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This study aims to explore the role of principals in school culture so as to

produce an ideal conceptual framework for principals in improving school

quality. The method used in this research is qualitative with a case study

approach. The research was conducted in MAN 2, Sragen, andMAN 2, Boyolali,

Indonesia. The data analysis procedure used is Miles and Huberman with four

procedures. Data analysis was carried out with the help of ATLAS.ti software

version 8. Validity was carried out using data triangulation. The results of this

study illustrate that the principal’s role in school culture to improve school

quality consists of role sets, attitudes and actions, personality characteristics,

and control. The recommendations from this study are meant for principals at

primary and secondary levels to help them improve the quality of their schools

and create certain characteristics that are unique and superior compared to

other schools.
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Introduction

The quality of education results in the creation of corresponding quality in human

resources; however, the quality of education is determined by the quality of teachers

providing learning in schools. And the quality of a good teacher is certainly influenced

by a principal who has good skills and competencies that nurture a quality learning

environment. Therefore, from the perspective of human resources in education, it

is always important to invest in improving the competencies of school principals

(Mahmudah, 2016). This gives meaning to improving the quality of education, where the

principal can provide the necessary direction and put in efforts to actualize the quality

of education.

In this context, the principal’s strategic vision is important in identifying supporting

factors in the implementation of programs carried out to increase the self-awareness of

school residents (Sholekah and Mahmudah, 2020). The basic strategy that needs to be

carried out by school principals is to understand teachers, employees, and students, and

serve as role models. Self-awareness and inspiration (by setting an example) will be the
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first step toward the development of the right attitudes in

teachers that can ultimately improve the quality of education.

Therefore, by adopting a special strategy, the principal will be

able to create and develop school culture. The characteristics

of the school culture shaped by the principal will eventually

increase the quality of the school.

School culture is formed from the experiences of teachers

and staff at the school. Each school is built with a unique

culture compared to other schools by adopting certain beliefs,

values, and norms that are formed from patterns of thought

and behavior. School leadership affects the smooth and efficient

functioning of the school and contributes to the emergence of

the school culture within an effective educational institution

(Stergios et al., 2017). The teachers’ job satisfaction partially

mediates the impact of school culture on school effectiveness

(Duan et al., 2018). There is a positive correlation between

school culture and the role of the principal according to

teachers’ perceptions (Abdullah and Arokiasamy, 2016), and

school culture, in relation to the dynamics of work improvement

(Nehez and Blossing, 2020). The school’s principal and school

culture have a significant effect on teachers’ job satisfaction

either partially or simultaneously (Mukhtar and Rusmini, 2017).

Existing studies related to the principal’s leadership in

shaping school culture, such as those shared above, are different

from our research. In this study, we aim to create a conceptual

framework of the principal’s role in shaping school culture.

Previous research was limited just to describing and looking for

correlations. This research, on the other hand, aims to provide

a conceptual framework that can be used as a template to

develop school culture for school principals. The purpose of this

research, therefore, is to create a conceptual frameworkmodel of

the principal’s role in school culture.

The role of culture in improving school
quality

The role of school culture in improving school quality is

determined by the extent to which the orientation of school

culture values effectively impacts improving school quality

(Figure 1). The existence of values that make up the culture of

any school (beliefs, values, norms) emerges at the same time the

school is founded (Zamroni, 2016). The role of school culture is

to serve as a driving force behind the school’s high achievements

(Deal and Peterson, 2016) and shape how students think

(Muhsin et al., 2020), behave, and act. School culture is the values

and goals that firmly hold students together (Garmston and

Wellman, 2013), inducing cooperation and mutual assistance

among school residents (Chalkiadaki and Tomás-folch, 2020),

encouraging them to plan together for the future (Abdulahi,

2020), and work collaboratively to solve problems.

This description illustrates the importance of continuously

shaping beliefs, values, norms, patterns of attitudes, and

behavior toward all aspects of the input and learning process

which ultimately have an impact on school quality (output

and outcome).

The role of school culture is determined by the extent to

which it effectively influences all components related to the

learning process (input factor) (Mahmudah and Putra, 2021),

in addition to factors that have an impact on the expected

final results (outputs and outcomes) and how the principal

manages the school culture. Aspects that are directly involved

in the learning process, namely students, teachers, teaching

materials, and learning methods are the main elements. The

learning process has characteristics that are closely related

to social, economic, and cultural backgrounds. Teachers also

bring in their own characteristics that are impacted by their

economic, social, and cultural backgrounds. However, the choice

of teaching methods used by the teacher may not necessarily be

in accordance with the background of each student.

Methodology

Research design

This study adopted qualitative research using a case

study approach. Case studies aim to explore and investigate

contemporary real-life phenomena through context analysis of

limited individual conditions or events and the relationship

between them (Bazeley, 2013). The phenomenon in the

case study could be a program, event, or activity, either

at the level of an individual, a group of people, or an

organization (Freeman, 2017). In this case study, we adopted

the instrumental case study type, which is a special case study

that is undertaken to provide an in-depth understanding of a

problem (issue) or to improve an existing theory (Auerbach

and Silverstein, 2003). We analyzed in depth the case regarding

the role of the principal in school culture, carefully examining

the context and the activities to understand the impact of

external interest.

Research setting

In this study, we explored the role of school culture

in the development and improvement of school quality in

two schools in Indonesia–Madrasah Aliyah Negeri (MAN)

2, Boyolali, and Madrasah Aliyah Negeri (MAN) 2, Sragen.

We also explored the role of the principals in managing

school culture. The results of the National Examination average

for the academic years 2014/2015 to 2018/2019 of MAN 2

Boyolali and MAN 2 Sragen in the Science, Social Sciences,

and Religion programs were taken to assess progress. The
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FIGURE 1

The role of school culture value orientation in improving quality. Source: Compiled by the author.

FIGURE 2

Research data analysis procedure.

results of the National Examination for the 4 years for MAN

2 Sragen were lower than MAN 2 Boyolali. Both madrasas

had similar potential with almost the same number of students

with educational facilities and infrastructure that were not

much different. The results of the National Examination

average between the two schools were examined in depth

from the perspective of managing school culture in each of

these schools.

Research subject

The research subject is a social institution that was examined

in depth to understand “what happens in it” in a social situation

(Kamberelis and Dimitriadis, 2005). The subjects of this study

consisted of the principal and various selected resource persons.

Therefore, the research subject was selected using the purposive

sampling technique, which is a sampling technique with certain
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considerations (Kouritizin et al., 2009). We selected the sample

considering the following criteria: (a) founders, as people who

had laid the value system at the beginning when starting the

school (b) key figures, namely those who could be considered

“actors” of the culture in the school (c) leaders and communities

who have hopes and aspirations for the future of the school

community (d) principals as managers and creators of school

culture (e) vice principals as confidants of madrasah principals

and spearheads of the principal’s policy response (f) teachers

as the main actors in improving the quality of learning (g)

administration, and (h) students as objects and subjects of

the school.

Analysis of data

For analyzing the data in this study, we photographed the

various aspects relating to the principal’s role in school culture.

We then grouped these photographs based on categories, sorting

them into units, synthesizing their relevance, arranging them

into patterns, and choosing which ones are important and what

will be studied. We then concluded the dimensions of school

culture from the images and finally assessed the influencing

role of madrasa culture on the quality of the schools, and also

explored how the process of the influencing happened in MAN

2 Boyolali andMAN 2 Sragen.We could then arrive at the causes

of the low quality of schools at MAN 2 Sragen as well as the

causes of improving the quality of education at MAN 2 Boyolali

by reviewing the culture of each school.

The data analysis procedure used was Miles and Huberman

(1994). This analysis procedure consists of four steps, namely

data collection, data reduction, data presentation, and drawing

conclusions. The data analysis process used was ATLAS.ti

software version 8.3. The research procedures used can be seen

in Figure 2.

• Data collection: the process of collecting data in this study

was carried out by interviews and documentation to reveal

the meanings contained in the cultural processes and

practices inMAN 2 Sragen andMAN 2 Boyolali, Indonesia.

This data collection was done to collect information by

the guidelines that were made. After data collection, the

next step was to transcribe the results of the data collected.

The interviews were transcribed from the audio recordings

of what was conveyed by the participants during the

interview. Additionally, observations during the interviews

were documented to be used as additional/supporting data.

• Data reduction: the next step was to select relevant data

from the transcripts. The data reduction was done using

ATLAS.ti version 8 and making codes from the existing

datum. The reason for using analytical tools was to help us

in the process of reducing and making concept maps. This

was done by studies that show that the data analysis process

will be easier and more accurate by using analytical tools

such as the ATLAS.ti (Mahmudah, 2021).

• Presentation of data: the concept maps prepared at the

data reduction stage were then presented in the form of

tables and output images to provide an overview of the

results of data analysis. This can be seen in the results

section of this paper. The concept maps were also discussed

using the latest theory and developing theories related to

school culture, schools that have decreased in quality and

in schools that have improved in quality.

• Drawing conclusions: the last process of the Miles

and Huberman data analysis is drawing conclusions,

where we conclude our research with suggestions and

recommendations to different stakeholders involved in

the process of developing school culture and improving

school quality.

Results

This section presents the results of field data collection

consisting of interviews and documentation in two schools,

namely MAN 2 Boyolali and MAN 2 Sragen. The data analysis

which was undertaken objectively using ATLAS.ti software is

also presented without providing any theoretical interpretation.

The information described in this subsection is discussed

in greater detail in the discussion section to gain a deeper

understanding of the role of school culture from the point of

view of the theories and concepts used in this study.

Every activity in the madrasah plays an important part in

the development of both human resources and the quality of

the madrasah. This is the basis for establishing a school culture

and climate that is comfortable for all madrasah residents. The

madrasa culture is an environment that supports and realizes

both the achievement of the vision, mission, and goals and

the decline in the quality of education. Based on the results of

interviews conducted with several participants, the following is

the preparation of the code of values contained in the culture

and environment at MAN 2 Boyolali:

The cultural and environmental values of MAN 2

Boyolali can be understood through various statements by

the participants (Figure 3). The cultural values obtained

from these statements are “hard work,” “democratic,”

“realistic,” “trust,” and “fairness” formulated from participant

statements R1-1; “social harmony” formulated from

participant statements R3-1; “togetherness,” “efficient,”

“effectiveness,” “providing reward,” “comfort,” “communicative,”

“openness,” “personal development,” “personal relevance,”

“self-esteem,” and “generosity” formulated from participant

statements R4-1; “trust” and “peace” formulated from

participant statements R5-1; and “empathy,” “facilitating,”

“appreciating the struggle,” “respecting each other,” “work
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FIGURE 3

(Continued)
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FIGURE 3

Values in the culture and environment of MAN 2 boyolali.

FIGURE 4

Values on culture and environment of MAN 2 sragen.
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FIGURE 5

(Continued)
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FIGURE 5

(Continued)
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FIGURE 5

Values on the principal’s role.

same,” “attention,” and “respect” formulated from participant

statement R7-1.

The process of compiling the codes and values contained

in the field of culture and environment at MAN 2 Sragen is

as follows:

The cultural values contained in the participant statements

that have been formulated are “happiness,” “interpersonal

relations,” “support,” “firmness,” “attention,” “deliberation,” and

“communication” from participant statement R10-1; “balance”

from participant statement R11-1; “depression” from participant

statement R13-1; and “discomfort” from participant statement

R16–1. The cultural value code from the participant statements

of R10-1 was the same as the code formulated from participant

statements R14-1 and R15-1 (Figure 4).
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FIGURE 6

Results of qualitative research data analysis of the role of school principals in school culture. Source: Atlas.ti software.

The actualization of a school that has a comfortable

learning environment and improved quality where all its visions,

missions, and goals are on track, cannot be separated from

the role of the principal. The principal becomes the basis for

school management through the values that are exemplified,

implemented, and realized. Based on research data, the following

codes were developed for the principal’s role value:

The cultural values that are formulated and contained

in the value of the role of the principal were described

through various participant statements (Figure 5). These were

“discipline,” “caring,” “comfort,” “social harmony,” “friendly,”

and “hard work” formulated from participant statements

R1-1; “polite,” “attitude,” “confession,” “religious,” “happiness,”

“family,” and “attention” formulated from participant statement

R3-1; “curious,” “performance effectiveness,” “freedom,”

“communicative,” “habituation,” and “respect” formulated from

participant statement R4-1; “giving reward,” “famous,” and

“informative” from participant statement R5-1; “enthusiastic,”

“cooperation,” “work ethic,” “responsibility,” “togetherness,”

“facilitation,” “appreciate the struggle,” “mutual respect,”

“respect,” “doubt-doubt,” “gratitude,” “spiritualism,” and

“persistence” formulated from participant statement R7-

1; “democratic” and “belief” formulated from participant

statement R8-1; “beauty,” “sensitivity,” and “indifferent”

participant statement R10-1; “generosity” from participant

statement R11-1, “inspirational” from participant statement

n R12-1, “openness” from participant statement R13-1,

“exemplary” from participant statement R14-1; “honesty” from
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TABLE 1 Codes for the principal’s role in managing culture.

Code Grounded Code Grounded

Giving directions 3 Open 8

Giving appreciation 2 Tolerance 1

Giving punishment 7 Academic support 6

Giving rewards 13 Cooperate 14

Inspire 2 Decision maker 3

Establishing communication 14 Facilitator 5

Democratic 7 Mediator 3

Interpersonal relations 12 Motivator 2

Interaction 4 Problem solver 1

Togetherness 7 Professional 6

kinship 6 Emotional environment 1

Concern 1 Social harmony 4

Trust 3 Flexible 1

Communicative 5 Conflict management 14

Cooperative 1

Responsibility 17

Example 5

Tolerance 1

participant statement R15-1; “love of career,” “compassion,”

“arrogant,” “integrity,” “support,” “empathy,” “sustainability,”

“knowledge,” and “concentration” formulated from participant

statement R16-1; and “historic preservation” and “attitude

habituation” formulated from participant statement R17-1.

Based on data analysis using Atlas.ti, 32 codes were created

in response to the role of the principal in managing school

culture and were taken from different participant interview

transcripts (Figure 6). The codes were used as a basis for making

categorizations in a school culture that have an impact on

improving school quality.

Based on the color-coded arrangement of the codes in

Table 1, the next step was to make a concept map from the

research on the role of the principal in school culture (Figure 7).

Discussion

Principals are very important to build a positive and

professional school culture and learning environment. The

principal’s day-to-day work and values-driven behavior form a

set of positive underlying norms, values, and beliefs that drive

learning. The success of the school begins with a principal who

can play their function well. Without leadership and effective

management of the principal, the school will flounder. This is

not to say that the principal does everything, but the principal’s

actions and the connection that the principal forms with others

(teachers, staff, parents, and students) make it possible to teach

and learn in influential social institutions, namely schools. The

role of school principals in improving the quality of education

during COVID-19 indicated that principals played their role as

managers and were able to prioritize the needs of teachers and

education personnel along with HR development (Adhiim and

Mahmudah, 2021).

The role of the principal in shaping school culture is

certainly needed and adapted to the characteristics of the school.

The functioning, wellbeing, and personal characteristics of the

principal, structural and cultural characteristics of the school,

and organizational context were examined in our study (Engels

et al., 2008). Principals ideally have qualified competencies to

initiate actions and build skills that can support the school

development process (Cahyono et al., 2021). School principals

are expected to have knowledge, a caring disposition, and

demonstrate performance (Isik and Ziyanak, 2018). The most

important thing for school development is that the principal

can collaborate to improve quality through joint programs that

are prepared with various other institutions and individuals

(Mahmudah et al., 2022). Likewise, implement decisions that

uphold school culture and do not abandon cultural norms or

values. Principals should strive to make decisions that create a

positive culture (Dinsdale, 2017). Various approaches to the role

of school principals need to be improved. Positive school culture

is an underlying reason why the other contributing components

of successful schools can flourish. For example, a principal

seeking ways to increase reading comprehension consults with

experienced teachers for their suggestions (Habegger, 2008).

Based on data analysis and findings from this study, the

principal’s role in school culture includes several things, namely
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FIGURE 7

Conceptual framework of the principal’s role in school culture. Source: Visualization of research findings compiled by the author.

attitudes and actions, personality characteristics, role sets, and

control. The findings of this study are fundamental for principals

in developing schools to improve quality and bring schools

forward in facing global challenges. The findings of this study

can also be applied by other school principals to support a

quality education process. Principals who do not have provisions

in implementing their functions will be unable to develop the

quality of education in schools, and equally unable to shape

school culture according to their characteristics.

Conclusion

The role of the principal in school culture still needs to

be improved. This is evidenced by the results of research

findings which state that the role of school principals requires

an increase in school capacity and competence. Based on

the results of research that has been done on the role of

principals in school culture, this study identified 32 codes from

179 quotations. The codes were then categorized according

to the meaning of the principal’s role, namely as many as

four categories of findings which include attitudes and actions,

personality characteristics, role sets, and controls. The role of

the principal is the basis and the right foundation for the

success and failure of school culture. That is, the role of

the principal in the findings of this study is very supportive

for school and school residents, of course, in achieving the

expected goals and in self-development to improve the quality

of education.

Recommendations

Recommendations from this research are addressed to

all school members who have a responsibility to develop

school culture to realize quality education. Schools that are

successful in building and providing a good culture will

attain high learning achievements. Subsequent research

should verify the data findings through qualitative research

hypothetical model and model testing. To produce research

work that covers all existing and comprehensive methods

in understanding school culture in order to improve

school quality.
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Limitations

This study has limitations related to the role of principals

explored which cannot be generalized to all principals. The

role of the principal in this research was limited to creating a

conceptual framework. So it requires more in-depth research to

be able to verify the results of this study.
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