
marked; tests are common. There are prizes, honour and prestige, to those
who succeed in the school’s goals. Expectations are high and toleration for
those who do not live up to them is low. The headteacher appears cold and
distant, even authoritarian to the staff.  Staff appear aloof, strict and
unapproachable to the students. Each side displays little warmth, whilst
valuing institutional loyalty. As further described by David Hargreaves
(1995):

Social support for students comes from informal peer groups
that tend, because of students’ socio-emotional isolation from
teachers, to be strong and influential, whether pro school or
anti-school. The tone (ethos) of the institution is custodial; in
hard forms (a military academy) it could be described as
coercive; in softer versions (the grammar school) as a ‘tight ship’
fostering ‘traditional values’. Reflecting the institutional
inheritance from the nineteenth century, this formal school
culture is vividly painted in Waller’s 1932 account of school life.
(p-27)

In the north-east corner school culture (B) is characterised by a
relaxed, carefree and cosy atmosphere. It places high emphasis on informal,
friendly teacher-student relations. The focus is on individual student
development within a nurturing environment. Its educational philosophy is
child-centred and relations between principal and staff are held to be
‘democratic’.  With the aversion to social controls, work pressure is low;
academic goals are easily neglected and become displaced by social cohesion
goals of social adjustment and life skills. Thus in this undemanding climate of
contentment, truancy and delinquency rates are low. The ‘child-centred’
primary school or the ‘caring’ inner-city secondary school with a strong
pastoral system exemplify this type (Lieberman & Miller, 1984). In this
welfare kind of school culture the students are happy at the particular time
but perhaps in later life they may look back on their experiences with
resentment at the teachers’ failure to drive them hard enough. By contrast in
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school A, students might be unhappy when they were at school, but many
later may recall their experience with gratitude and satisfaction.

There is a hectic ethos in C in the north-west corner (the high
instrumental and expressive culture). All are under pressure to participate
actively in the full range of school life. For both work and personal
development, the expectations are high. Teachers are full of enthusiasm and
committed in teaching. In this climate, everyone seems to be under
surveillance and control. Teachers and students experience anxiety about
failing to achieve instrumental goals and about intrusions into privacy with a
consequent reduction in independence, autonomy and individuality. It is a
culture that is not overtly coercive or tyrannical: social control is more likely
to be exercised over members by challenge and emotional blackmail than by
threat of punishment. Since such high control and high cohesion create a
sense of institutional oppression, members sometimes feel like ‘inmates’
(Hargreaves, 1995).

In school D the culture is one where both the social control and social
cohesion are exceptionally weak. For both teachers and students the school is
almost near breakdown, where this is a classic ‘at risk’ situation. Hargreaves
again (1995) described such a situation as a survivalist school culture. Social
relations are poor, teachers staggering to maintain basic control and allowing
pupils to avoid academic work in exchange for not engaging in misconduct.
In the classrooms, lessons move at a leisurely or slow pace where little time or
effort is allocated for academic tasks. Teachers feel helpless, unsupported by
the principal and colleagues both in curriculum planning and classroom
control. Teachers try to manage each lesson as best they can. Life is lived a
day at a time. On the part of the students, they feel alienated from their work
which bores them, yet there are no compensations in warm relationships with
their teachers, who enjoy little professional satisfaction. Delinquency and
truancy rates are high, so is staff absenteeism. The school ethos is that of
insecurity, hopelessness and low morale.
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In actual fact few school cultures fall into the extreme positions as
described above. Real schools are locatable at any point in the space between
the corners. As explained by Weick (1976), since schools are ‘loosely coupled’
institutions, different parts of the school which includes teacher subcultures
and individual classrooms, could be located in a different segment from the
rest of the school. The ideal school of the school effectiveness literature in
this model is around the centre (E), striving to hold its chosen optimal
position in the social control and social cohesion domains. The principal’s
expectations of work of staff and the teachers’ of the students are high.
Expectations of conduct are also high. Yet these standards are not perceived
to be unreasonable because everyone is supported in striving for them and
rewarded for reaching them. Although the school is demanding for both
teachers and students, it is still considered a very enjoyable place to be in. (It
must be recognised, however, that the staff and clients of schools in the other
positions may well consider their schools to be effective too; except of course
those at the south-east corner- D).

2.3: School effectiveness

Is one type of school culture more closely associated with school
effectiveness than another? The answer again depends on the criteria by
which effectiveness is judged. The school with a welfarist culture is weak by
academic criteria, with poor learning outcomes, but staff would assert their
achievement in terms of expressive outcomes, which might include low rates
of delinquency. By contrast, the formal school culture is associated with high
academic pressure, but assigns little value to the expressive domain. It could
be hypothesised that where the students come from families committed to the
school’s high academic expectations and are capable of meeting the academic
targets, the school will be effective by the relevant criteria, for example the fee
paying boarding and selective schools. On the other hand, where the students
and their families have low academic interests, aspirations and commitments,
and the students display low self-esteem, the failure to provide supportive

social cohesion could make a formal school less effective in terms of academic
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outcomes - for example some inner-city schools in England and some of the

very rural schools in Malaysia.

The ‘total institution’ culture might be associated with selective or
differential effectiveness: for pupils deteriorating under excessive
instrumental and/or expressive pressures, the school would be ineffective, but
there are others who might cope well with, or even flourish in this ethos. In
fact, whilst there is a general question of whether school effectiveness
correlates with school culture, there is an equally important question of

whether some cultures are more effective with certain kinds of teacher and
certain kinds of student.

The school of the balanced culture achieving some optimum position in
both domains might claim to be the most effective, but this happens only
when the criteria of effectiveness assign equal weight to both instrumental
and expressive outcomes. It could be argued that many parents and
politicians give more weight to the instrumental, as is the case in the
Malaysian schools’ situation. However, the popular conception of the
etfective school in contemporary Britain and Malaysia also would be to the
west and perhaps south-west of the E space in Figure 2.2 (David Hargreaves,
1995). E may not necessarily be the correct location for the collegial school
culture, because collegial cultures vary sharply in terms of culture content and
mission, and so can be located anywhere to the north of E. These tentative
suggestions may be regarded as hypotheses: whether and in what ways school
culture is associated with effectiveness needs to be further researched very
carefully. School cultures of particular types may be more attractive and
satisfying than others to teachers and/or students but may not be to the policy
makers and politicians. The work described above also agrees with the
concern of business managers devised by Blake and Mouton (1985).

In the last ten years or so, in the United States there was a further

development related to collaboration in the form of school change or

transformation. Leithwood et al. (1992) were among those who developed the
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concept of transformational leadership in their study of how principals solved

problems with groups of teachers. They provided evidence that highly

effective (transformational) principals, work with teachers in groups in order
to develop better solutions to immediate problems; stimulate greater
motivation and commitment on the part of teachers to a shared set of
defensible goals regarding the implementation of such solutions; and
contribute to long- term growth in the problem-solving capacities of teachers.

There is also for example a tradition of analysing educational
organisations which emphasises the role of leadership especially of
headteachers in transforming the schools’ organisational culture (Schein,
1985; Mayor and Heck, 1993: Hallinger et al., 1990). Cheng (1993) mentioned
that it is often assumed that the stronger the school’s culture is, the more
satisfied, motivated and committed are its members, in other words the
teachers and students. Cheng’s earlier study in 1986 revealed that a shared
school mission seems to be a very important force for motivating both the
teachers and principal. He further said that schools with a strong culture
achieved not only high teacher satisfaction and commitment but also high
academic achievement in public examinations. Silver (1994) strongly agreed
with this and emphasised that in excellent schools there exists a strong
culture and clear sense of purpose, and that strong culture complemented by

autonomy can enhance members’ commitment, enthusiasm, and loyalty to
their school.

In recent years, two major changes have taken place in the way in
which scholars look at school principalship. First, principalship and its related
management techniques have been linked to school effectiveness (Hallinger
and Leithwood, 1994; Paine et al., 1992). Simultaneously, leadership
strategies, particularly in curriculum instruction, are expected to have a
dramatic impact on the effectiveness of the schools in which they are
employed (Heck et al., 1990a; Cheng, 1994). Second, principalship is more
often spoken of in terms of joint responsibility: the principal as an individual

and the management team or administrative team as key associates
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collaborative in decision making (Gaziel, 1992; Berry, 1997; Wallace and
Huckman, 1996).

Murphy (1991) and Corrie (1995) confirmed that participation in
schools in decision making does create a strong sense of ownership and
effective educational environment. O’Neill (1995) shows that better school
performance is positively associated with the adoption of the team approach.
Silver (1994) and Nias et al. (1989a) confirmed that both quality and
effectiveness of school operation can be improved by adopting management
team models.

When the administrators decided to adopt the composite mode of
management by using team structure and the participative mode of decision
making in the Spencerport schools in New York, positive changes occurred
(Selander, 1986). Again, Anderson (1988b) in an analysis of school
organisation in three Oregon districts practising management team patterns,
found that the successful teams were those that adopted the participative
mode in their management pattern. The management pattern affected staff
morale and gained greater support for decisions.

Perhaps, one way for the headteacher to deal with the concept of
shared decision making is to form a management team or a teacher advisory
council whose authority is meaningful, whereby decisions are actually made
by teachers working with the headteacher rather than merely rubber-

stamping or agreeing most of the time to the headteacher’s decisions.

From what has been noted above, it is therefore important in this study
in order to understand positive collaboration in schools, to look not only at
school culture, but also at the management style of the headteachers in those

schools. The management styles of headteachers are discussed in Chapter 3.
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2.4: Historical perspective on school effectiveness

The effective schools movement which emerged in the 1970s in
Western countries arose largely out of attempts to review and to counter the
negative messages about education associated with the early evaluations of
the 1960s programmes, particularly the Coleman Report (Coleman et al.,
1966), together with responses to public criticism of the schools. In the
United States the origins of the movement were roughly the same as the
origins of the 'war on poverty' programmes - a search for school improvement
that would provide an effective education for all children, and specifically for
‘educationally deprived' or disadvantaged children from poor or minority

backgrounds. The motives were similar, however the approaches were
basically different.

The underlying question addressed by those interested in the idea of
‘eftective schools’ found increasing expression in the 1970s, and had to do
with differences between schools. Coleman (1966) had denied any
predominant role for schools in determining educational attainment, yet
puzzling questions remained. Did the attainment levels of similar schools not
sometimes differ? How could these be accounted for? How useful were past
attempts to trace the differential impacts of teachers and school organisation?
On a number of possible measures could outcomes not be identified and
explained by factors other than the students’ ho<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>