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ABSTRACT
The pilot study is conducted in the Universiti Teknologi MARA (UiTM) - the largest university in Malaysia, where a total of 122 administrators participated in the study.  The mindset dimensions being studied are “Work Performance”, “Organizational Communication”, “Teamwork and Co-operations” within and between departments, and individual “Work Perceptions”.  Based on the study, we find that administrators at UiTM are very concerned about quality and customers’ satisfactions, cost efficiency, high commitment towards producing competitive products and services, effective problem-solving skills and perceived that UiTM provides good career advancement opportunities.  However, they are not incline to use technology-based communication channel as the primary channel of communication, lack of initiatives to understand the nature of work of their colleagues in other departments which in turn, is reflected in the low level of tolerance and “spirit de corps” between departments.  Though satisfied with the compensation that they currently received, they hope for higher level of compensations and they also would like to see more systematic management and monitoring of strategies that are being implemented.

INTRODUCTION

Since independence, Malaysia has place priority on her education sector.  The evidence is very obvious when education is placed under the responsibility of the federal government.   Complete funding is given by the government to all public higher education institutions through budget allocations as well as lump-sum funding for development and capital expenditures.  Furthermore, scholarships and loan are offered to deserving students (excellent results and/or from low-income family).   In the Ninth Malaysia Plan alone, out of the MYR 200 billion allocated for development expenditure, education (and training) received the biggest percentage (20.6%)
.   

Malaysian Higher Education Institutions (MHEI)
 is under the jurisdiction of the Ministry of Higher Education, established in 2004 and headed by Dato’ Mustapa Mohamed.   Dato’ Mustapa in his keynote speech on 27 March, 2006, officiating “The 10th Malaysian Education Summit 2006: Innovating the Malaysian Education System to Meet the Challenges of the 21st Century”, expressed the need for tertiary education to play a pivotal role in realising Malaysia’s Vision 2020.  This is because, according to Mustapa, tertiary education is the primary generators in developing human capital required in achieving the vision of becoming a developed nation by 2020.   Thus, there are a lot of programmes and activities to be taken in upgrading the quality of MHEI to have world class standard.

 Based on the above vision and expectations of the Ministry, a paradigm shift in how universities in Malaysia are managed is unavoidable.  Shift in ‘paradigm’ can occur effortlessly if administrators have the ‘right’ mindset.  This is because mindset shapes administrators’ perceptions of how their units/departments are managed, and which in turns, determine what type of strategies to pursue and how to implement them. 
This pilot study is designed to describe the current mindset orientation of administrators in one of the MHEI – Universiti Teknologi MARA Malaysia (UiTM).  However, the scope of the study is confined to the micro-level behaviour and attitudes; the virtue of which is to allow an understanding of the existing behavioural pattern and attitudes, thus allowing UiTM to understand her administrators better and able to develop appropriate strategies to leapfrog into a global institution, presumably, with less resistance.
MINDSET ORIENTATION

 According to the Oxford American Dictionary, mindset is ‘an established set of attitudes held by someone’; from the medical perspective, mindset is ‘a fixed mental attitude or disposition that predetermines a person’s responses to and interpretations of situations’.  Mindset is also sometimes described as a mental inertia, groupthink or a paradigm.
At the individual level, Dweck (2006) claimed that an individual has either a fixed or a growth mindset.  A fixed mindset, according to Dweck (2006), is a situation whereby an individual viewed his/her talents and abilities as fixed, whilst a growth mindset is one in which an individual viewed his/her talents and abilities as fluid and progressive.
Thus, mindset is the key factor in how individuals in an organization perceive their roles in supporting any change management initiatives undertaken by their organizations.  As such, it is a critical issue for top management of such organization to create a supportive environment where such mindset can be nurtured and matured.  Further, in creating a supportive environment in creating a desirable mindset, organizations must also incorporate the combine mindset of all individuals in the organizations.  In this situation, the organization must also take into account the power relationships that exist within the organization (Paul, 2000).  Certain individuals, particularly top senior officer, in some cases, have strong impact in shaping the mindset of others in an organisation, and conveniently create a shared mindset among organizational members.
Alternatively, a shared mindset can also be created in an organization when it is translated into strategies, systems, structures, behaviours, designs and organizational structure (Chatterjee, 2005).  Having a shared mindset is an added advantage to an organization as it reduces time in “emotions-draining political negotiations” (Ulrich and Yeung, 1989), and more time towards sharing of information and shaping individual behaviour.

METHODOLOGY
 The questionnaire comprised of four scales, each with 15 to 31 items: Performance (31 items), Management Communication: (22 items), Teamwork and Cooperation (10 items) and Individual Job Perception (26 items).  Items measuring each scale are short, single sentences and most respondents completed the questionnaire in not more than 20 minutes.  The Cronbach Alpha for the four scales was 0.706, 0.630, 0.693 and 0.639 for Performance, Management Communication, Teamwork and Cooperation and Individual Job Perceptions, respectively.
As the intention is to explore, we do not identify variations in the mindset of the administrators based on demographic factors.  A total of 122 respondents participated in the survey.    
UNIVERSITI TEKNOLOGI MARA

University Technology MARA better known as UiTM is Malaysia largest higher learning institution. Since its inception in 1956, the university experienced phenomenal growth and has expanded nationwide with 3 satellite campuses, 12 branch campuses, 8 city campuses, 19 affiliated colleges and a smart campus for the future.  UiTM has about about 4,000 academics nationwide including scholars and researchers, all dedicated to education, research and nation development and advancement.

UiTM now is a place of personal and professional development endeavours.  The diversity in disciplines and expertise is reflected in the university's niche areas and centre of excellence. UiTM draws strength from the initiatives of its employees to aspire to be world class in all its endeavors- to explore the frontiers of knowledge, to master new technologies and harvest the abundant riches of diverse cultures, markets and new industries. UiTM graduates are now reaching to about 100,000 of them including undergraduates, graduates and postgraduates level. UiTM aspire to increase its students to 200, 000 graduates in the year 2015. Thus, this expansion requires the breakthrough not only in intellectual capital of its staff but also the thinking paradigm and work culture of them all. Thus, this study is a pilot study for UiTM to embark into the whole new working culture at all levels to achieve its aspirations of a global university in the year 2020. 

RESEARCH FINDINGS AND DISCUSSIONS
Perception on Performance
Perceptions of respondents on the performance level of their respective units were measured against goals, challenges faced in achieving the desired results and commitments in producing competitive products and services.
 
As far as performance measured goals are concerned, majority of the respondents indicated that their units emphasised on quality and stakeholders’ (students, staff, industries, government and non-governmental agencies) needs and desires.  The results indicated that most of the respondents perceived the need to cater to the changing needs of their stakeholders (96.7%), refine credibility and gain respect as authority in the university (90%), achieve high level of service quality (98.4%), to regain support and trust (88.1%) and confidence (95.1%). 

However, improving financial situations - an issue which would be of priority to most private sectors - appeared to take a back stage in this fully-funded public university.  Only 52.5% indicated the need to improve their financial situations, while 33.9% do not see the need to improve and 13.6% choose to be indifference to the issue.  

The next measurement of performance is the ability to manage challenges in achieving goals.  66.1% of the respondents indicated that the only challenge that they faced in achieving their goals is the increase in operating costs.   Only a small number of respondents perceived stakeholders do not trust their services (24%), switch to competitors (19%), non-governmental agencies do not want to make contribution and collaboration (26%), services not conveniently accessible by the stakeholders (31%) and services perceived as low quality (20%).
Respondents were also asked to indicate their units’ level of commitment in providing competitive products and services.  The results show that the respondents have the perceptions that they are innovative in developing new ways to serve their stakeholders (75%), make necessary changes to compete effectively (87.5%), focus on solving problems rather than finding fault (69.6%), sensitive to changing market trends (64.3%) and, on a moderate scale, will not sacrifice quality of their products in any situations (58%).  As far as service performance is concerned, the results indicated that the administrators made high efforts to provide good services to their stakeholders (85.2%).  Nevertheless, there is a moderate perception with respect to ease in understanding their policies (48%), have procedures that are user-friendly (59.0%) and give recognition to staff who improves customer services (49.2%).  
More questions are being asked regarding the University’s efforts in providing competitive products and services.  The results show that majority of the respondents perceived that their units spent most of the time on improving content quality (96.6%), presentation of products offered (94.8%), follow markets demands (87.9%), improve customer service (91.5%), build-up stakeholders’ confidence in the products and services (93.2%), and in promoting creative marketing (75.0%).  Meanwhile, there appeared to be a moderate response towards the need to improve creative support to the needs of the stakeholders (66.7%) and allocation for research and development (60.3%).
The findings have important implications on the management of MHEI and in achieving the government’s goals of creating Malaysia as a centre of education excellence.  Although the officers are managing a public university, they showed concerned to quality and sensitive to the needs and desires of their internal and external ‘customers’. Concerned towards providing competitive products and services may stem from their (administrators) full understanding of the university’s role in championing the economic development of the predominant race in Malaysia. To strive in a highly competitive, service industry, the administrators give equal and undivided attention towards providing high quality products and services to the stakeholders. However, being a fully-funded public university, apparently improving financial situation is not considered a major part of their objectives but, of concerned in achieving their objectives.    On a positive note, the administrators perceived that relatively there are less challenges in achieving their goals.  This perception is anticipated as the University is a fully-funded government body; much support is gain from the government and other government agencies.
Organizational Communication Structure
The communication structure was the second scale used to measure the current mindset of senior officers at the university.  Respondents were asked to responds to questions relating to the form and content of communications within their units and to indicate areas for improvements.
The results show that majority of the respondents perceived that they gave their staff a clear picture of the direction of their units (89.6%), felt that their subordinates are satisfied with the information received on their units’ performance (67.2%), communication is always up-to-date (72.4%), management did a good task in communicating decisions that affect employees (74.1%), and they usually inform their subordinates about important changes in the unit through formal channels (87.9%).  The main channels of communication are meeting (90%), followed by memo (75.0%), notice board (71.7%), e-mail (68.3%) and letters (50.0%).   
The results also indicated that respondents perceived that the response from management towards internal issues (e.g. changes in management structure and key staff, changes in work procedures, system/equipment failure) was very fast (83.0%) whilst subordinates response towards market changes was moderate (61.7%).   


The results also show that the administrators in the University would like to improved areas relating to organising and monitoring (98.2%), resourceful (93.1%), strategic planning (91.2%), responsibility/accountability (91.2%), sincerity (90.9%), decision making (89.1%), open communication (87.5%), perseverance (86.0%) and fairness (82.6%).

The above findings provided a very commendable perspective on the mindset of the University’s administrators.  They realised, and are willing to improve their managerial weaknesses for the betterment of their units, in particular, and the university, in general.  The preferred style of communication is still the traditional (i.e. through meetings) rather than the contemporary mode (i.e. through e-mail).  Nevertheless, meetings or face-to-face communication is effective since it carries a lot of information - both verbal and non-verbal, feedback is very fast and thus, allows management to response to internal problems, faster. The moderate response by subordinates towards changes in the environment is predictable.  Similar to most big organizations, bureaucracy and red tapes are customary.  To act upon any issues, subordinates need to observe policies and procedures involved, prepare paperwork (in some cases), then get approval from top management on actions that are to be taken.  All these procedures create inflexibility, thus delaying rate of response. The situation can be improved if management is willing to reengineer work processes by empowering the subordinates to make decision-making on non-strategic, operational matters.   
Teamwork and Co-operation
Third scale of measurement is on the level of understanding of the units’ products and services, and degree of relationship within and between units.  
The results show that majority of respondents perceived that they have sufficient knowledge of their units’ products and services (89.8%), their subordinates have sufficient knowledge of the units’ products and services (63.2%) and fully understood the operational processes of the products and services (84.7%).  However, they appeared to be pessimistic on their subordinates’ understanding of the operational processes of the products and services (58.2%).  
The results also showed that administrators at the University have positive perceptions of their subordinates’ commitment towards producing quality work (81.4%), ability to solve problems effectively (66.1%) and co-operation among staff (81.4%) and all units are very co-operative in providing information and services needed for the benefit of a particular unit in achieving a common goal (65.0%).  Most respondents rated their immediate superiors’ capability to effectively solve any problems as effective (53.3%) and very few perceived it as very effective (13.3%). A moderate number of respondents do perceived that there is red-tape involved in dealing with other units (52%).  
The above results suggest that the administrators are knowledgeable and fully understood their jobs and responsibilities.  However, there appeared to be some scepticism on their part as to the level of knowledge and understanding of their subordinates on their (subordinates) jobs and responsibilities.   Such scepticism can be removed if each unit is to require all their subordinates to each have a file documenting their (subordinates) tasks and activities or workflow process.  Such documentation can be based on the ISO 9001:2000 requirements.  Similarly, some administrators highlight that there are situations which slows down their work when it involves other departments due to red-tapes.  Again, this can be minimised if both units are fully aware of the degree of their work interdependency and view their works from process rather than functional perspective.  
Work Perceptions
Lastly, the study is also interested to describe how the administrators perceived their work or tasks.  Respondents were asked to describe their jobs, feelings about their jobs, career development, remuneration and benefits.

The results show that majority of the respondents fully understood their job expectations based on the annual Performance Appraisal (87.7%),  work allow them to be productive (89.7%), understand job relationships (96.6%) and work gives them a sense of personal accomplishment (91.2%).  
In general, respondents indicated that they are happy with their work (78.6%) as their work was recognised (64.9%).  Furthermore, working in the University is perceived to be moderately stressful (46%) and low worries worry about losing jobs (16.4%).  
  
As far as career development is concerned, the results show that majority of the respondents perceived the existence of career paths (78.9%), promotion (80.7%) and to improve their skills via training (94.8%).  Nevertheless, only 50.9% indicated that in the past 12 months, their immediate superior talked to them about their performance. 

In terms of compensation and incentives, moderate number of respondents is happy that they are compensated fairly for their qualification (68.9%), responsibilities (54.1%) and experience (54.1%) as well as motivational (50.8%).  However, the same was not observed when comparison is made with the private sectors and other universities.  Majority indicated that their compensation is not at par with the private sectors (80.3%), with peers in other universities (82.0%). 


In short, the respondents have positive perceptions about their job, its environment and moderately satisfied with their compensation package.
CONCLUSION

Overall, the results of this study show that, in general, the administrators of the University have high perceptions about their performance, communication form and relationships, teamwork and cooperations, and perceptions about their individual work.  Although the officers are managing a public university, they showed concerned about quality and sensitive to the needs and desires of their internal and external ‘customers’, and give high priority in addressing internal issues (e.g. changes in management structure and key staff, changes in work procedures, system/equipment failure).   The preferred style of communication is still the traditional (i.e. through meetings) rather than the contemporary mode (i.e. through e-mail).  The administrators are knowledgeable and fully understood their jobs and responsibilities and are generally, happy with their job and its environment.

 However, there are certain areas that need further improvements.  It appeared that the administrators perceived that improving financial situation is not considered a major part of their objectives though they considered high operating cost as a major obstacle in achieving their objectives.  They also perceived that their subordinates’ response towards market changes is not fast enough, the existence of red tapes between units in the same institutions and the inequity feeling with the compensation package received as compared to colleagues in the private sectors.  Among others, these areas of concerned can be improved through governance, empowerment and salary revision (by the government).
The study is but a first step in describing the current mindset of administrators working in MHEI, focusing on the behavioural and attitudinal aspects.   The results do raise several other issues such as the driving forces behind the current mindset? Are these administrators (with the current mindset) willing to shift paradigm and be global in their work perspectives? How easy is it to create a global mindset among administrators in MHEI?.  These are issues that will be pursued in the next stage of the study.
REFERENCES
Chatterjee, S.R. (2005). Weaving the threads of a global mindset in work organizations: managerial roles and responsibilities. Journal of Human Values, 11, 1.

Dweck, C.S. (2006). Mindset. Random House.

Paul,  H. (2000). Creating a global mindset. Thunderbird International Business Review, 42.2.

Ulrich, D. and Yeung, A. (1989).  A shared mindset. The Personnel Administrator, 34:3.
Morgan, D. Jones, (1998). The Thinker's Toolkit: 14 Powerful Techniques for Problem Solving. Random House.

John, H. Holland, (1995). Hidden Order: How Adaptation Builds Complexity. Perseus Books.

Billington, James (1997). The fundamentals of managing up. Harvard Management Update 2, no.9, September: 10-11.

Filipczak, Bob (1997). It takes all kinds: creativity in the work force. Training 34, no.5, May: 32.

Guha, Subo, Varun, Grover, William, J. Kettinger, and James, T. C. Teng (1997). Business process change and organizational performance: exploring an antecedent model. Journal of Management Information Systems 14, no.1: 119-154.

Quinn, Brian (1995). Understanding the differences between committees and teams. Library Administration & Management 9, no.2 Spring: 111-116. (BPR194).
Voyer, John J., Janet M. Gould and David N. Ford (1997). Systematic creation of organizational anxiety: an empirical study. Journal of Applied Behavioral Science 33, no.4

Zaleznik, Abraham (1997). Real work: process and politics often get more executive attention than products, markets, and customers. Harvard Business Review 75, no.6 November-December: 53-63.

� As of 2006, there are 18 public universities, 27 private universities and 559 private colleges.  Currently, the enrolment for diploma, first degree and post-graduate degree is around 700,000 and where 100,000 students graduated annually (source: based on the same speech). 








PAGE  
1
June 24-26, 2007
Oxford University, UK


