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ABSTRACT: Pesantren as traditional Islamic educational institutions face
challenges in building an institutional identity in the era of globalisation,
especially for newer pesantren that lack social legitimacy, a track record, and
a strong organisational culture. This situation demands strategic and adaptive
leadership from principals in managing institutional transformation and
building public trust. This study aims to analyse the principal's strategies and
leadership styles in building the identity of the Muharrikun Najaah Islamic
Boarding School in Klaten Regency and identify the obstacles encountered. The
study used a qualitative approach with a case study design. The study draws
primary data from the principal and senior teachers and secondary data from
internal institutional documents. It collects data through semi-structured
interviews, document analysis, and non-participant observation. The
researchers conducted the data analysis using thematic and inductive
approaches and validated the findings through triangulation of sources and
methods. The results indicate that identity construction is carried out
multidimensionally through four main strategies: structural through the
integration of formal education (MTs and MA) for legitimacy, practice-based
through flagship programs such as PMPT (persiapan masuk perguruan tinggi)
and development of student talents (lingkaran sore); humanistic through
teacher empowerment within a distributed leadership framework; and cultural
through the internalisation of Islamic values, discipline, and character. The
leadership style applied is semi-authoritative, with a top-down approach that
maintains limited participation and emphasises role modelling. Barriers
include resistance to change, change fatigue, human resource dynamics, the
complexity of system integration, and external pressures. These findings have
implications for strengthening adaptive leadership in building a sustainable
Islamic boarding school identity.

Pesantren sebagai lembaga pendidikan Islam tradisional menghadapi tantangan
dalam membangun identitas institusional di era globalisasi, khususnya bagi
pesantren baru yang belum memiliki legitimasi sosial, rekam jejak, dan budaya
organisasi yang kuat. Kondisi ini menuntut kepemimpinan kepala sekolah yang
strategis dan adaptif dalam mengelola transformasi kelembagaan serta
membangun kepercayaan publik. Penelitian ini bertujuan menganalisis strategi
dan gaya kepemimpinan kepala sekolah dalam membangun identitas Pondok
Pesantren Muharrikun Najaah di Kabupaten Klaten serta mengidentifikasi
hambatan yang dihadapi. Penelitian menggunakan pendekatan kualitatif dengan
desain studi kasus. Sumber data primer menggunakan kepala sekolah dan guru
senior, sementara sumber data sekunder berasal dari dokumen internal
institusional. Data dikumpulkan melalui wawancara semi-terstruktur, analisis
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dokumen, dan observasi non-partisipan. Analisis data dilakukan secara tematik-
induktif dan divalidasi melalui triangulasi sumber dan metode. Hasil
menunjukkan bahwa konstruksi identitas dilakukan secara multidimensional
melalui empat strategi utama: struktural melalui integrasi pendidikan formal
(MTs dan MA) untuk legitimasi; pendekatan berbasis praktik melalui program
unggulan seperti PMPT dan pengembangan bakat minat siswa; humanistik
melalui pemberdayaan guru dalam kerangka distributed leadership; serta
kultural melalui internalisasi nilai Islam, disiplin, dan karakter. Gaya
kepemimpinan yang diterapkan bersifat semi-otoritatif dengan pendekatan fop-
down yang tetap membuka partisipasi terbatas dan menekankan keteladanan.
Hambatan meliputi resistensi perubahan, change fatigue, dinamika sumber daya
manusia, kompleksitas integrasi sistem, serta tekanan eksternal. Penelitian ini
terbatas pada satu kasus, sehingga generalisasi perlu dilakukan secara hati-hati.
Temuan ini memberikan implikasi bagi penguatan kepemimpinan adaptif dalam
membangun identitas pesantren yang berkelanjutan.
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INTRODUCTION

Islamic boarding schools (pesantren), as traditional Islamic educational institutions in
Indonesia, play a crucial role in shaping students' morals, religious knowledge, and social
skills (Triyuliasari & Mubarok, 2024). However, in the era of globalisation, pesantren face
challenges such as competition with the formal education system, limited resources, and
the need to build a strong institutional identity (Juliana et al., 2025). This identity
encompasses core values such as community solidarity, the integration of religious and
general knowledge, and a positive reputation within the community, which serve as a
means of attracting students and gaining public trust. In the context of newly established
pesantren, these challenges are more complex, as institutional development challenges
extend beyond operational aspects to fundamental issues related to establishing social
legitimacy and institutional identity (Jufaini, 2023). Unlike long-established pesantren
with a strong foundation of public trust, newer pesantren tend to face public doubts about
the quality of education, management systems, and the sustainability of the programs
offered (Azra, 2019). The institution's limited track record, limited experienced human
resources, and the lack of a well-established organisational culture exacerbate this
situation. As a result, new Islamic boarding schools often struggle to attract students, build
partnership networks, and gain support from various stakeholders (Latif et al., 2026).

Empirical findings in various Islamic boarding schools indicate a tendency for leadership
to be less than fully strategic in building institutional identity (Mukti et al., 2026; Sirojudin,
2022). Some principals remain trapped in administrative patterns and bureaucratic
routines, making them less able to articulate their Islamic vision into concrete school
cultural practices (Hadi & Susilo, 2025). Furthermore, there is a phenomenon of
dependence on certain figures without a strong institutional system, which leads to
unstable school identity when leadership changes occur. The diverse backgrounds of
students and educators exacerbate this situation, which demands more flexible and
contextual leadership adaptation (McCarron et al., 2023).
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These issues demonstrate that success in various schools, especially new Islamic boarding
schools, is highly dependent on management and leadership capabilities in formulating
adaptive strategies oriented toward building trust. Without a clear strategy, Islamic
boarding schools risk stagnation and even institutional failure due to low public legitimacy
and weak identity differentiation compared to other institutions (Latif et al., 2026).
Therefore, the importance of a managerial approach that focuses not only on administrative
aspects, but also includes strengthening institutional branding, internalising Islamic values,
and developing an authentic and consistent organisational culture (Kareem et al., 2025;
Wijayanti et al., 2024). The head of the Islamic boarding school, as the main leader, has a
central role in directing the vision, mission, and daily practices. The head of the Islamic
boarding school is not only an administrative manager but also a leader who determines
the direction of the Islamic boarding school's development (Dacholfany et al., 2024).
According to Iranzo-Garcia et al., (2020), effective leadership involves four main aspects:
evaluation and feedback to teachers, creating a conducive learning environment, creating
an active learning community, and wise resource management.

Based on theoretical perspective, educational leadership is understood not only as a
managerial process but also as the practice of power (authority) in directing organisational
behaviour and culture (Weber, 1978). Weber (1978) classifies authority into three main
types: traditional, charismatic, and rational-legal, each of which has different implications
for the management of educational organisations. In the context of Islamic boarding
schools, traditional authority is often reflected in the dominance of religious values and
central figures, while rational-legal authority emerges in modern administrative systems.
The tension between these two forms of authority is a source of problems in forming a
coherent school identity (Nisa et al., 2025).

Furthermore, in the development of contemporary leadership theory, a typology of
leadership styles has emerged, categorised into a spectrum of authoritative, semi-
authoritative, and democratic (Alshalan, 1991). Authoritative leadership refers to a
leadership style that emphasises strong control, centralisation of decisions, and adherence
to rules, which in some contexts is effective in maintaining organisational stability (Rezky
etal., 2024). However, this approach has the potential to inhibit participation and creativity
among school members if applied rigidly. In contrast, democratic leadership emphasises
collaboration, empowerment, and distributed leadership. This aligns with the concept of
distributed leadership, which emphasises that leadership is not centred on a single
individual (the principal) but is distributed or shared among various actors within the
organisation, such as teachers, staff, and even students, according to their capacities and
roles (Spillane, 2005). This approach is considered more adaptive to change, but can lead
to weaknesses in decision-making if not balanced with clear direction.

Meanwhile, semi-authoritative leadership emerges as a hybrid form of leadership that
combines structural control with participatory flexibility. This style aligns with the concept
of transformational leadership where leaders not only direct but also inspire and empower
organisational members (Bass & Avolio, 1990). In the context of Islamic boarding schools,
a semi-authoritative approach is relevant because it integrates the values of religious
discipline with the need for active participation of the school community in building the
institutional culture. In an effort to build the identity of the Islamic students, principals
need to integrate traditional values with modern demands, such as the use of technology
in learning. A transformational leadership style can encourage curriculum innovation that
combines religious knowledge with digitalisation, thereby strengthening the
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characteristics of the Islamic students while increasing their (Harsoyo, 2022). However,
the implementation of this leadership style in practice still faces various obstacles, such as
limited leadership capacity and resistance from organisational culture (Leithwood &
Jantzi, 2005). The right leadership style can create a positive culture, motivate the
institution, and influence the surrounding environment.

Previous research has confirmed that the role of the principal is a key factor in shaping the
culture and identity of an educational institution. Several previous studies in the context of
public schools have shown that transformational and instructional leadership significantly
contribute to strengthening organisational culture, improving teacher performance, and
shaping institutional character (Liljenberg & Wrethander, 2023). Previous research also
demonstrates that principals play a strategic role in internalising school cultural values,
particularly in building a religious and disciplinary culture (Rijal et al., 2023). However,
this research tends to be generalistic. It focuses on non-boarding schools, thus failing to
fully capture the complex dynamics of leadership within the boarding school system,
which features a 24-hour environment and more intense value integration.

On the other hand, studies of Islamic educational institutions have focused more on
traditional Islamic boarding schools (pesantren) with their charismatic leadership patterns
based on personal authority. These studies emphasise the strong influence of central
figures in shaping the culture and values of Islamic boarding schools, but pay less attention
to modern managerial aspects and the distribution of leadership within more complex
organisational structures (Azizah et al.,, 2025). Meanwhile, contemporary studies on
modern Islamic education are starting to move towards the integration of school and
Islamic boarding school systems, but are still limited to aspects of curriculum,
management, and educational output, without specifically examining the relationship
between leadership style and the construction of institutional identity in depth.

In leadership theory, various studies have developed the concepts of distributed leadership
(Spillane, 2005) and transformational leadership (Bass & Avolio, 1990) as relevant
approaches to improving the effectiveness of educational organisations. However, studies
linking these concepts to typologies of leadership authority—such as authoritative, semi-
authoritative, and non-authoritative—are still relatively limited, particularly in the context
of Islamic education. This typology plays a crucial role in understanding how school
organisations distribute power, control, and participation, and how these dynamics
influence the process of shaping institutional culture and identity. Therefore, the novelty
of this research lies in several key aspects. First, this research develops an analytical
approach based on the spectrum of leadership authority (authoritative, semi-authoritative,
and non-authoritative), a framework that scholars have not widely applied in studies of
Islamic educational leadership. Second, this research integrates Weber's classical theory
of authority with contemporary leadership theories such as transformational and
distributed leadership within a single, contextual conceptual framework. Third, this study
positions the construction of Islamic boarding school identity as a primary outcome of
leadership practices, thereby offering a new perspective on how strategy, leadership style,
and organisational culture interact to shape institutional identity.

This research focuses on the relatively newly established Muharrikun Najaah Islamic
boarding school in Klaten Regency, Central Java. The purpose of this study is to analyse
in-depth the principal's leadership strategies in building and strengthening the identity of
the Muharrikun Najaah Islamic boarding school. Furthermore, this study aims to identify
and examine the leadership styles applied in the context of managing a boarding school-
based educational institution. Furthermore, this study explores the obstacles faced in
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building the identity of the Muharrikun Najaah Islamic boarding school, thus providing
material for evaluation at similar educational institutions. This study seeks to make a
theoretical contribution to the development of Islamic educational leadership and provide
practical contributions to early Islamic boarding schools in implementing effective
leadership, thereby strengthening identity and community trust.

Il. METHOD

This study uses a qualitative case study design to explore leadership strategies in building
institutional identity within a faith-based educational institution. This approach allows
researchers to gain an in-depth understanding of complex social phenomena in real-life
contexts (Creswell & Poth, 2017). This design allows for exploration of leadership
practices, decision-making processes, and organisational culture within the institution. The
researchers collected data from multiple sources to ensure credibility. The principal and
senior teachers directly involved in institutional management and decision-making
processes served as the primary data sources, while internal institutional documents
provided the secondary data. For data collection, the researchers first conducted semi-
structured interviews with the principal and several senior teachers involved in institutional
management and decision-making. They then carried out document analysis on internal
materials, including strategic plans, institutional guidelines, program reports, and
organisational policies. Finally, they undertook non-participant observation to examine
daily institutional routines, leadership interactions, and strategic meetings that reflect
leadership practices within the organisation (Creswell & Creswell, 2023).

Data analysis followed an inductive thematic analysis procedure (Sugiyono, 2019). The
collected data were first transcribed and systematically organised before being coded to
identify recurring patterns and themes related to leadership strategies and institutional
identity. The analysis involved three main stages: open coding to identify key concepts,
thematic categorisation to group related patterns, and interpretive analysis to connect the
empirical findings to existing leadership theories. The researchers also used pattern-
matching techniques to compare the empirical findings with theoretical frameworks in the
educational leadership literature (Braun & Clarke, 2022). To enhance data validity, this
study applied triangulation of data sources and methods. The researchers cross-checked
interview data, observation notes, and institutional documents to ensure consistency and
reliability. This methodological approach strengthens the validity of the findings and
provides a comprehensive understanding of leadership practices and institutional identity
construction (Yin, 2009).

lll. RESULT AND DISCUSSION
The Principal’s Leadership Strategies in Building Islamic Boarding School Identity

Leadership is a complex process in which a leader influences those under him/her to
implement and achieve the organisation's vision, mission, and goals, thereby enabling the
organisation to grow and unite (Aisyah et al., 2022). In this process, leaders utilise their
leadership traits, such as beliefs, values, ethics, personality, knowledge, and abilities.
Principal leadership plays a strategic role in determining the direction and success of
educational institutions, including in building the identity of the Muharrikun Najaah
Islamic Boarding School. Principal leadership is not only defined as administrative
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leadership skills but also as the skills and knowledge required to plan, implement, and
evaluate various policies and strategic decisions involving all elements of the institution
(Nguyen et al., 2022). Through the application of appropriate leadership strategies, the
principal can direct all components of the Islamic boarding school to operate in a planned,
effective manner, and consistent with the institution's vision and goals. This strategy is
tailored to the capabilities of existing human resources and balances task achievement with
the development of harmonious working relationships.

Research findings indicate that the principal of the Muharrikun Najaah Islamic Boarding
School plays a central role as an agent of change, not only managing the system but also
constructing the meaning and identity of the institution. This reinforces the view Bass &
Avolio (1990) that transformational leadership functions to transform organisational
values and beliefs, and aligns with the theory (Bush, 2003) that emphasises the importance
of leadership as a driver of integration between the organisation's structure, culture, and
vision. In this context, the Islamic boarding school's identity does not emerge naturally but
rather is the result of a strategic process consciously designed and implemented by the
leader.

The principal builds the identity of the Muharrikun Najaah Islamic Boarding School by
systematically strengthening and restructuring the institution. The principal recognises that
the Islamic boarding school cannot establish a strong identity without a clear and well-
directed institutional foundation. Therefore, the strategic step taken is to undertake
institutional transformation by integrating the formal education system into the Islamic
boarding school environment. Institutional strengthening through the integration of formal
education systems (MTs and MA) demonstrates an effort to reconstruct the identity of
Islamic boarding schools (pesantren) from a traditional model to a hybrid model that
combines Salafi values and modern systems. Conceptually, this strategy can be analysed
using an institutional theory perspective, which states that organisations will adapt to
external pressures to gain legitimacy (Sarta et al., 2021). In this case, the existence of
formal institutions is not merely an administrative necessity, but a symbolic strategy to
increase public trust and the institution's competitive position.

Through this institutional strategy, the principal ensures that all educational activities, both
formal and informal, move in a unified direction and support the development of the
pesantren's identity. Institutional integration enables Islamic boarding schools to gain a
stronger position in society as Islamic educational institutions with clear systems, a
focused vision, and long-term goals (Syafruddin et al., 2022). Thus, the identity of the
Muharrikun Najaah Islamic Boarding School is understood not only as a religious
institution but also as an educational institution with legitimacy, consistency, and
competitiveness. This is reinforced by an interview with the school principal (B), who
revealed:

"We want this Islamic boarding school to be known not only as a place for studying the
Koran, but also as a structured educational institution with a clear future for its
students."

However, this integration also has the potential to create identity tension between
traditional Islamic boarding school values and the demands of modernity. If not managed
properly, this dual system can lead to identity fragmentation (Smetana & Kushki, 2025).
Research findings indicate that principals are able to minimise this potential conflict by
ensuring alignment between the formal curriculum and Islamic boarding school values.
This aligns with previous research that suggests the success of Islamic boarding school
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modernisation lies in their ability to maintain core values while adapting to the modern
education system (Azra, 2019).

In addition to institutional strengthening, the principal's leadership strategy is also
manifested through the design and implementation of strategic programs oriented towards
establishing an institutional identity (Safrida et al., 2023). These programs are not merely
positioned as supplementary activities but are designed as primary instruments to represent
the values, direction, and orientation of Islamic boarding schools. The principal establishes
flagship programs as markers of the identity (distinctive identity) of the Muharrikun
Najaah Islamic Boarding School, particularly in academic strengthening and student
competency development.

Observations and interviews revealed several flagship programs, such as the PMPT and
the development of student talents (lingkaran sore), where students participate in activities
every afternoon to develop their Arabic and English language skills. These programs serve
not only as academic activities but also as identity production mechanisms. From the
perspective of organisational identity theory, identity is constructed not only through
symbols or narratives, but through concrete practices that generate collective experiences
(Torres, 2022). Thus, these programs serve as "practical spaces" where Islamic boarding
school values are translated into concrete competencies. A literature review suggests that
educational institutions need to build a competitive identity through flagship programs
relevant to market needs (Rozi & Arifin, 2020). This is reinforced by previous research
showing that an institution's success in building identity is strongly influenced by program
consistency and future orientation (Hermawan & Carnawi, 2024).

Flagship programs serve not only as supplementary activities but also as a representation
of the institution's values and vision (Qomarudin, 2020). The findings of this study confirm
this, as the PMPT program and language strengthening programs not only improve student
competency but also shape the image of Islamic boarding schools as progressive and
adaptive institutions facing global challenges. The principal builds an Islamic identity that
emphasises not only religious aspects but also students' readiness to face the future. This
strategy demonstrates that the Islamic boarding school builds its identity through tangible
results that students, guardians, and the community can directly experience. This finding
aligns with research showing that program consistency and future orientation strongly
influence identity formation, which reveals that the identity of an educational institution
will be strongly formed if supported by consistent, relevant programs that are oriented
towards community needs (Hermawan & Carnawi, 2024). Thus, flagship programs
become a strategic means to strengthen the image of Islamic boarding schools as adaptive
and progressive Islamic educational institutions.

The principal's leadership strategy in building the identity of the Muharrikun Najaah
Islamic Boarding School is also reflected in human resource management. Human
resource management is a crucial strategy in ensuring the consistency of the institution's
identity. The findings indicate that the principal positions teachers as the primary actors in
transforming the Islamic boarding school's values. From a theoretical perspective, this
aligns with the concept of distributed leadership, which emphasises that leadership is a
collective practice involving various actors within the organisation (Spillane, 2005).
Previous research also shows that teacher involvement in leadership increases
organisational effectiveness and strengthens school culture (Effendi, 2021). From this
perspective, the institution's identity is determined not only by its formal vision but also
by the daily practices of its actors. Teachers serve as "living representations" of the Islamic
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boarding school's identity, making the consistency of their behaviour a key factor in
maintaining the institution's credibility. These findings support research (Zulkarnain,
2023), which states that the quality of human resources is directly correlated with the
strength of an Islamic educational institution's identity. However, distributed leadership
also requires strong value control to prevent disorientation. Therefore, the principal's role
as a value guardian is crucial to ensure that all leadership practices remain within the same
value framework.

Cultural strategy is the most fundamental dimension in building the identity of Islamic
boarding schools. The principal emphasises the internalisation of Islamic values,
discipline, and character building through daily practices. According to Xenikou &
Furnham (2022), organisational culture is a value system that indirectly shapes the
behaviour of organisational members. In the context of Islamic education, religious culture
is the primary foundation for building institutional identity. Previous research also shows
that a strong school culture will produce a consistent and sustainable institutional identity
(Lestari et al., 2021). The findings of this study indicate that Islamic boarding school
values are not only taught but also lived out in the daily lives of students. This strengthens
the argument that institutional identity is not simply built through symbols or policies but
must be built through repeated and consistent practice. Furthermore, previous research
emphasises that the main challenge in this strategy is maintaining cultural consistency
amidst generational changes and social dynamics. Therefore, a sustainable value
regeneration mechanism is necessary to maintain identity (Dacholfany et al., 2024).

Overall, the findings of this study indicate that the principal's leadership strategy in
building the identity of the Muharrikun Najaah Islamic Boarding School is
multidimensional and holistically integrated, encompassing structural, programmatic,
cultural, and humanistic aspects. These four dimensions do not exist in isolation but
interact to form a complete and sustainable institutional identity system. These findings
confirm that educational institutions cannot build their identity through a single approach
but must integrate various complementary strategies in leadership practices. This
conclusion aligns with recent research showing that school leadership closely relates to
organisational culture and institutional effectiveness, with the interaction among multiple
leadership dimensions serving as a key factor in shaping an institution's character
(Praditya, 2022).

In the context of the Muharrikun Najaah Islamic Boarding School, the principal not only
provides structural guidance but also builds collective awareness through programs,
human resource management, and the internalisation of values. This demonstrates that
effective leadership strategies are not merely technical but also cultural and symbolic.
Furthermore, from the perspective of organisational culture theory, the integration of
structural and cultural dimensions in leadership strategies is a crucial factor in shaping
institutional identity (Sarta et al., 2021). School culture is understood as a system of values,
norms, and practices formed through interactions between leadership, teachers, and the
school environment. Previous research confirms that leaders play a crucial role in shaping
a positive school culture through the creation of a shared vision, collaboration, and a
conducive environment (Torres, 2022). Therefore, the cultural strengthening strategies
implemented by the principals in this study align with the theory that organisational
identity is a reflection of collectively internalised culture.

Furthermore, these findings can also be analysed through contemporary leadership
approaches such as visionary leadership and culturally responsive leadership. Studies
show that visionary leadership can strengthen collaboration, innovation, and an adaptive
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organisational culture, ultimately contributing to the formation of a strong institutional
identity (Karwan et al., 2021). Furthermore, in an increasingly complex educational
context, leadership responsive to the social and cultural context is crucial in creating an
inclusive and meaningful educational environment (Wang et al., 2022). This is relevant to
the findings of this study, where leadership strategies are not only oriented towards internal
systems but also consider the needs of society and the future of students (Sugiarto &
Rachmadhani, 2022). Thus, a multidimensional and holistically integrated leadership
strategy is the most relevant approach in building the identity of Islamic educational
institutions, particularly modern Islamic boarding schools. All of these strategies form a
framework for developing a strong, targeted, and sustainable Islamic boarding school
identity, so that the Muharrikun Najaah Islamic Boarding School is able to maintain its
existence as an Islamic educational institution that has unique characteristics and public
trust amidst the dynamics of modern education.

Program
Strategy: Identity
Production
through Real
Practices and
Outputs

Institutional
Strategy:
Legitimation and
Reconstruction of
Formal Identity

Human Resource
Management Cultural Strategy:
Strategy: Internalizing
Leadership Values as
Distribution and Collective
Value Identity
Consistency

Figure 1. The Principal's Leadership Strategy in Building the Identity of the Muharrikun Najaah
Islamic Boarding School

The Principal’s Leadership Styles in Building Islamic Boarding School Identity

Leadership style is the way a leader leads and influences those who work with him or her
so that organisational goals can be achieved. Leadership style also reflects the leader's
attitude and perspective on the abilities of his or her subordinates and demonstrates the
interaction patterns established in the decision-making process (Hoque & Raya, 2023).
Thus, leadership style can be understood as a habit or pattern consistently used by a leader,
formed from a combination of skills, attitudes, and personal characteristics in guiding and
directing organisational members. Research findings indicate that the principal of the
Muharrikun Najaah Islamic Boarding School applies a semi-authoritative leadership style
with a top-down approach. Authority theory explains this pattern by positing that authority
is not always absolute but can transform into a rational-legal form that enables procedures,
structure, and consultation in decision-making (Weber, 1978). In this context, the principal
does not act as a fully authoritarian leader, but rather as the primary decision-maker who
still considers input from organisational members. This semi-authoritative approach also

DOI: https://doi.org/10.35723/jie.v11il.712


https://doi.org/10.35723/jie.v11i1.712

Construction of Islamic Boarding School Identity: Principal’s Strategy... — Fatimah Khoirunnisa, et al. 130

relates to the concepts of instructional leadership and managerial leadership, where the
leader maintains strategic control to ensure the organisation's direction remains consistent
with the established vision (Shaked, 2023). In the developing Islamic boarding school
environment, this leadership model is relevant because it maintains institutional stability
while preventing policy disorientation. Previous research confirms that structured and
directed leadership has a significant impact on school effectiveness, particularly in
maintaining program consistency and organisational culture (Yusuf, 2024).

Furthermore, these findings also indicate the presence of participatory elements in
leadership, albeit within a limited scope. This aligns with the concept of participatory
leadership, which emphasises the importance of involving organisational members in the
decision-making process, although not entirely decentralised (Saputra et al., 2025). In
practice, the principal opens up space for discussion with teachers and other educational
staff, but retains authority over final decisions. This model demonstrates a balance between
efficient decision-making and the need for internal legitimacy. Previous research found
that a combination of top-down and participatory approaches resulted in more stable
organisational performance compared to a fully democratic leadership model. This
research also emphasised that in the context of modern Islamic boarding schools,
controlled yet adaptive leadership is key to maintaining a balance between tradition and
innovation (Ahn & Bessiere, 2022).

In the context of building the pesantren's identity, this semi-authoritative leadership style
serves as a mechanism for controlling the direction of the institution. The principal firmly
establishes the pesantren's vision, mission, and quality standards, then ensures that all
policies and programs align with these directions. This assertiveness plays a crucial role,
as a pesantren cannot build its identity through arbitrary policies or excessive compromise.
By adopting a top-down approach, the principal maintains a consistent institutional
orientation, particularly in strengthening Islamic values, discipline, and student
character—the hallmarks of Pesantren Muharrikun Najaah. Research findings indicate that
although the principal employs a top-down approach, his leadership practices still allow
for participation by teachers and other educational staff. This pattern reflects adaptive
semi-authoritative leadership, where authority remains centralised but is supported by two-
way communication. This aligns with the results of interviews with senior teachers (V),
who revealed:

"The principal is firm, wise, and willing to listen. We are often invited to discussions,
although the final decision still rests with the pesantren leadership. This helps us better
understand the pesantren's direction and maintain unity in implementing programs."

Theoretically, this aligns with the concept of participative leadership, which emphasises
the importance of organisational member involvement to improve decision-making quality
and collective commitment (Ahn & Bessiere, 2022). Furthermore, this approach aligns
with contingency theory, which holds that the fit between leadership style and
organisational context determines leadership effectiveness (Fiedler, 1967). In the context
of Islamic boarding schools, the combination of control and limited participation is a
functional strategy for maintaining stability while remaining responsive to field dynamics.
Furthermore, the exemplary role model demonstrated by the principal reinforces the
practice of values-based leadership (moral leadership). Consistency in enforcing rules,
discipline, and Islamic values reflects the principles of transformational leadership,
particularly in the aspect of idealised influence, where leaders serve as role models for
organisational members (Bass & Avolio, 1990). Previous research has shown that
exemplary leadership plays a significant role in strengthening organisational culture and
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internalising values in students (Santos, 2021). This is also supported by Dacholfany et al.,
(2024), who assert that role modelling in leadership can accelerate the formation of a
consistent and character-based school culture.

From an organisational culture perspective, this leadership practice demonstrates that
institutional values are not only conveyed normatively but also internalised through
repeated, concrete actions. This aligns with the theory Sarta et al., (2021), organisational
culture theory explains that leaders form organisational culture through consistent
practices and pass it down as cultural carriers. Therefore, the semi-authoritative leadership
style implemented is not only structurally effective but also culturally strong, as it
integrates control, participation, and role modelling in sustainably building the identity of
the Muharrikun Najaah Islamic Boarding School. This semi-authoritative leadership style,
with its top-down approach, also contributes to the management of conflict and internal
dynamics within the Islamic boarding school. The analysis in this study shows that
differences of opinion that arise between teachers and educational staff are not allowed to
develop without direction, but are instead managed through limited discussion
mechanisms and leadership decisions. This approach allows conflict to become a means
of policy evaluation without disrupting the stability of the institution. In this way, the
identity of Islamic development remains maintained even though Islamic development is
in a dynamic process of development and change.

However, this semi-authoritative, top-down leadership style offers both advantages and
disadvantages that stakeholders must consider. Findings indicate that the advantages
include efficient decision-making, where the principal can quickly establish a strategic
direction without much debate, allowing programs such as strengthening Islamic values or
flagship programs to run smoothly and consistently. Furthermore, this style helps maintain
institutional stability by preventing policy changes and strengthening the Islamic boarding
school's image as a solid and trustworthy institution in the eyes of the community.
Theoretically, this aligns with the concept of managerial leadership, which emphasises the
importance of control and clarity of direction in effectively achieving organisational goals
(Xenikou & Furnham, 2022). This approach enables leaders to make decisions quickly and
effectively, allowing strategic programs to run consistently without coordination barriers.
However, disadvantages can arise if teachers and other educational staff feel limited
participation. This can lead to them feeling unheard or uninvolved in decision-making,
potentially leading to a lack of ownership in established policies, which can ultimately lead
to frustration or resistance.

Based on the above description, the leadership style of the head of the Muharrikun Najaah
Islamic boarding school uses a semi-authoritative top-down approach because it is an
effective strategy in building the identity of the Islamic boarding school. This leadership
style allows the headmaster to maintain the consistency of the values, quality, and direction
of the institution, while still providing a controlled space for participation for all elements
of the Islamic boarding school. The identity of the Islamic boarding school is not built
symbolically, but through firm policies, consistent leadership practices, and strategically
managed internal and external relationships.
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Implementation of Leadership Style in
Building Institutional Identity
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Figure 2. Implementation of Leadership Style in Building Institutional Identity

Barriers to Implementing Leadership Strategies and Styles in Islamic Boarding
Schools

Barriers to implementing leadership strategies in Islamic boarding schools are often related
to institutional transformation and human resource dynamics. Furthermore, resistance to
change and the demands of existence are also key factors influencing the effectiveness of
a semi-authoritative leadership style (Mala et al., 2024). These findings indicate that the
Mubharrikun Najaah Islamic Boarding School faced various challenges when the principal
began implementing strategies and leadership styles to strengthen the institution's identity.
These obstacles often arise from various perspectives, both internal and external, including
structural, cultural, and managerial barriers. This requires a thoughtful approach to ensure
the identity reform process continues smoothly without sacrificing the Islamic boarding
school's core values.

Observations indicate that these obstacles emerged alongside the institutional
transformation process from an informal system to an integrated formal educational
institution, as well as the Islamic boarding school's internal dynamics, which have
continued to evolve over time. This transformation process does not occur instantly but
rather involves a long process that requires adaptive and consistent leadership. Adaptive
leadership is needed to overcome cultural resistance in the transformation of Islamic
boarding schools. The integration of traditional values with formal systems can be
strengthened through a collaborative approach between leaders and educational personnel
(Forbes, 2023). Research findings indicate that these obstacles are inextricably linked to
the ongoing institutional transformation process. The shift from an informal system to a
formal educational institution requires complex structural, administrative, and cultural
adjustments. This is consistent with interviews with school principals (B), which revealed:

"At the beginning, there were many obstacles, especially regarding permits and system
adjustments. We had to meet many standards, while the Islamic boarding school was
still in a transformation phase."

Theoretically, this situation aligns with organisational change theory, which states that
every process of change will generate resistance, especially when it touches on long-
standing values and customs (Kotter, 2012). In the context of Islamic boarding schools,
this transformation is not only about systems but also about institutional identity, thus
requiring leadership capable of maintaining a balance between the continuity of traditional
values and the demands of modernity (Putra et al., 2024).

In addition to institutional constraints, obstacles stemming from human resource dynamics
highlight the complexity of managing and developing educational organisations. High
recruitment standards, while ensuring the quality of teaching staff, also hinder the
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fulfilment of human resource needs. This situation increases teachers' workloads and
creates internal dynamics due to differences in academic background and experience.
Theoretically, this can be explained through the concept of human resource management
in education, which emphasises the importance of balancing the quality and availability of
teaching staff (Mathis & Jackson, 2011). Previous studies also indicate that the complexity
of human resource management in Islamic educational institutions requires leadership
capable of managing differences constructively (Darmawati, 2022).

Another obstacle encountered in practice is resistance to change resulting from dynamic
and innovative policies. High frequency of change, even aimed at finding best practices,
can lead to psychological exhaustion for teachers and students. Within the framework of
change management, this condition is known as change fatigue, a situation in which
individuals experience saturation due to continuous change (Fullan, 2016). In the context
of Islamic education, rapid change without effective communication can trigger resistance
and initial rejection from organisational members. Interviews with senior teachers (N)
revealed the same thing:

"Frequent changes sometimes require us to constantly adapt. Not everyone accepts it
immediately, but over time, we get used to it because the goal is clear."

Furthermore, in terms of leadership style, implementing a semi-authoritative model with a
top-down approach also faces its own challenges. Although this style is effective in
maintaining consistent direction and institutional stability, it has the potential to create a
perception of a lack of participation from teachers and education staff. This aligns with
participatory leadership theory, which emphasises that the involvement of organisational
members in decision-making can increase a sense of ownership and commitment (Ahn &
Bessiere, 2022). Therefore, principals need to balance decisiveness in decision-making
and openness to input to ensure policy legitimacy.

Another obstacle arises from the integration process between formal education and Islamic
boarding schools. Based on observations and interviews, initially, these two sectors
operated with different orientations and work rhythms, potentially leading to a lack of
synchronisation in program implementation. Integrating the formal education system and
Islamic boarding school culture requires intensive cross-sectoral coordination and an
understanding of shared values. This process does not always run smoothly, as each sector
has its own characteristics, interests, and challenges. However, principals have established
sustainable coordination mechanisms so that the Islamic boarding school's identity can be
realised as a unified system. This is in line with previous research, which confirms that the
success of Islamic boarding school modernisation lies in their ability to harmoniously
integrate traditional values with modern education systems (Azra, 2019).

Furthermore, in addition to internal factors, obstacles also arise from external demands,
particularly changes in education policy and community expectations (Enhas et al., 2023).
As formal institutions, Islamic boarding schools are required to comply with government
policies while maintaining their characteristic values. Adapting to government policies
often requires changes in work systems, administration, and programs, which directly
impact the workload of teachers and administrators. Furthermore, increasing public
interest, particularly from the middle to upper classes, also demands that Islamic boarding
schools continuously improve the quality of educational services to maintain their relevant
and credible identity. Previous research shows that these external demands often increase
the complexity of managing Islamic educational institutions (Enhas et al., 2023). Thus,
these obstacles demonstrate that the process of developing an institutional identity is a
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multidimensional process that requires adaptive, communicative, and long-term-oriented
leadership.

Institutional
Transformation

External Human Resource
Demands Dynamics

Formal Integration-
Islamic Boarding Resistance to Change

Schools

Semi-Authoritative
Style (Top-Down
Approach)

Figure 3. Barriers to Implementing Strategies and Leadership Styles in Building the Identity of
Islamic Boarding Schools.

IV. CONCLUSION

This study concludes that the success of the Muharrikun Najaah Islamic Boarding School
in building its institutional identity is determined by the leadership of the principal, who is
able to integrate strategies holistically and contextually. The identity of the Islamic
boarding school is not formed naturally, but rather through a strategic process that includes
institutional strengthening through integration with the formal education system, the
development of flagship programs as institutional differentiators, optimising the role of
teachers as key actors in transforming values, and internalising religious culture in daily
practice. A semi-authoritative leadership style with a top-down approach has proven
effective in maintaining a consistent vision, organisational stability, and the direction of
the institution's development. However, it still requires a balance with limited participation
to maintain internal commitment. On the other hand, this process is not free from various
obstacles, such as resistance to change, fatigue due to the dynamics of innovation, limited
and complex human resources, and the challenges of integrating formal and Islamic
boarding school systems amidst external policy demands. However, this study has
limitations because it focuses on a single Islamic boarding school case with limited data
sources on the principal and teachers. Therefore, the generalizability of the findings is still
limited and does not fully capture the perspectives of students, guardians, or the long-term
impact on the institution's development. Therefore, further research is recommended to
expand the scope of comparative studies on various Islamic boarding schools with
different characteristics, involve more stakeholders, and use a mixed methods or
longitudinal approach to obtain a more comprehensive understanding of the sustainability
of identity and leadership effectiveness in facing the dynamics of modern education.
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