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ABSTRACT

A conducive learning environment is a key factor in supporting
the success of the educational process within schools. However,
internal challenges often hinder the creation of an ideal
atmosphere. This study aims to analyze the problems faced by
educational institutions and explore the strategic role of
educational personnel in fostering a conducive learning
environment. A descriptive qualitative approach was employed,
involving participatory observation, in-depth interviews with
12 informants (educational personnel, teachers, and school
leaders), and document analysis at two public secondary schools
over a three-month period. The results showed that major
challenges include ineffective management, weak coordination
among staff, and inadequate support facilities. Educational
personnel serve as mediators and facilitators in strengthening
communication, ensuring order, and supporting the learning
process through infrastructure management. These findings
highlight the urgent mneed to enhance the capacity and
professionalism of educational personnel through targeted
training and empowerment programs. In conclusion, the active
involvement of educational personnel is crucial in overcoming
institutional challenges and enhancing a learning environment
that promotes student achievement.
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INTRODUCTION

A conducive learning environment is one of the main factors determining the success of the
learning process and student achievement. Darling-Hammond (2020) confirms that a comfortable
and psychologically supportive atmosphere can enhance student motivation and concentration,
thereby positively impacting academic performance. This conduciveness involves various aspects,
ranging from physical comfort in classrooms to the quality of social interactions among school
members. Therefore, fostering a supportive learning environment must be a central focus in efforts
to improve education quality.

Creating such an environment requires attention not only to physical infrastructure but also
to the social dynamics within the school. Harmonious interactions among students, teachers,
education personnel, and school leaders play a vital role in shaping a conducive atmosphere. In this
context, education personnel hold a strategic position —not only in administrative management but
also in supporting the smoothness and orderliness of school operations.

According to the OECD (2023), education personnel function as crucial intermediaries
between teachers, students, and school management, ensuring educational activities run effectively.
Their responsibilities go beyond routine administration and include managing school facilities,
organizing schedules, and supporting extracurricular activities —all of which contribute to student
comfort and motivation to learn.

However, many educational institutions still face challenges in optimizing the roles of
education personnel. Problems such as weak coordination and communication with teaching staff,
limited professional development opportunities, and underutilization of their strategic functions
often hinder the creation of an effective learning environment. Without proper support and capacity
building, the potential of education personnel remains underdeveloped.

Recent studies emphasize these challenges. Santoso et al. (2022) found that imbalanced task

distribution and limited involvement of education personnel in school operations led to suboptimal
facility and classroom management. Similarly, Wijaya and Nurhasanah (2024) revealed that without
adequate training, education personnel struggle to adapt to technological changes and evolving
management needs —resulting in a less conducive learning atmosphere.
These issues become more pressing in today’s digital era, where schools must rapidly adapt to
technological advancements and implement innovative learning strategies. Traditional methods
alone are no longer sufficient; educational institutions are expected to utilize digital platforms and
interactive media to enhance teaching effectiveness and student engagement. In this evolving
landscape, educational personnel must adopt more dynamic roles to support digital learning
ecosystems.

In particular, they are expected to assist in the integration of digital tools such as Learning
Management Systems (LMS), online assessments, and interactive content. The Ministry of Education
and Culture (2023) highlights the importance of equipping education personnel with adequate
digital competencies so they can support both teachers and students in navigating technology-based
learning environments effectively.

Despite this, many education personnel are still unprepared to face these technological
demands. Limited training and resources, coupled with a lack of digital literacy, have led to
ineffective implementation of digital initiatives. Consequently, the learning process is often
disrupted by insufficient interaction and declining student motivation due to unengaging methods.

GURU Page 2


https://creativecommons.org/licenses/by/4.0/

This work is licensed under a Creative Commons Attribution 4.0 International license
Gateway for Understanding Research in Education (GURU), Vol. 01, No. 1, May 2025

This situation calls for serious institutional and policy-level efforts to enhance the digital readiness
of educational staff.

Another key barrier to a conducive environment is the lack of synergy among education
personnel, teachers, and school leaders. Hidayat and Ramdani (2023) stress that weak collaboration
hinders the development of inclusive learning strategies. When education personnel are excluded
from communication and decision-making processes, emerging issues are left unresolved,
ultimately diminishing the quality of education delivery.

Moreover, ineffective collaboration can result in misaligned school policies and inconsistent
implementation, which in turn confuses staff about their roles and responsibilities. This
mismanagement not only disrupts school routines but also weakens the support system necessary
for student growth.

These challenges highlight the need for a more holistic and inclusive approach to school
management where education personnel are recognized as strategic partners in the learning process,
not just administrative support. Their involvement in planning, execution, and evaluation phases
will strengthen stakeholder collaboration and improve school culture.

Given these issues, it is essential to conduct an in-depth analysis of the barriers hindering
educational institutions, particularly regarding the role of education personnel in fostering a
conducive learning environment. This study aims not only to identify the root causes of the problem
but also to explore the strategic potential of education personnel in enhancing education quality.

In conclusion, a comprehensive and systematic review of these challenges can offer valuable
insights and practical recommendations for policymakers and education practitioners. Through
appropriate policies and continuous training programs, education personnel can be empowered to
contribute more effectively. Ultimately, this will support the creation of a dynamic, inclusive, and
adaptive educational environment that aligns with the demands of the 21st century.

METHODS

This study uses a qualitative approach with a case study method to gain a deep
understanding of the problems faced by educational institutions and the role of educational
personnel in creating a conducive learning environment. The research was conducted in two public
junior high schools located in West Java, Indonesia, over a three-month period from March to May
2025. Data were collected using multiple techniques, including participatory observation in the
school environment, in-depth interviews, and document analysis. A total of 15 informants were
selected through purposive sampling, consisting of 6 educational personnel, 5 teachers, and 4 school
leaders, all of whom had strategic roles and relevant experience.

Thematic analysis was used to examine the data. The analysis process involved several
stages: (1) data reduction through organizing and summarizing transcripts, field notes, and
documents; (2) data display in the form of thematic matrices and coding charts; and (3) conclusion
drawing and verification. Open coding was initially applied to label meaningful segments of data,
followed by axial coding to identify relationships between categories, and then selective coding to
refine key themes that aligned with the research questions.

To ensure transparency and replicability, all coding was conducted manually with the aid of
a coding framework developed based on both theoretical constructs and emergent data. The coding
process was reviewed by two peer researchers to minimize subjectivity. Data validity was
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maintained through triangulation of sources (interviews, observations, and documents) and
methods, as well as member checking with key informants to confirm the accuracy of
interpretations.

The results of this analysis are expected to provide a comprehensive depiction of field
conditions and generate practical recommendations for optimizing the strategic role of educational
personnel in the learning environment.

RESULTS
The following is a table summarizing the findings related to the role of Education personnel,
the constraints faced, and the impact on the learning environment in schools:
Table 1. Summary of the Results of the Implementation Problems of Educational Institutions
and the Role of Education Personnel in Realizing A Conducive Learning Environment

Aspect Key Findings Impact on Learning Environment

Administrative tasks (e.g., S " th dav-to-d hool
upports smoo ay-to-day schoo
Administrative Role attendance, filing, technical support) bp . y y
operations

are handled well

Limited involvement of educational L .
. . ] o Weak coordination and limited
Strategic Engagement personnel in planning and decision-
synergy among school stakeholders

making
L Ineffective communication between Hinders inclusive policy
Communication and i : )

. educational personnel, teachers, and formulation and collaborative

Coordination ] . ]
leadership implementation
Technology Digital skills vary; some staff struggle Slows down digital learning
Competence to use learning platforms integration and student engagement
Regular training improves Contributes to more innovative,

Training and . . ] .
competence and responsiveness to  adaptive, and conducive learning

Development .
change environment

This study reveals that education personnel play a crucial role in supporting a conducive
learning environment. Administratively, they are generally able to carry out essential tasks such as
managing student attendance, maintaining document records, and assisting teachers with technical
needs. As one staff member noted, “We are used to handling student records and classroom equipment
smoothly, but when it comes to planning learning strategies, we are rarely involved.” This suggests that
while day-to-day support is strong, their involvement in higher-level strategic roles remains limited.

This limited engagement contributes to suboptimal coordination between school actors. The
study found that educational personnel are often not invited to key meetings or planning sessions.
One participant stated, “Sometimes we hear about new school policies after they re already implemented.
It's hard to adjust when we’re not part of the discussion from the beginning.” This sense of exclusion
undermines motivation and weakens alignment between educational support and instructional
goals.

Communication barriers further compound the problem. Without regular, structured
interaction among educational personnel, teachers, and school leaders, collaboration remains
fragmented. As one teacher expressed, “If we could meet more often with the support staff, I think we’d
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work more efficiently. Right now, we each do our part, but not always in sync.” This lack of synergy impacts
how effectively learning policies are put into practice.

Another major finding concerns technological competence. In the digital era, many schools
rely on online learning platforms, yet not all staff are equipped to assist in this domain. Several
education personnel admitted difficulty navigating these tools. One shared, “WWe want to help with the
LMS and digital assessments, but we need more training. Sometimes we just watch the teachers struggle
without being able to help.”

On the other hand, schools that regularly organize training programs show a marked
improvement in the competence and confidence of their educational personnel. In such
environments, staff can better support teachers in implementing digital tools and contribute to a
more engaging learning experience. “After attending three training sessions, I finally understood how to
set up online quizzes and help teachers troubleshoot tech issues,” said another staff member.

In summary, while educational personnel are fulfilling their administrative duties
effectively, they are not yet fully empowered in their strategic, communicative, and technological
roles. Addressing these gaps requires structured interventions regular training, participatory
planning mechanisms, and improved internal communication systems. These efforts will help
ensure that educational personnel become fully integrated contributors to a modern, adaptive, and
student-centered school environment.

DISCUSSION

The results of this study reaffirm that education personnel play a pivotal role in supporting
the creation of a conducive learning environment. Their administrative tasks such as managing
student attendance, filing documents, and coordinating school activities serve as the operational
backbone of the school. Although often perceived as routine, these functions are essential to
ensuring order, discipline, and readiness for effective teaching and learning to take place. As noted
by one school leader: "Without solid administrative support, classroom activities get disrupted. Even simple
delays in scheduling or facilities can derail the entire day."

However, while administrative performance is generally well executed, the study also
uncovers a recurring issue: education personnel are seldom engaged in strategic decision making.
Their role in planning, evaluating, or innovating learning strategies remains peripheral. This limited
engagement results in fragmented coordination between educational personnel, teachers, and
school leadership ultimately affecting the formulation of inclusive and responsive policies. Such
findings align with OECD (2023), which emphasizes the importance of involving all school actors in
strategic planning to improve school effectiveness.

Interestingly, the study reveals a contrast between schools that actively involve education
personnel and those that do not. In schools where personnel are invited to participate in regular
planning meetings, observed synergy and mutual understanding between departments are
significantly stronger. One participant from a high-performing school noted: "Since we started
involving our admin staff in weekly briefings, our logistics and class preparation have improved immensely."
In contrast, schools with rigid hierarchical structures tend to experience siloed workflows and lower
staff motivation.

In terms of communication, many respondents expressed concern over the lack of structured
dialogue between departments. The absence of regular forums or mechanisms for feedback has led
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to misaligned goals, inefficient task distribution, and policy gaps. These challenges reflect the
findings of Hidayat & Ramdani (2023), who stressed that weak communication leads to fragmented
implementation and poor responsiveness to student needs.

Nonetheless, there are exceptions that highlight successful practices. Schools that established
cross-functional teams and used digital communication platforms (e.g.,, WhatsApp groups or
internal LMS messaging) reported smoother coordination. These institutions were better able to
identify issues early, redistribute tasks flexibly, and maintain consistency in delivering learning
services. This comparative insight suggests that school culture and leadership commitment to
inclusivity play a key role in empowering educational personnel.

A major finding pertains to digital competence. Many education personnel still struggle with
the use of digital learning platforms, thus slowing the school’s ability to adapt to technological
change. This supports the concern raised by the Ministry of Education and Culture (2023), which
underscores that digital transformation in education depends heavily on the human resources'
readiness. Schools with limited digital training often rely solely on teachers for tech-related tasks,
overburdening them and causing bottlenecks in digital implementation.

However, comparative findings also show that structured and sustained training can
dramatically improve this situation. Schools that provide periodic workshops on basic IT skills, use
of LMS platforms, and digital tools for assessments reported increased competence and confidence
among education personnel. As one staff member shared: "I used to avoid anything digital, but after
three trainings, I now help teachers set up Google Classroom and troubleshoot during exams."

This divergence between schools that succeed and those that struggle reveals a critical factor:
institutional investment in human resource development. The presence of professional development
programs, combined with inclusive planning and effective communication channels, appears to
differentiate high-performing schools from those facing stagnation.

While this study consolidates much of the existing literature, it also raises important critical
questions. For instance, why do some school leaders still exclude educational personnel from
strategic roles despite evidence of their contributions? Are there institutional or cultural barriers
such as rigid bureaucracies or status hierarchies that prevent a more integrated model of
collaboration? Further research is needed to explore these organizational dynamics.

In summary, this study confirms that the effective functioning of educational personnel
extends beyond administrative duties. Their strategic empowerment, particularly in communication
and digital readiness, is vital for schools aiming to adapt and thrive in the digital era. The evidence
suggests that with the right support through training, inclusion, and open communication education
personnel can serve not just as facilitators, but as active partners in shaping a modern, responsive,
and inclusive learning environment.

To achieve this, education institutions must prioritize policies that (1) enhance collaboration
through participatory decision-making, (2) invest in continuous capacity building, and (3) develop
inclusive communication structures. These steps are essential not only to strengthen the professional
culture within schools, but also to realize the long-term goal of equitable and quality education in
the face of ongoing educational transformation.
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CONCLUSIONS

This study confirms that education personnel play a vital role in supporting a conducive
learning environment, especially through administrative functions that ensure smooth school
operations. However, their limited involvement in strategic decisions and collaboration with
teachers and leaders hinders optimal synergy. Strengthening communication, improving digital
competence, and involving them in school planning are crucial.

To address this, school leaders and policymakers should prioritize regular digital skills
training, facilitate inclusive decision-making forums, and establish clear communication
mechanisms. Empowering education personnel in these areas will enhance their contribution to
innovative, effective, and future-ready learning environments.
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