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The current study investigates the components of the public 
secondary school organizational culture. A conceptual model of the 
components of organizational culture based on a literature review 
was tested using AMOS 21 software for secondary public schools. 
The results show that individualism vs. collectivism (IVC) 
(b=0.916), uncertainty prevention (UA) (b=0.99) and learning 
culture (LC) (b=1.00) have a significant and positive impact on the 
organizational culture (OC) of public schools. There is, however, no 
significant relationship between the type of culture and the 
organizational culture. Schools need to promote research and 
dialogue and empower people to develop a culture of learning.   
 
Keywords:  Organizational culture, school culture, secondary public 
education, learning culture, high schools. 

 
 
INTRODUCTION 
 
In today’s turbulent and uncertain economic times, 
educational institutions must instill in their students the 
right educational knowledge and skills to succeed in their 
professional and academic careers. School principals 
looking to improve student performance should focus on 
improving the school culture by getting the relationships 
right between themselves, their teachers, students and 
parents (Macneil et al., 2009). As schools are open social 
systems with five important elements or subsystems: the 
structural, the individual, the cultural, the political, and the 
pedagogical, organizational behavior is therefore a function 
of the interaction of these elements in the context of 
teaching and learning (Hoy and Miskel, 2013).  

A school culture incorporates norms, values, beliefs, 
traditions, and rituals that have built up over time as people 
work together, solve problems, and confront challenges. 
This set of informal expectations and values shapes how 
people think, feel, and act in schools and it is up to school 
leaders—principals, teachers, and often parents —to help 
identify, shape, and maintain strong, positive, student-
focused cultures (Peterson and Deal, 1998,p.28). In fact, a 

truly positive school climate is not characterized simply by 
the absence of gangs, violence, or discipline problems, but 
also by the presence of a set of norms and values that focus 
everyone’s attention on what is most important and 
motivate them to work hard toward a common purpose 
(Jerald, 2006). 

In this current study, the components of Organizational 
Culture in public secondary education will be investigated 
using SEM methodology. This paper introduces first the 
concepts of organizational culture and school culture, then 
analyzes the conceptual framework and research aims and 
data, and ends with a discussion and conclusion of the 
research study. 
 
Literature Review 
 
Organizational culture 
 
A substantial variation exists in the perspectives of writers 
on organizational culture and part of this, is due to the two 
separate     disciplines,    the    cultural    anthropology    and  
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sociology, from which the concept emerged. Within each of 
these disciplines, two divergent perspectives have 
developed: (1) there is the ‘functionalist’ tradition from 
anthropology where it focuses on the group, organization 
or society as a whole and considers how the practices, 
beliefs, and values found in that unit function to maintain 
social control; and (2) there is the semiotic tradition from 
sociology that views culture as found in the minds of 
individuals, obtaining the ‘native’s point of view’ and 
language, symbols and rituals are the principal artifacts. 
Another distinction that emerged from these two traditions 
is that anthropological literature tends to view culture as 
something an organization is which is the emic perspective, 
while the sociological literature tends to view culture as 
something an organization has which is the etic perspective 
(Cameron and Ettington, 1988).  So, the second approach 
encourages the investigation of causes and effects of 
organizational culture and it is this approach used in this 
study. However, a balance is needed between the two 
perspectives (Pang, 1996).  

In general, the definitions of organizational culture can be 
categorized into three types: (1) social interpretation 
definitions where they focus on the interpretation schemas, 
meanings, or frames of references of individuals as 
indicators and components of culture; (2) behavioral 
control definitions focus on patterns of interaction or 
activities that defined shared organization behavior; and 
(3) organizational adaptation definitions that emphasize 
habituated solutions to commonly encountered 
organizational problems (e.g. integration and adaptation 
problems)(Cameron and Ettington, 1988). 

Organizational culture is therefore viewed in many 
different ways. Several scholars believe that organizational 
culture represents the values, attitudes, expectations, 
norms, beliefs, faiths and assumptions in an organization 
shared by all business members (Smircich, 1983; Martin et 
al., 1983; Smircich and Stubbart, 1985; Denison 1996; Shiu 
and Yu, 2010).  An organization’s culture is reflected in 
what is done, how it is done, and who is involved in doing it. 
It concerns with decisions, actions, and communication 
both on an instrumental and a symbolic level (Tierney, 
1988).   

Ebert and Griffin (2000) further explain that 
organizational culture helps businesses achieve the 
following goals: (1) Motivating employees to work hard and 
assisting employees to work towards common goals; (2) 
Helping newly hired employees learn the expected 
behavior models; (3) Providing the unique characteristics 
of each company (as cited in Shiu and Yu, 2010). Robbins 
(2000) supports that organizational culture can serve as a 
determinant and a control mechanism to guide and change 
employees’ attitudes and behavior. The culture of an 
organization is grounded in the shared assumptions of 
individuals participating in the organization (Tierney, 
1988). In fact, organization members actively form (enact) 
their environments through their social interaction 
(Smircich and Stubbart, 1985). According to Edgar Schein 
culture can be conceived  as  consisting  of  different  layers:  

 
 
 
 
(1) Values, (2) Beliefs (3) Behaviors (4) Taken-for-granted 
assumptions/ organizational paradigm where the paradigm 
is the set of assumptions held in common and taken for 
granted in an organization. To understand the existing 
culture and its effects, the cultural web is used to analyze an 
organization’s culture. The cultural web can be used to 
understand culture mostly at the organizational and/or 
functional levels. Its elements are: (1) the paradigm, (2) 
routines, (3) the rituals, (4) the stories, (5) symbols, (6) 
power, (7) organizational structures and (8) control 
systems (Johnson et al., 2014). 

Furthermore, a distinction needs to be made between 
organizational culture where it is seen as the values and 
norms of the organization and organizational climate as 
viewed as behavior of the organization (Macneil et al., 
2009). Hoy and Feldman (1999) believe that the difference 
between the two is meaningful and crucial because shared 
perceptions of behavior (climate) are more readily 
measured than shared values (culture). Studying culture 
requires qualitative research methods and an appreciation 
for individual social settings while studying organizational 
climate requires quantitative methods and the assumption 
that generalization across social setting is the primary 
objective of research (Denison, 1996). Hence, climate is a 
preferred construct for measuring the organizational health 
of a school. The employees through their behavior transmit 
the climate and culture of the organization and this creates 
the link between the external customer and environment 
and the internal operations of the organization (Taylor and 
Cosenza, 1997).  In fact, according to Mahal (2009) to 
improve the motivation level among employees one must 
try to improve the organizational culture and climate. 
According to Robbins and Judge (2007) organizational 
culture is a descriptive term as it is concerned with how 
employees perceive the characteristics of an organization’s 
culture, not with whether or not they like them.  

One of the most recent organizational culture taxonomies 
is the Competing Values Framework (CVF) modified from 
Quinn and Rohrbaugh’s (1983) competing values model 
(Cameron et al., 2006; Denison and Spreitzer, 1991). The 
CVF framework balances flexibility and control functions in 
an organization to arrive at four quadrants and related 
organizational culture types, and illustrates the different 
emphasis given to particular values in an organization’s 
culture (Cameron et al., 2006; Denison and Spreitzer, 
1991). The CVF culture types includes: (a) Group culture or 
consensual culture or clan culture, part of the collaborate 
quadrant. It corresponds to the quadrant identified with 
high flexibility and an internal focus; (b) Hierarchical or 
hierarchical control culture or hierarchy culture, part of the 
control quadrant. This culture is one of uniformity and 
coordination with an emphasis on internal efficiency and 
internally-focused control; (c) Rational or rational 
dominant culture or adhocracy culture, part of the compete 
quadrant. Goal attainment is an important value in this type 
of culture and it has an externally-focused control that 
values productivity, achievement, and competition towards 
well-established criteria; and (d) Developmental culture  or  



 
 
 
 
growth adjustment culture or market culture, part of the 
create quadrant. It is an externally-focused culture with 
emphasis on flexibility. Leadership supports 
entrepreneurial ventures and inspires creativity in 
employees hoping of getting new resources for the 
organization (Denison and Spreitzer, 1991; Gregory et al., 
2009; Lee, 2011). The dynamic nature of organizational 
environments suggests that all firms will have to operate in 
each quadrant at least some of the time. Hence, a balanced 
culture is one in which the values associated with each of 
the CVF culture domains are strongly held (Gregory et al., 
2009). Culture does influence organizational effectiveness 
but the influence is indirect as culture impacts employee 
attitudes and those attitudes have an influence on 
organizational outcomes. In fact, a market orientation is the 
culture which most efficiently creates the behaviors that 
lead to the provision of superior customer value (Narver 
and Slater, 1990). 

Organizations do not simply fall into one quadrant but 
may have characteristics of more than one cultural type 
(Burton and Peachey, 2013). Service organizations, like 
educational institutions that are dominated by the clan 
culture, focus resources, processes and values toward 
internal priorities including integration and smoothing 
activities (Obendhain and Johnson, 2004). Firms attach a 
relatively high priority to their organizational cultures (Wei 
et al., 2013). According to Martin (1992), although a range 
of cultures may exist within the firm, it is the dominant 
culture within a firm that has the greatest influence on the 
behavior of everyone who is associated with it. In fact, he 
supports that there are three theoretical views of cultures 
in organizations, namely the integration, differentiation and 
fragmentation perspectives.  

Furthermore, Hofstede (1984; 1986) proposed the 
following dimensions of culture: masculinity/femininity, 
uncertainty avoidance or lack of confidence, 
collectivism/individualism and power distance. Masculinity 
versus femininity refers to the level of an individual’s 
beliefs regarding the distinction between gender roles in 
society. Individualism versus collectivism refers to the 
relationship between an individual and the group in a 
normal society. Uncertainty avoidance or lack of confidence 
refers to how individuals face an unknown future and the 
degree to which the members of a culture feel threatened 
because of being in ambiguous situations. Power distance 
refers to the degree to which less powerful members of 
institutes (e.g. students in schools or children in family) 
accept and expect that power should be divided unequally. 
By introducing these cultural dimensions, he supported the 
idea that up to the extent organizational cultures restricts 
the members’ freedom of action and initiation and they 
negatively affect the fulfillment of psychological needs. 
However, not all differences in teacher/student interaction 
can be associated with one of the four dimensions. Certain 
interaction patterns are particular to a given country or 
even to a given school (Hofstede, 1986, p.313). Sadeghi et 
al. (2013) in their research study using Hofstede’s cultural 
dimensions   found   that   organizational   culture and basic  
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psychological needs have an important role in job 
satisfaction among teachers. This is also supported by 
Chang and Lee (2007) where organizational culture and 
leadership can positively affect the operation of learning 
organization which has a significant positive effect on 
employee’s job satisfaction. 
 
School Organizational Culture 
 
Sociologists recognized the importance of school culture in 
the 1930s, but it wasn’t until the late 1970s that 
educational researchers began to draw direct links between 
the quality of a school’s climate and its educational 
outcomes (Jerald, 2006). The concept of culture came to 
education from the corporate workplace with the notion 
that it would provide direction for a more efficient and 
stable learning environment (Stolp, 1994, p.2). A school 
culture refers to the way people perceive, think, and feel 
about things of a school (Erickson 1987). It is a complex 
web of norms, values, beliefs and assumptions, and 
traditions and rituals that have been built up over time as 
teachers, students, parents, and administrators work 
together. This invisible, taken-for-granted flow of beliefs 
and assumptions gives meaning to what people say and do 
(Peterson and Brietzke, 1994, p.6). Moreover, a school 
climate is based on patterns of people’s experiences of 
school life and reflects norms, goals, values, interpersonal 
relationships, teaching, learning, leadership practices, and 
organizational structures (Cohen e tal., 2009). School 
climate and school culture are sometimes used 
interchangeably. Although these two concepts are similar in 
some respects, they still have their differences. Culture 
consists of "assumptions" and ideology, and the climate is 
defined as the perception of behaviors (Rapti, 2013). In 
general, a school organization can be seen as a small 
society, with the most basic structure of the organization its 
culture. A school culture is a very important factor of 
educational change factors that affects the changing process 
of educational innovations and it is closely related to the 
healthy, sustainable development of a school which 
includes the development and well-being of the school 
members. Therefore, constructing a sound school culture 
has become a goal for education modernization and reform 
(Zhu et al., 2011, p.319). 

Every school has a culture which is either hospitable or 
toxic. In order to change a toxic school culture into a 
healthy one that promotes lifelong learning among students 
and adults, the instructional leader must enable its 
residents to name, acknowledge and address the non-
discussable - especially those that hinder learning (Barth, 
2002).  Teacher leaders have both the ability and the moral 
obligation to change the culture of the school by 
encouraging an open dialogue with the teachers and 
teacher leaders can change the negative parts of school 
culture. Trust building, managing change, and 
strengthening relationships of educators at the workplace 
are key areas that need to be addressed by teacher leaders 
and   school  administrators. This   could  lead   to  a   school  
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culture that includes continuous learning for all (Roby, 
2011). Building a strong school culture is characterized by a 
solid vision unity, a strong involvement of team members in 
decision making, and strong professional and non-
professional ties among the teachers (Lieberman 2005). In 
fact, whether the culture is strong or weak depends on the 
actions, traditions, symbols, ceremonies, and rituals that 
are closely aligned with that vision (Jerald, 2006, p.5). 
There is no doubt that a strong academic culture nurtures 
academic excellence and effectiveness (Tierney, 1988). 
Strong school cultures have better motivated teachers and 
highly motivated teachers have greater success in terms of 
student performance and student outcomes. Effective 
schools are strong both in bureaucratic and cultural 
linkages where both these linkages influence the quality of 
teachers’ and students’ school life, independently and 
interactively. Findings show that cultural linkage in schools 
promotes teachers’ feelings of commitment, job 
satisfaction, sense of community, and order and discipline; 
whereas bureaucratic linkage undermines all such feelings 
(Pang, 1996). Strong, positive school cultures do not just 
happen. They are built over time by those who work in and 
attend the school and by the formal and informal leaders 
who encourage and reinforce values and traditions 
(Peterson and Deal, 2002). 

Berry (1997) considers the paradigm of total quality 
management (TQM) as a broad philosophy for the 
development of quality culture in schools and there is 
emerging evidence that leadership is an essential element 
in the process of initiating and sustaining the development 
of a quality culture in organizations (Berry, 1997). By 
empowering middle managers (Head of Departments) in 
schools to be transformational leaders will result to a 
transformational change for the organization (Spreitzer and 
Quinn, 1996). In fact transformational cultures provide the 
context for more effective organizational and individual 
performance. After all, the culture affects leadership and 
equally at the same time the leadership affects culture 
(Bass and Avolio, 1993). There is more influence in the 
organization when there is a fit between the person and his 
or her organization (P-O) fit and this the case when 
teachers fit with their school culture (Cameron, Spataro and 
Flynn, 2008). Hosseini (2014) using the Denison model 
found that the components of organizational culture in high 
schools are rated from the highest to the lowest as: 
consistency, adaptation, involvement and mission. In 
collaborative school cultures, the underlying norms, values, 
beliefs, and assumptions reinforce and support high levels 
of collegiality, team work, and dialogue about problems of 
practice. Collaboration can affect the quality of teaching by 
enriching the work of teachers (Peterson and Brietzke, 
1994). 

At the same time crime and violence in schools is an 
important consequence of the school’s culture. While crime 
and violence in schools are mainly caused by external 
factors to schools, violent behavior may also be the result of 
internal factors in the school environment including the 
physical environment, its educational and social climate, its  

 
 
 
 
organizational capacity and composition and its overall 
organizational culture. In a study carried out by Limbos and 
Casteel (2008) found that as the percentage of certified 
teachers and student to staff ratios increased, school crime 
decreased. Ohlson et al. (2016) also revealed that as teacher 
collaboration increased, student suspensions decreased by 
6.709% and as the percentage of non-certified teachers 
within a school increased, the student suspension 
percentage increased by 0.22%. While in another study by 
Apaydin and Balci (2011) regarding organizational 
corruption in secondary schools, the types of corruption 
were identified as fraud on documents, accepting gifts, 
promotion and staffing based favoritism. The study 
supported that the reasons for this organizational 
corruption was insufficiency in legislation, tolerance 
towards corruption, organizational culture and climate and 
low salary. 

Finally, the learning culture is highly related to the 
organizational culture of the schools. In fact, the most 
crucial element of school culture is an ethos hospitable to 
the promotion of human learning (Barth, 2002).  Therefore, 
a challenge to the instructional leader is to find ways to 
uncouple learning and punishment and to positively 
promote learning to students and educators with the 
message “Learn or you hurt yourself” instead of “Learn or 
we will hurt you” (Barth, 2002). Ponnuswamy and Manohar 
(2016) in their research study in higher education 
institutions found that there is a significant and positive 
correlation amongst the constructs of learning 
organizational culture, knowledge performance and 
research performance and also knowledge performance is a 
statistically significant predictor of research performance. 
Learning organizational culture is therefore an important 
part of organizational culture of educational institutions. 
The learning organizational culture is the characteristic of 
an institution that promotes continuous learning for 
sustainable improvement in teaching and learning. The 
learning hence obtained transforming into knowledge that 
nurtures individual development, team spirit and 
transformational leadership to pursue the vision, mission 
and goals of the institution (Ponnuswamy and Manohar, 
2016). A school as learning organisation has the capacity to 
change and adapt routinely to new environments and 
circumstances as its members, individually and together, 
learn their way to realizing their vision (Kools and Stoll, 
2016, p.10). 

According to Schein (1996), cultures arise within 
organizations based on their own histories and experiences 
and for this reason there are three cultures of management 
within an organization: the engineering culture, the CEO 
culture and the culture of operators that lack alignment and 
can hinder learning in an organization. For this reason, 
these communities may learn in different ways and 
appropriate learning tools should be developed for each 
community. Schools are exception to this as two 
subcultures exist in them (the students’ and teachers’) that 
are mutually dependent yet in conflict (Firestone and 
Rosenblum, 1988).  Resolution  of   this  conflict   should   be  
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Table 1 .Components of Organizational Culture 
 
OC - ORGANIZATIONAL CULTURE MODEL 
Masculinity Vs Femininity (MVF) VARIABLES 
Feeling of equality, justice and equal opportunities prevails among teachers C1.1MVF 
Individual's belief regarding the distinction between gender roles in a society C1.2MVF 
Individualism Vs Collectivism (IVC)  
Feeling of self-fulfillment prevails among employees at school C2.1IVC 
There is a feeling of complacency among workers due to the adoption of a proper financial and moral incentive system/ Job 
satisfaction (High extent of satisfaction of teachers with their employment at the school) 

C2.2IVC 

Climate of cooperation and team work prevails at school / Participation and collaboration C2.3IVC 
School Administration tries to achieve balance between the needs of employees and the needs of the school (Bureaucratic 
rationality) 

C2.4IVC 

The relationship teachers have with each other and their principal / Sense of community - the school is a family for all its 
members 

C2.5IVC 

Uncertainty avoidance / lack of confidence (UA)  
Organizational climate helps in providing reassurance and sense of security and stability for teachers C3.1UA 
Workers at school have feeling of pride and belonging / Teachers' commitment ( teachers have a strong belief in and 
acceptance of the school's goals and values and a willingness to exert considerable effort on behalf of the school 

C3.2UA 

The degree of teachers facing an unknown future  C3.3UA 
The degree to which teachers feel threatened beause of being in ambiguous situations. C3.4UA 
Power Distance / Formality and Control (PD)  
The degree to which less powerful teachers accept and expect that power should be divided unequally C4.1PD 
Discipline and order prevails among staff (degree of corruption: favoritism, fraud and theft, conflict of interest through gifts, 
cronyism and patronage and political appointment of staff)  

C4.2PD 

Discipline and order prevails among students (degree of crime: drugs, alcohol and weapons) C4.3PD 
 The school provides a safe, secure and peaceful learning environment which facilitates academic and social growth C4.4PD 
A well-established system of superordinate- subordinate relationships C4.5PD 
Learning Culture (LC)   
Create continuous learning opportunities / promote innovation C5.1LC 
Promote inquiry and dialogue C5.2LC 
Encourage collaboration and team learning C5.3LC 
Empower people toward a collective vision C5.4LC 
Connect the organization to its environment C5.5LC 
Establish systems to capture and share learning C5.6LC 
Provide strategic leadership for learning C5.7LC 
Type of Culture (TC)   
Hierarchy culture - a very formalized and structured place to work C6.1TC 
Clan culture - a very pleasant place to work where people share a lot of personal information C6.2TC 
Market culture - a result-oriented and whose major concern is getting the job done C6.3TC 
Adhocracy culture - it is a dynamic, entrepreneurial and creative place to work C6.4TC 

 
 
 
achieved in order for a healthy learning environment to 
exist where students will achieve higher scores on 
standardized tests. There is no doubt of the important role 
that organizational culture plays to the development of 
successful schools and this should be recognized by school 
principals to become successful to their post and improve 
the performance of their schools (Macneil et al., 2009). Of 
course, no one suggests that changing culture is simple, 
easy, or quick (Jerald, 2006, p.6). 
 
Conceptual Framework and Research aims  
 
The aim of this study is to investigate the components of 
the secondary public schools’ organizational culture using 
SEM research methodology. The components have been 
extracted from extensive literature review and are based on 
 

 the Competing Values Framework (CVF), the learning 
culture and Hoftede’s dimensions of culture.  
 
Conceptual model 
 
Six components have been suggested to test organizational 
culture in secondary public schools: Masculinity Vs 
Femininity, Individualism Vs Collectivism, Uncertainty 
Avoidance, Power distance, Learning culture and Type of 
culture. Each component has various variables to affect it 
which are based on various existing research studies (Table 
1.) 
Following both the research question and the components 
of Organizational culture the conceptual framework 
presented in Figure 1 has been constructed and 
investigated throughout this paper. 
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Figure 1: The Conceptual Model 

 
 
 
METHODOLOGY 
 
Sample and Data Collection 
 
In this study, a quantitative research was carried where a 
closed questionnaire distributed to a selected sample of 
teachers and head teachers in 27 secondary public schools 
in the towns of Larnaca, Famagusta and Nicosia in Cyprus. 
This questionnaire based on the conceptual model above 
had a 10-point scale with 1 indicating the lowest level and 
10 the highest. This scale was preferable based on the 
results from the focus group of six teachers which took 
place in order to get feedback on the questionnaire’s 
structure, length, content, and understanding of the 
questions. The questionnaire has four sections and for the 
purpose of this study the data from section 3 on 
Organizational Culture (OC) has been used for the analysis.  

There was a 46 % response rate as 517 questionnaires 
were completed out of the 1,115 given. In Larnaca area, 
there was 47% response rate, in Famagusta area, 52% 
response rate and in Nicosia 40% response rate. From the 
517 questionnaires completed 5 of them were incomplete, 
so they were withdrawn from the sample. 

Regarding the 512 teachers investigated, 70% of them 
are female, 71% have an age between 40-59 years old and 
24% are between the ages of 30-39 years old. All of them 
have a Bachelor degree while 48% have a Master degree 
and only 3% have a PhD. Moreover, 92% are full-time 
teachers, 6% are part-timers and 2% replacement teachers. 
Most of them have 10-20 years of experience (48%) while 
22% of them have 1-10 years of experience. In this sample, 
49% are teachers, 33% Head of departments, 16% 
assistants to the principal and 1% are principals. The 
majority of the respondents (73%) have an annual income 
of more than €24000. 
 
 
RESULTS 
 
Data Analysis 
 
The    Structural   Equation    Modelling    (SEM)       and        a 

confirmatory modeling strategy are used to investigate the 
components of Organizational culture in the secondary 
public schools. SEM is a confirmatory method providing a 
comprehensive means for validating the measurement 
model of latent constructs. This validating procedure is 
called Confirmatory Factor Analysis (CFA) and it has the 
ability to assess the unidimensionality, validity and 
reliability of a latent construct (Awang, 2015).Therefore, 
SEM is a technique that allows separate relationships for 
each of a set of dependent variables and provides a series of 
separate multiple regression equations estimated 
simultaneously. It is characterized by two basic 
components: (1) the structural model which is the path 
model and relates independent to dependent variables and 
(2) the measurement model that enables the researcher to 
use several variables (indicators) for a single independent 
or dependent variable (Hair et.al.,2014). 

After Confirmatory Factor Analysis (CFA) has been 
carried out with all the latent constructs in this model, any 
construct that does not fit the measurement model due to 
low factor loading (for a newly developed item should 
exceed 0.5 and for an established one should be 0.6 or 
higher) has been deleted from the model. As a result, the 
variables of Power Distance (PD) and Masculinity Vs 
Femininity (MVF) have been removed from the original 
conceptual model. This ensures unidimensionality of the 
model. Unidimensionality also requires all factor loadings 
to be positive and the items deletion not to exceed 20% of 
the total items in the model (Awang, 2015). Simplification 
and modification in the measurement model is required for 
theory testing and examining the level of fit. In addition, 
items redundancy can be found through a discrepancy 
measure called Modification Indices (MI). High value of MI 
specifies that the respective items are redundant and could 
be deleted and run the measurement model again or 
redundant pair can be constrained as “free parameter 
estimate”. Furthermore, the correlation between exogenous 
constructs should not exceed 0.85 as it indicates that the 
constructs are redundant or have serious multicollinearity 
problem (Awang, 2015). According to Kula (2011), 
multicollinearity occurs when variables are highly 
correlated with each other. 
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Table 2. Covariance of IVC, UA, LC and TC 
 

Covariance Estimate S.E CR P p-value<0.05 
IVCe2- IVCe3 0.165  1.499 0.134 not significant 
IVCe5 – IVCe2 -.323 .091 -3.553 *** significant 
IVCe2- IVCe1 1.364 .160 8.509 *** significant 
IVCe3- IVCe1 .362 .090 4.016 *** significant 
UAe3 -UAe4 2.539 .252 10.077 *** significant 
LCe6 - LCe7 .513 .060 8.583 *** significant 
LCe3 - LCe4 .272 .047 5.763 *** significant 
LCe2 – LCe3 .152 .039 3.943 *** significant 
TCe3 – TCe4 .730 .122 6.003 *** significant 
LCe1 – LCe2 .187 .050 3.718 *** significant 
ICVe5 – UAe1 .218 .059 3.695 *** significant 

 
 

Table 3. The Final Values of Model Fit Indices  
 

Achieved Fit Indices 
  CMIN/DF χ2/df RMSEA NFI TLI CFI 
Final 2.772 0.059 0.965 0.968 0.977 
Level of acceptance Chi-Square/df<3.0 RMSEA<0.08 NFI>0.90 TLI>0.90 CFI>0.90 

 
 
 
After testing for unidimensionality, validity and reliability 
of all constructs in this study have been also examined. To 
assess reliability, internal reliability, composite reliability 
and Average Variance Extracted (AVE) are considered. 
Internal reliability is achieved when the value of Cronbach’s 
Alpha exceeds 0.7 while composite reliability indicates the 
reliability and internal consistency of a latent construct and 
a value of CR≥0.6 is required to achieve this. Regarding 
Average Variance Extracted (AVE) which indicates the 
average percentage of variation explained by the measuring 
items for a latent construct, an AVE≥0.5 is required for 
every construct (Awang, 2015). 

Based on the above criteria, each construct of 
Organizational Culture: Masculinity Vs Femininity (MVF); 
Individualism Vs Collectivism (IVC); Uncertainty 
avoidance/Lack of confidence (UA); Power distance 
/Formality and Control (PD); Learning Culture (LC); and 
Type of Culture (TC) has been evaluated separately. As the 
factor loadings for PD to OC is 0.13 and to for MVF to OC is 
0.62, they have both been removed from the model as they 
are both insignificant to affect OC. Discriminant Validity is 
achieved for IVC, UA, LC and TC after all redundant items 
have been deleted or constrained as ‘free parameter’(Table 
2). 

Reliability and convergent validity of the above 
constructs have been also tested using Average Variance 
Extracted (AVE) = Σλ²/n (AVE>0.50 indicates the reliability 
of the measurement model in measuring the construct and 
convergent validity); and Composite Reliability (CR) = 
(Σλ)²/ (Σλ)² +(Σε) (CR is achieved when all CR values 
exceed 0.60). 

To test for Construct Validity the fit indices for each 
construct has been used. The fit indices of RMSEA (absolute 
fit), CFI, TLI and NFI (incremental fit) and Chisq/df 
(parsimonious fit) are tabulated (Table 3). As Kula (2011) 

argues Goodness of Fit Index (GFI) and adjusted Goodness 
of Fit Index (AGFI) are no longer preferred for model 
evaluation because they are likely to underestimate the fit 
of more complex models and they are also sensitive to 
sample size as in this case. Additionally, as the Chi-square 
and the p-value are sensitive to sample size, the chi-
square/degree of freedom is used to avoid problems with 
sample size (Garson, 2009). The final model meets the three 
categories of model fit: absolute fit, incremental fit and 
parsimonious fit. This means that construct validity has 
been achieved for all the constructs in the model(Figure 2).  

Table 4 demonstrates the standard loadings / actual beta 
values, the standard errors (SE), the Composite Reliability 
(CR) and the probability value (p-value<0.05) for each 
construct in the final model. The complete final model is 
illustrated in Figure 3. Considering Tables 3 and 4, it can be 
determined that all constructs of the final model are 
reliable and valid and the final model meets all the tests of 
fit. 

Examining Organizational Culture (OC) of the public 
schools, it is interesting to observe that OC significantly 
depends on Individualism vs Collectivism (IVC) (b=0.916); 
Uncertainty Avoidance (UA) (b=0.99); and Learning Culture 
(LC) (b=1.00).  The Type of school culture (TC) is not a 
significant factor to OC while learning culture is its most 
important factor in the public schools followed by UA and 
IVC. There are five variables that significantly influence and 
build learning culture in the school: (a) the school promotes 
inquiry and dialogue (b=1.002); (b) the school encourages 
collaboration and team learning (b= 0.93); (c) the school 
empowers people towards a collective vision (b=1.007); (d) 
the school establishes systems to capture and share 
learning (b=0.975); and (d) the school provides strategic 
leadership for learning (b=0.979). The two most important 
factors developing a school learning  culture are  the  school  
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Figure 2: The Final Conceptual Model 

 
 

Table 4 .Overall Analysis of Measurement Model 
 

MODEL 
CONSTRUCTS 

 FINAL       

No. Questio
n Items 

Item Wordings Final 
Standard 
loadings/ 
actual 
beta 
values 

SE CR P p-value<0.05 AVE Composite 
Reliability 

ORGANIZATIONAL CULTURE (OC) TO 
INDIVIDUALISM Vs COLLECTIVISM 
(IVC)  

0.916 0.042 21.765 **
* 

significant   

IVCe
1 

C22.1IV
C 

Individualism Vs 
Collectivism: 
Feelings of self-
fulfillment prevails 
among teachers in 
the school 

0.691 0.043 16.128 *** significant   

IVCe
2 

C22.2IV
C 

Individualism Vs 
Collectivism: There 
is a feeling of job 
satisfaction due to 
the adoption of a 
proper financial and 
moral incentive 
system 

0.781 0.055 14.307 *** significant   

IVCe
3 

C22.3IV
C 

Individualism Vs 
Collectivism: There 
is a climate of 
cooperation and 
teamwork at the 
school/Participatio
n and collaboration 

0.862 0.035 24.403 *** significant   

IVCe
4 

C22.4IV
C 

Individualism Vs 
Collectivism: School 
administration tries 
to achieve a balance 
between the needs 
of employees and 
the needs of the 
school 
(Bureaucratic 
rationality) 

1.004 0.034 29.426 *** significant   
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Table 4> Cont. 
 

IVCe
5 

C22.5IV
C 

Individualism Vs 
Collectivism: There 
is a close 
relationship 
between teachers 
and teachers with 
principal/There is a 
sense of 
community-the 
school is a family 
for all its members 

1   _ _  not significant   

AVE & COMPOSITE RELIABILITY  OF 
INDIVIDUALISM Vs COLLECTIVISM 
(IVC) 

     0.76
7 

0.95 

ORGANIZATIONAL CULTURE (OC) TO 
UNCERTAINTY AVOIDANCE  (UA)  

0.99 0.043 23.262 **
* 

significant   

UAe1 C23.1UA Uncertainty 
avoidance : School's 
organizational 
climate helps in 
providing 
reassurance and 
sense of security 
and stability of 
teachers 

1    not significant   

UAe2 C23.2UA Uncertainty 
avoidance : 
Teachers' have 
feelings of pride and 
belonging to the 
school and they 
have a strong belief 
and acceptance of 
the school's goals 
and values exerting 
considerable effort 
on behalf of the 
school 

1.009 0.033 30.37 *** significant   

UAe3 C23.3UA Uncertainty 
avoidance : The 
degree of teachers 
facing an unknown 
future 

0.171 0.051 3.378 *** significant   

UAe4 C23.4UA Uncertainty 
avoidance : The 
degree to which 
teachers feel 
threatened because 
of being in 
ambiguous 
situations 

-0.279 0.053 -5.299 *** significant   

AVE & COMPOSITE RELIABILITY OF 
UNCERTAINTY AVOIDANCE (UA) 

     0.53 0.64 

ORGANIZATIONAL CULTURE (OC) TO 
LEARNING CULTURE (LC)  

1.003 0.043 23.223 **
* 

significant   

LCe1 C25.1LC Learning Culture: 
The school creates 
continuous learning 
opportunities for 
the 
teachers/promotes 
innovation 

1    not significant   
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Table 4. Cont. 
 

LCe2 C25.2LC Learning Culture: 
The school 
promotes inquiry 
and dialogue 

1.002 0.026 38.442 *** significant   

LCe3 C25.3LC Learning Culture: 
The school 
encourages 
collaboration and 
team learning 

0.93 0.029 31.813 *** significant   

LCe4 C25.4LC Learning Culture: 
The school 
empowers people 
toward a collective 
vision 

1.007 0.029 31.813 *** significant   

LCe6 C25.6LC Learning Culture: 
The school 
establishes systems 
to capture and 
share learning 

0.975 0.03 32.423 *** significant   

LCe7 C25.7LC Learning Culture: 
The school provides 
strategic leadership 
for learning 

0.979 0.032 31.031 *** significant   

AVE & COMPOSITE RELIABILITY OF 
LEARNING CULTURE (LC) 

     0.97 0.994 

 ORGANIZATIONAL CULTURE (OC) TO 
SCHOOL CULTURE (TC)  

1    Not significant   

TCe2 C26.2TC School Culture: Clan 
culture - a very 
pleasant place to 
work where people 
share a lot of 
personal 
information 

0.958 0.038 25.364 *** significant   

TCe3 C26.3TC School Culture: 
Market culture - a 
result-oriented 
culture whose 
major concern is 
getting the job done 

0.831 0.034 24.205 *** significant   

TCe4 C26.4TC School Culture: 
Adhocracy culture- 
it is a dynamic, 
entrepreneurial and 
creative place to 
work 

1    not significant   

AVE & COMPOSITE RELIABILITY OF 
SCHOOL CULTURE (TC) 

     0.87 0.95 

 

 
 
 
that promotes inquiry and dialogue and empowers people 
towards a collective vision. 

Uncertainty Avoidance (UA) significantly influences the 
school organizational culture and it incorporates various 
variables: (i) Teachers' have feelings of pride and belonging 
to the school and they have a strong belief and acceptance 
of the school's goals and values exerting considerable effort 
on behalf of the school (b=1.009); (ii) the degree of teachers 

facing an unknown future (b=0.171); and (iii) the degree to 
which teachers feel threatened because of being in 
ambiguous situations (b=-0.279). An inverse relationship 
exists between the degree to which teachers feel threatened 
because of being in ambiguous situations and Uncertainty 
Avoidance (UA). As Uncertainty Avoidance (UA) is higher, 
the degree which teachers feel threatened of being in 
ambiguous  situation   will  be   lower.  Moreover,  since  this  
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Figure 3: The final model 

 
 
 
research study took place in public schools where most 
teachers do not face an unknown future as there is no 
threat of losing their jobs, the variable of the degree of 
teachers facing an unknown future has therefore a positive 
but low b-value. 

Individualism Vs Collectivism (IVC) (b=0.916) is the last 
and less significant factor of OC and the variables that 
significantly affect IVC include: (i) Feelings of self-
fulfillment prevails among teachers in the school (b=0.691); 
(ii) There is a feeling of job satisfaction due to the adoption 
of proper financial and moral incentive system (b=0.781); 
(iii)There is a climate of cooperation and teamwork at the 
school/Participation and collaboration (b=0.862) and (iv) 
School administration tries to achieve a balance between 
the needs of employees and the needs of the school 

(Bureaucratic rationality) (b=1.004). The most important 
factor of IVC is the last one followed by a climate of 
cooperation and teamwork at the school. Referring to the 
type of culture in the model, the clan culture dominates 
with b=0.958 followed with market culture with b=0.831. 
This is expectable as it is a school environment. 
Looking at the covariances, there is only one covariance 
that is not significant: the relationship between ‘a feeling of 
complacency among workers due to the adoption of a 
proper financial and moral incentive system/job 
satisfaction’ and ‘climate of cooperation and team work 
prevails at school/ participation and collaboration’. 
Although teachers are satisfied with their financial rewards, 
this will not promote a climate of cooperation and team 
work at the public schools. 
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Moreover, most of the covariances in this model have a 
significant relationship.  An important covariance to 
consider it is the significant inverse relationship between 
‘the relationship of teachers and teachers and teachers with 
principal’ and ‘the feeling of job satisfaction due to the 
adoption of proper financial and moral incentive system’. 
Financial rewards can have a negative effect on the 
relationship of teachers with their colleagues and their 
head teacher. In addition, a close positive relationship is 
present between ‘the feeling of job satisfaction due to the 
adoption of a proper financial and moral incentive system’ 
and ‘feelings of self-fulfillment prevailing among teachers in 
the school’. If teachers are satisfied financially they will feel 
self-fulfilled and motivated in their work. Similarly there is 
a positive relationship between ‘a climate of cooperation 
and teamwork at the school/ participation and 
collaboration’ and ‘feelings of self-fulfillment prevailing 
among teachers in the school’. A climate of cooperation and 
teamwork at the school will also make teachers self-fulfilled 
and satisfied with their profession. 

Regarding the learning culture covariance, a positive and 
close relationship between ‘the school establishes systems 
to capture and share learning’ and ‘the school provides 
strategic leadership for learning’ exists. A school that 
provides strategic leadership for learning should also 
establish systems to capture and share learning. Positive 
and significant relationship exists between ‘the school 
encourages collaboration and team learning’ and ‘empower 
people toward a collective vision’ and ‘the school promotes 
inquiry and dialogue’ respectively. A school that encourages 
collaboration and team learning will also promote inquiry 
and dialogue and empower teachers toward a collective 
vision. Additionally, there is a positive relationship between 
‘the school creates continuous learning opportunities’ and 
‘the school promotes inquiry and dialogue’. Any educational 
institution that creates continuous learning opportunities 
will also promote inquiry and dialogue to enhance the 
success of learning. 

Interestingly there is a significant positive relationship 
between the variable of ‘the close relationship between 
teachers and teachers and teachers with principal’ and the 
variable of ‘school’s organizational climate that helps in 
providing reassurance and sense of security and stability of 
teachers’. Building a close relationship between the 
teachers and their principal provides them with 
reassurance and sense of stability and security in the 
school. Moreover, a positive relationship exists between the 
variable of ‘the degree of teachers is facing an unknown 
future’ and the variable of ‘the degree to which teachers feel 
threatened because of being in ambiguous situations. In the 
public schools, teachers do not face an unknown future 
neither they feel threatened of being in ambiguous 
situations as the possibility of losing their jobs is absent. 
These two variables are highly correlated because teachers 
who are not threatened of being in ambiguous situations, 
they will face a low degree of an unknown future.  

Last but not least, a positive relationship exists between 
the  market  culture  and  the  adhocracy  culture. A   market  

 
 
 
 
culture is a result-oriented culture whose major concern is 
getting the job done and is positively correlated with the 
adhocracy culture where it provides a dynamic, 
entrepreneurial and creative place to work. Due to the 
bureaucratic nature of the public school culture, the type of 
culture as a component of organizational culture is not 
significantly related to the public schools’ organizational 
culture. The type of culture that shows the highest 
significant relationship to the public schools culture is the 
clan culture, a culture that is rooted in collaboration. 
Members see themselves part of a bigger family that are 
active and involved and share a lot of personal information. 
 
 
DISCUSSION  
 
From this study, it is clear that the main component that 
influences the organizational culture of the public schools is 
the learning culture which is in line with Barth (2002) 
findings. In order for any school to build a learning culture 
according to the current study, it should incorporate the 
following actions: (a) to promote inquiry and dialogue; 
(b)to encourage collaboration and team learning; (c) to 
empower people towards a collective vision; (d) to 
establish systems to capture and share learning; and (d) to 
provide strategic leadership for learning. The two most 
important factors for a school to develop a learning culture 
are to promote inquiry and dialogue and to empower 
people towards a collective vision. If the school establishes 
systems to capture and share learning, it will then 
encourage collaboration and team learning, providing this 
way strategic leadership for learning. At the same time by 
encouraging collaboration and team learning, the school 
will promote inquiry and dialogue. This is consistent with 
Peterson and Brietzke (1994) study where collegiality and 
collaboration have been identified as elements of successful 
schools and collegial relationships are important to 
enhance productivity and staff development. 

Promoting a lifelong learning culture in a school is a great 
challenge for any leader. As Barth (2002) said, changing a 
toxic school culture into a healthy one that promotes 
lifelong learning among students and adults is the greatest 
challenge of instructional leadership. Peterson and Deal 
(1998) also support that school leaders including 
principals, teachers and parents can eliminate a toxic 
culture and build a positive one. A positive school culture 
incorporates a shared sense of what is important, a shared 
ethos of caring and concern, and a shared commitment to 
helping students learn (Peterson and Deal, 1998, p.29). In 
fact in the present study, a school that provides strategic 
leadership for learning should also establish systems to 
capture and share learning. Moreover a school that 
encourages collaboration and team learning will also 
promote inquiry and dialogue and empower teachers 
toward a collective vision. Therefore, promoting inquiry 
and dialogue in the public schools will build on the schools’ 
learning culture and enhance learning. 

 The   second   most   important   component of the  public 



 
 
 
 
schools organizational culture is uncertainty avoidance 
(UA) and its most significant variable is that “teachers' have 
feelings of pride and belonging to the school and they have 
a strong belief and acceptance of the school's goals and 
values exerting considerable effort on behalf of the school”. 
If teachers feel a sense of belonging to their school, 
uncertainty avoidance on their behalf will occur. They will 
feel certain about their future in the school and they will be 
more than willing to invest their time and energy to 
succeed in their profession. It is interesting to note here 
that the higher the UA the lower the degree which teachers 
feel threatened of being in ambiguous situation. Also, the 
degree of teachers facing an unknown future has a positive 
but low b-value as this research has taken place in public 
schools where there is job security. Furthermore, a close 
relationship between the teachers and between them and 
their principal, will offer them reassurance and sense of 
stability and security. It will create a positive school 
climate. In fact according to Rapti (2013) a positive school 
climate enhances effective teaching, and as a result a better 
performance of student learning. Cohen et al. (2009) argue 
that a sustainable, positive school climate fosters youth 
development and learning necessary for a productive, 
contributive, and satisfying life and is associated with 
and/or predictive of academic achievement, school success, 
effective violence prevention, students’ healthy 
development, and teacher retention. Macneil et al. (2009) 
also suggest that students achieve higher scores on 
standardized tests in schools with healthy learning 
environments. 

The third component of organizational culture is 
Individualism Vs Collectivism (IVC). The two key variables 
that significantly affect IVC and consequently the public 
schools organizational culture are: (1)“there is a climate of 
cooperation and teamwork at the school/Participation and 
collaboration” and (2) “school administration tries to 
achieve a balance between the needs of employees and the 
needs of the school (Bureaucratic rationality)”. This is 
supported by the study of Parlar and Cansoy (2017) that 
revealed that teacher leadership behaviors could be 
developed by school principals’ constructive and 
cooperative behaviors and the occupational, administrative 
and institutional supports, which will enable the roles of 
teachers. In fact, teachers’ leadership behaviors could be 
strengthened by the enabling structuring of the 
bureaucratic school structure. 

In the current study, financial rewards can have a 
negative effect on the relationship of teachers with their 
colleagues and their head teacher. Nevertheless, if teachers 
are satisfied financially they will feel self-fulfilled and 
motivated in their work. A climate of cooperation and 
teamwork at the public school will also make teachers 
satisfied with their profession and provide them with an 
incentive to work harder. 

As it was expected in this study, the clan culture 
dominates followed by the market culture. This is 
consistent with the study of Obendhain and Johnson (2004) 
that service organizations, like  educational  institutions are  
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dominated by the clan culture and focus resources, 
processes and values toward internal priorities including 
integration and smoothing activities. This is also in line 
with a study by Berkemeyer et al. (2015) where their 
results showed that most of the schools were characterized 
using the term clan culture, whereas the fewest schools 
were rated as adhocratic. In fact, a factor in this study that 
follows this culture is that school administration tries to 
achieve a balance between the needs of employees and the 
needs of the school (Bureaucratic rationality).  Findings in a 
study by Pang (1996) show that cultural linkage in schools 
promotes teachers’ feelings of commitment, job 
satisfaction, sense of community, and order and discipline; 
whereas bureaucratic linkage undermines all such feelings.  

Culture provides meaning, direction and motivational 
forces to the members of an organization (Lee, 2011) and 
consequently it influences the value judgment and 
behavioral expression of members within an organization 
(Hosseini, 2014). According to Aldrich and Herker (1977) 
employees who deal with the public may develop attitudes 
about the organization similar to those of customers. If this 
occurs it will create negative consequences with over 
identification with the consumer and under identification 
with the organization. In times when students are not 
satisfied with the school this will consequently result to 
negative perceptions of the teachers regarding the school. 
Leaders should be conscious of culture otherwise it will 
manage them (Schein, 1988). According to Peterson and 
Deal (1998) the role of school leaders in the changing of 
cultures is vital as their words, their nonverbal messages, 
their actions and their accomplishments all shape it. 
Without the leaders attention, school cultures can become 
toxic and unproductive (Peterson and Deal, 1998). 
 
 
Conclusion 
 
In this study, the investigation of the components of 
organizational culture in the public schools has shown that 
the learning culture is the most important component that 
schools should promote in order to become successful 
educational institutions. At the same time an important 
component of a school culture is for educators to feel 
secure in their school environment through job security 
(uncertainty avoidance) so that they can invest their time 
and energy to work harder, building teamwork and 
collaboration among their colleagues succeeding in 
advances in school learning and educational development. 
Financial rewards are an essential incentive for educators 
to work harder. However, they should be used in 
combination of relationship building strategies. In this way, 
a climate of cooperation and teamwork should be 
developed where inquiry, dialogue and empowerment of 
people towards a collective vision will be promoted. It is 
the responsibility of every school leader to be aware of 
their existing school culture and be in a position to manage 
it and where necessary to transform it to pursue 
educational success. 
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