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 ABSTRACT 
 This study aims to describe and analyze the implementation of a 

democratic leadership style by a school principal in improving 

educational quality. A qualitative approach with a descriptive method 

was employed to explore leadership practices within the school 

context. Data were collected through in-depth interviews, observations, 

and documentation involving the principal, teachers, and educational 

staff. Data analysis was conducted through data reduction, data 

display, and conclusion drawing to ensure systematic interpretation. 

The findings reveal that the principal implemented democratic 

leadership by actively involving teachers in decision-making processes, 

fostering open communication, distributing responsibilities 

proportionally, and providing trust and recognition for teacher 

performance. These practices contributed to the improvement of 

educational quality, reflected in enhanced instructional processes, 

increased teacher motivation and professionalism, and the 

development of a collaborative and quality-oriented school culture. The 

study implies that democratic leadership serves as an effective strategic 

approach for strengthening educational quality, particularly in schools 

facing resource limitations. 
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INTRODUCTION 

Education constitutes a fundamental pillar of national development 

because it shapes the quality of human resources and determines a country’s 

long-term competitiveness. The point of this study lies in the strategic role of 

school leadership in ensuring educational quality for society at large. The reason 

is that quality education not only produces academically competent graduates 

but also individuals with strong character, social awareness, and adaptability to 

global change. Evidence from Indonesian educational discourse shows that 

educational quality remains uneven and requires systematic leadership 

intervention to be strengthened (Hefniy & Alwahedi, 2025; Holidi, 2025; Khofsah, 

2025; Manshur, 2026). In this context, the principal functions as a central driver 
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of institutional direction, policy implementation, and school culture formation 

(Hikmah & Mudarris, 2026; Kusumawati, 2025; Syafiih, 2025). Therefore, 

examining democratic leadership in schools is socially significant because it 

offers practical insight into how participatory leadership can enhance 

educational quality and contribute to broader community development. 

Despite continuous reform efforts, Indonesia still faces persistent 

challenges in improving educational quality, particularly disparities between 

urban and peripheral regions. The general problem underlying this research 

concerns the limited effectiveness of school management in addressing issues 

such as inadequate infrastructure, uneven teacher professionalism, and weak 

collaborative culture (Aini et al., 2025; Dewi et al., 2024; Zain & Mustofa, 2024). 

Although multiple factors influence school performance, leadership remains the 

most dominant determinant of institutional success (Priansa, 2020). However, 

many schools still operate under hierarchical or administrative-centered 

leadership models that reduce teacher participation and innovation. This 

condition weakens collective commitment to quality improvement and hinders 

sustainable reform. Consequently, there is a pressing need to explore leadership 

approaches capable of mobilizing all school stakeholders effectively and 

efficiently in achieving national education goals as mandated in Law No. 20 of 

2003 on the National Education System. 

At the empirical level, SMP Negeri 4 Krui, located in a coastal area, 

represents a school striving to improve its educational quality amid resource 

limitations. The school faces challenges such as limited learning facilities, 

insufficient teacher training, and fluctuating student motivation. Nevertheless, 

school reports indicate relatively stable progress in instructional processes, 

school climate, and management practices. This phenomenon suggests that 

leadership practices may play a crucial role in sustaining improvement despite 

contextual constraints. Preliminary observations reveal that the principal tends 

to involve teachers in decision-making forums and collaborative program 

evaluations. Such participatory practices resemble democratic leadership 

characteristics as described by Said Ashlan and Akmaluddin (2021). Therefore, 

SMP Negeri 4 Krui provides a relevant case to examine how democratic 

leadership operates in a coastal educational setting and how it influences 

educational quality outcomes. 

Previous studies have extensively examined the influence of school 

leadership on educational quality. Transformational leadership has been shown 

to positively affect teacher motivation and school culture, ultimately improving 

educational outcomes (Islamiah & Maulidiah, 2024; Saharani & Diana, 2024; 

Zaini, 2024). Similarly, democratic leadership enhances teacher participation in 

decision-making and strengthens teamwork within school. Research by Ayana 

and Jasiah (2025) further demonstrates that democratic leadership significantly 

influences teacher performance and job satisfaction. These findings collectively 
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affirm that participatory leadership contributes to improved instructional quality 

and organizational climate. However, most studies emphasize leadership style 

as a singular variable without deeply connecting it to measurable educational 

quality indicators, particularly in geographically marginalized contexts. As such, 

while prior research confirms the importance of leadership, it leaves room for 

contextual and integrative exploration. 

Other studies indicate that leadership effectiveness may decline when not 

supported by adequate infrastructure and community participation. Wulandari 

(2021) found that participatory leadership did not automatically improve 

educational quality due to limited resources and weak teacher commitment. 

Furthermore, Hidayat (2022) examined strategies for improving educational 

quality in coastal areas but did not analyze the specific impact of leadership style 

on measurable quality indicators (BR & Tarmidiyono, 2023; Holid, 2025; Munif 

et al., 2025; Yahya, 2023). This reveals two significant research gaps: first, limited 

studies focus on coastal schools with distinct socio-geographical challenges; 

second, few investigations comprehensively link democratic leadership practices 

with holistic quality indicators academic, non-academic, and character 

development. Addressing these gaps is crucial because leadership in resource-

constrained regions often requires adaptive and participatory approaches that 

differ from urban contexts. 

The novelty of this research lies in its comprehensive examination of 

democratic leadership within a coastal junior high school context, integrating 

leadership theory with practical quality assurance perspectives such as Total 

Quality Management. Unlike prior studies that focus on either leadership style 

or quality management independently, this research connects democratic 

leadership practices to concrete dimensions of educational quality, including 

instructional processes, teacher professionalism, and collaborative school 

culture. By situating the study in SMP Negeri 4 Krui, this research contributes 

contextual evidence from a geographically peripheral setting rarely highlighted 

in international discourse. Thus, it advances the state of the art by bridging 

leadership theory, quality management principles, and local educational 

realities. 

Based on the identified gaps and contextual challenges, the research 

problem centers on how democratic leadership is implemented by the principal 

of SMP Negeri 4 Krui and how it contributes to improving educational quality. 

The preliminary argument proposes that democratic leadership characterized by 

participation, openness, shared responsibility, and collaborative decision-

making positively influences instructional quality, teacher motivation, and 

sustainable school culture. This assumption aligns with participatory leadership 

theory and quality management principles emphasizing collective involvement. 

Therefore, this study seeks to analyze empirically the mechanisms and impacts 

of democratic leadership in a coastal school context. The expected contribution is 
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both theoretical by enriching leadership discourse in peripheral regions and 

practical by providing strategic insights for principals and policymakers aiming 

to strengthen educational quality through participatory leadership approaches.  

 

RESEARCH METHODS 

This study employed a qualitative case study design to obtain an in-depth 

understanding of the principal’s democratic leadership style in improving 

educational quality. A qualitative approach was chosen because the research 

does not aim to measure variables statistically but to explore meanings, 

strategies, and leadership practices based on the real experiences of research 

participants in their natural setting. The case study design enables intensive and 

holistic exploration of a specific phenomenon within a bounded system, allowing 

the researcher to capture contextual complexity and leadership dynamics 

comprehensively (Mulyana et al., 2024; Okoko et al., 2023; Takona, 2024). This 

design was considered appropriate because the study focuses on examining 

leadership practices within one particular school context. 

The research was conducted at SMP Negeri 4 Krui, Pesisir Barat. The 

location was selected purposively based on its relevance to the research focus, 

particularly its efforts to improve educational quality within a coastal area 

context that faces certain resource limitations. The subjects of the study included 

the principal as the key informant, as well as teachers, educational staff, and 

students as supporting informants. Informants were selected using purposive 

sampling, namely selecting participants intentionally based on specific criteria 

aligned with the research objectives. The number of informants was determined 

based on the principle of data saturation, meaning data collection was stopped 

when the information obtained became repetitive and no significant new data 

emerged. 

Data were collected through observation, semi-structured interviews, and 

documentation. Observation was conducted to directly examine the principal’s 

leadership practices and interactions within the school environment. Semi-

structured interviews were used to explore in-depth information regarding 

leadership strategies, challenges, and their impact on educational quality. 

Documentation techniques were applied to support and validate findings from 

observations and interviews through the analysis of official school documents, 

such as the school vision and mission, School Work Plan (RKS), quality 

evaluation reports, meeting minutes, and other relevant academic and non-

academic records (Fahmi, 2024) 

Data analysis was conducted inductively through four interconnected 

stages: data condensation (reduction), data display, and data verification. Data 

condensation involved selecting, focusing, simplifying, and transforming raw 
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data relevant to the research objectives. The reduced data were then organized 

and presented in descriptive narratives and simple tables to facilitate systematic 

interpretation. The final stage involved drawing and verifying conclusions 

continuously throughout the research process to ensure credibility and 

consistency of findings (Nurfajriani et al., 2024). The validity of the data was 

ensured through triangulation of sources, techniques, and time to strengthen the 

trustworthiness of the study.  

 

RESULTS AND DISCUSSION  

Results 

Based on in-depth interviews, field observations, and document analysis, 

the findings indicate that the principal consistently implemented a democratic 

leadership style in managing the school. Evidence from interviews shows that 

teachers felt actively involved in decision-making processes, particularly in 

planning academic programs and evaluating learning outcomes (Interview with 

Teacher A). Observations conducted during staff meetings further confirmed 

that the principal facilitated open discussions and encouraged teachers to express 

opinions before final decisions were made (Observation of School Meeting). 

Documentation such as meeting minutes also reflected participatory procedures 

in formulating school programs. 

The implementation of democratic leadership was clearly visible in the 

improvement of instructional processes. Teachers stated that they were given 

autonomy to design learning strategies adapted to students’ needs and 

contextual challenges (Interview with Teacher B). Classroom observations 

showed variations in teaching methods and interactive learning approaches, 

indicating increased pedagogical creativity (Classroom Observation). The 

principal’s supportive supervision practices, observed during routine 

monitoring activities, emphasized guidance and feedback rather than top-down 

control (Observation of Academic Supervision). These practices contributed to a 

more reflective and student-centered learning environment. 

In terms of teacher motivation and professionalism, interview data 

revealed that teachers felt valued as professional partners rather than merely 

policy implementers (Interview with Teacher C). They expressed greater 

enthusiasm in participating in training programs and collaborative forums. 

Observations of teacher working group meetings demonstrated active 

engagement and constructive exchanges among teachers (Observation of 

Teacher Discussion Forum). The overall school climate, as observed during daily 

activities, reflected mutual respect, openness, and psychological comfort in 

professional interactions. 



Journal of Educational Management Research Vol. 05 No. 02 (2026) : 1976–1986       2357 
Available online at  https://serambi.org/index.php/jemr 

Furthermore, the development of a collaborative school culture emerged 

as a significant outcome of democratic leadership. Interviews indicated that 

regular evaluation forums were conducted to discuss challenges and jointly 

determine solutions (Interview with Educational Staff). Observational data 

supported this finding, showing consistent coordination meetings and collective 

problem-solving practices (Observation of Program Evaluation Meeting). The 

combination of participatory leadership, shared responsibility, and structured 

collaboration enabled the school to optimize its available resources effectively. 

Overall, both interview and observational evidence demonstrate that democratic 

leadership played a central role in strengthening instructional quality, teacher 

professionalism, and a collaborative, quality-oriented school culture.  

 

Discussion 

This discussion focuses on an in-depth analysis of the research findings 

regarding the implementation of the principal’s democratic leadership style in 

improving educational quality at SMP Negeri 4 Krui. The analysis connects 

empirical findings with educational leadership theories and relevant previous 

studies. The findings demonstrate that the principal consistently involved 

teachers in planning, decision-making, and program evaluation processes. Such 

practices reflect the essence of democratic leadership, which positions teachers 

as strategic partners in achieving educational goals rather than merely policy 

implementers. This participatory approach strengthens collective responsibility 

and reinforces a shared commitment to school improvement. 

The findings align with the concept of democratic leadership proposed by 

Sanjani (2019), who emphasizes active participation, two-way communication, 

and respect for individual potential within an organization. A democratic leader 

functions as a facilitator who encourages collective responsibility and shared 

ownership. In this study, teachers’ involvement in school decision-making 

fostered a strong sense of ownership toward institutional programs. This 

condition supports the argument of Ayana and Jasiah (2025), who state that 

democratic leadership significantly influences teacher performance and job 

satisfaction. Teachers who are actively engaged in organizational processes tend 

to demonstrate stronger commitment and initiative in carrying out their 

professional duties. 

In terms of educational quality, the study confirms that democratic 

leadership contributes not only to administrative effectiveness but also to the 

improvement of instructional processes. Educational quality in this context is 

understood as the enhancement of learning processes rather than solely academic 
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outcomes. The creation of a conducive, collaborative, and innovative school 

climate enabled teachers to develop more effective teaching strategies. effective 

principals act as instructional leaders who create working environments that 

stimulate teacher creativity. The findings of this research support this 

perspective, as teachers felt psychologically secure to experiment with innovative 

teaching methods without fear of blame, thereby encouraging pedagogical 

development (Jasri, 2025; Rahmadan & Shudiq, 2024). 

Democratic leadership promotes reflective and collaborative teaching 

practices (Naningsih et al., 2024; Rohimah et al., 2024). At SMP Negeri 4 Krui, 

teachers actively engaged in internal discussion forums to evaluate learning 

processes and address students’ learning challenges collectively. This 

collaborative reflection strengthened instructional quality and reinforced 

professional growth. Thus, democratic leadership operates not only as a 

managerial framework but also as a pedagogical instrument that directly 

influences classroom practices and learning outcomes. 

The discussion also reveals that democratic leadership plays a crucial role 

in enhancing teacher motivation and professionalism. Teachers felt valued and 

trusted, which encouraged continuous self-improvement and professional 

engagement. According to Usman (2019), empowering human resources is a 

central element in effective educational management. Participatory leadership 

optimizes teachers’ potential by involving them actively in institutional 

development. Similarly, Minanda (2023) argues that democratic leadership 

contributes to professional growth through the establishment of a supportive and 

collaborative work culture. In this study, such a culture was evident in 

cooperative practices among teachers, mutual sharing of instructional strategies, 

and openness to constructive evaluation. 

From a broader quality management perspective, the implementation of 

democratic leadership aligns with the principles of Total Quality Management 

(TQM), which emphasize collective participation, continuous improvement, and 

shared commitment to quality enhancement (Adeoye et al., 2025; Islamiyah et al., 

2024; Nazilah et al., 2024; Zamroni & Maulida Thohir, 2025). The participatory 

practices observed at SMP Negeri 4 Krui reflect these principles, particularly in 

the formulation of vision, mission, and quality improvement programs. 

Consistent with previous studies (Bulqis & Fachri, 2025; Hasanah et al., 2025; 

Widat & Kholili, 2023), this research confirms the positive relationship between 

democratic leadership and educational quality. In the context of Indonesian 

education, particularly in coastal areas with limited resources, democratic 

leadership emerges as a relevant and adaptive approach. Therefore, the 
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principal’s democratic leadership can be viewed as an effective and sustainable 

strategy for improving educational quality holistically, encompassing 

instructional processes, teacher professionalism, and the development of a 

collaborative school culture.  

 

 

CONCLUSION  

This study concludes that the most significant finding lies in the 

transformative role of democratic leadership in strengthening educational 

quality holistically. The principal’s participatory approach—characterized by 

shared decision-making, open communication, and collaborative evaluation—

proved effective in fostering collective responsibility, teacher empowerment, and 

sustainable school improvement. The key lesson derived from this research is 

that educational quality is not merely the result of administrative control, but of 

inclusive leadership that builds trust, ownership, and professional commitment 

among school members. Democratic leadership functions not only as a 

managerial strategy but also as a pedagogical and cultural force that enhances 

instructional processes, teacher professionalism, and the development of a 

collaborative and quality-oriented school climate. 

In terms of scholarly contribution, this study enriches the discourse on 

educational leadership by providing contextual evidence of how democratic 

leadership operates effectively within a resource-limited school setting. It 

integrates leadership theory with educational quality management principles, 

thereby offering both theoretical reinforcement and practical insight for school 

leadership practices. However, this research is limited to a single school context 

and relies solely on a qualitative approach, which may restrict the 

generalizability of findings. Future research is recommended to employ mixed-

method designs or comparative studies across diverse school contexts to obtain 

broader and more comprehensive evidence regarding the effectiveness of 

democratic leadership in improving educational quality under varying 

educational conditions.  
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