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I[slamic Boarding
School challenges, as well as design innovative solutions to deal with social

Islamic Boarding Schools in increasing operational effectiveness and
adaptation to changing times. The main focus of this research is to
understand how pesantren leaders identify opportunities and

dynamics and educational needs. The research method used is a
qualitative approach with a case study design, which involves in-
depth interviews, observations, and documentation analysis.

* Hikmatul Hidayah . ]
Information sources were obtained from the head of the pesantren,

management staff, and several members of the managerial team who
were directly involved in the implementation of programs and
policies. Data analysis techniques are carried out through data
reduction, data display, and verification to obtain valid and relevant
findings. The results of the study show that leadership initiatives,
such as the application of technology in administration and
inclusive-based education programs, contribute significantly to
improving operational efficiency and collaboration between units in
both Islamic boarding schools. Strengthening the organization
through restructuring and regular training has also proven effective
in increasing transparency and accountability. The implications of
this study are the importance of proactive and collaborative
leadership in creating organizations that are adaptive to change, as
well as how pesantren can utilize technological innovations to
improve operational performance without neglecting traditional
values.
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INTRODUCTION

In the midst of increasingly complex social dynamics, educational
institutions in Indonesia, including Islamic boarding schools, face great
challenges to adapt to the times (Hanafi et al., 2021; Islamic et al., 2024; Muhajir,
2022). Islamic boarding schools as Islamic educational institutions have an
important role in shaping the character and expertise of students (Jubba et al.,
2021; Mujahid, 2021; Roqib, 2021). However, in an effort to remain relevant, many
Islamic boarding schools have to overcome various problems, such as limited
resources, changing educational needs, and competition with other educational
institutions (Alenezi, 2021; Indrawati & Kuncoro, 2021; Mohamed Hashim et al.,
2022). The success of pesantren in facing these challenges is highly dependent on
the quality of leadership that is able to design and implement innovative
solutions to advance the organization (Ilma & Susilawati, 2024; Safi’i & Mardiana,
2024; Zahraini et al., 2022). This phenomenon reflects how important the role of
decision-makers is in maintaining the continuity and progress of Islamic
boarding schools in the modern era.

Based on literature reviews, many studies highlight the importance of
leadership in educational organizations, including Islamic boarding schools.
Previous studies, such as those conducted by El Ashfahany et al., (2024), show
that proactive leadership initiatives can improve the efficiency and effectiveness
of pesantren operations, as well as create a collaborative and adaptive
environment. Several other studies, such as those revealed by Shaikh & Alam
Kazmi (2022), emphasized that Islamic boarding schools that successfully
integrate technology in management and learning can bring significant changes
in the way Islamic boarding schools are operated. Although there is a lot of
literature that examines the role of leadership in education, there is still limited
research that links pesantren leadership to taking initiative and strengthening
organizations in pesantren specifically, especially in the context of adaptation to
social and technological changes (Hermawan, 2023; Rahma et al., 2024; Wahab et
al., 2024).

The purpose of this study is to explore how leadership initiatives and
organizational strengthening in Nurul Jadid and Zainul Hasan Islamic Boarding
Schools affect the operational effectiveness and sustainability of Islamic boarding
schools. The formulation of this research problem includes: (1) How do pesantren
leaders identify and implement initiatives for organizational development? (2)
What are the organizational strengthening strategies implemented to increase
efficiency and collaboration between units? (3) What is the impact of initiatives
and organizational strengthening on the sustainability of pesantren in the face of
social changes and educational needs?.
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The assumption underlying this study is that proactive leadership and
solution-oriented initiative taking will increase organizational effectiveness in
pesantren. The author argues that pesantren leaders who are able to identify
opportunities and challenges, as well as take appropriate strategic steps, will
create a more productive and adaptive environment. The provisional answer
posed is that the two pesantren, with their innovative approaches, have
succeeded in creating an organizational structure that is more efficient and
responsive to change, both in terms of administrative management and
educational programs.

METHOD

This study uses a qualitative approach with a case study design to dig
deeper into the initiative and organizational strengthening in two Islamic
boarding schools, namely the Nurul Jadid Islamic Boarding School in Paiton and
the Zainul Hasan Islamic Boarding School in Genggong. The units of analysis in
this study are two pesantren that have unique characteristics in the
implementation of leadership initiatives and organizational strengthening. This
study aims to understand how leadership in both Islamic boarding schools
affects organizational development and effectiveness through innovation and
collaboration between units. The case study design was chosen because it
provides an opportunity to analyze the organizational dynamics in each
pesantren in depth in a specific local context, which allows the researcher to gain
a more comprehensive insight into the role of leadership in the management of
the pesantren (Campbell et al., 2021; Farquhar et al., 2020; Riazi et al., 2023).

The sources of information in this study consist of leaders and staff who
are directly involved in decision-making and program implementation in both
Islamic boarding schools. The study respondents were selected based on their
significant roles in the operation of the pesantren, including the head of the
pesantren, caregivers, and several members of the managerial team. Interviews
are conducted by purposive sampling, where the selection of informants is based
on their in-depth knowledge of leadership initiatives and organizational
strengthening. In addition, teaching staff and students involved in the programs
implemented are also part of the source of information to get a more holistic
perspective on the impact of policies taken by pesantren leaders on daily
activities in pesantren.

Data collection was carried out using interview, observation, and
documentation techniques. Semi-structured interviews were conducted with
pesantren leaders and staff to explore their understanding of taking initiatives
and strengthening the organization. In addition, observations were made to
observe the dynamics of leadership and interaction between organizational
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members in the implementation of the program. Documentation in the form of
activity and policy reports taken by pesantren is also analyzed to understand
how initiatives and organizational strengthening are structured in written
policies. The data analysis process is carried out through three stages: data
reduction to filter relevant information, data display to visualize findings in the
form of tables or diagrams, and verification to ensure the validity of findings by
comparing information obtained from various sources.

Table 1. Informant Code

Code Types of Respondents Description

I_NJ1 Head of Nurul Jadid Islamic Leaders initiating technology programs
Boarding School

I_NJ2 Nurul Jadid Teaching Staff Team members involved in the

implementation of the payment system

I ZH1 Head of Zainul Hasan Leaders who plan inclusive education
Islamic Boarding School programs

I_ZH2 Teaching  Staff Zainul Team members involved in deliberation
Hasan and program planning

I_NJ3 Administrative Staff Nurul Staff overseeing the implementation of
Jadid the new administrative system

FINDINGS AND DISCUSSION
Leaders as Initiative Makers

Leaders at Nurul Jadid Paiton and Zainul Hasan Genggong Islamic
Boarding Schools demonstrated strong initiative-taking characteristics, which
are the main cornerstones in building organizational effectiveness. Based on the
results of observations, leaders actively identify opportunities for development,
understand potential challenges, and design solutions before problems arise. For
example, the head of the Islamic boarding school, Nurul Jadid, initiated the use
of a virtual account-based payment system, which simplifies financial
transactions and reduces the risk of manual errors. Meanwhile, in Zainul Hasan,
leaders designed family-based education programs that allow students to have a
modern learning experience without leaving the traditional values of the
pesantren. Observations also note that these steps not only arise from practical
needs but are also part of the leader's strategic vision to ensure the progress of
the organization. With real initiatives and solution-oriented, both pesantren
show how initiative taking can be a key factor in building an innovative and
adaptive organization.

In-depth observation shows how leaders in both pesantren not only take
the initiative but also practice it in their daily operations. At Nurul Jadid, the
head of the pesantren plays an active role in overseeing the implementation of
technology to accelerate administrative services, including structured staff
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training to operate the new system. This step ensures that every member of the
organization has the same understanding of managing change. Meanwhile, in
Zainul Hasan, the head of the Islamic boarding school took the initiative by
holding an inclusive-based education program that pays attention to the needs
of students from diverse social backgrounds. Observations also show that
leaders' initiatives often begin with collective discussions with the team to ensure
that all parties understand the strategic goals they want to achieve. With this
pattern, leaders not only create ideas but also provide direct examples in
execution, ensuring collaboration among members of the organization. From the
observation results, it can be visualized as shown in figure 1.

- F@! Zainul Hasan

83

Technology Implementation - r- Inclusive Education
1

—-——

Leadership
Initiatives

Staff Training -~ '~ Team Discussions

Figure 1. Leadership Initiatives with Their Implementation

Figure 1. showing the relationship between leadership initiatives and their
implementation in two Islamic boarding schools, namely Nurul Jadid and Zainul
Hasan, each of which shows different but complementary approaches. At Nurul
Jadid, leadership initiatives are realized through the implementation of modern
technology such as a virtual account-based payment system to improve
operational efficiency, as well as regular staff training to improve workforce
competencies in adopting modernization without neglecting traditional values.
Meanwhile, at Zainul Hasan, leadership initiatives focus on inclusive education
programs designed to meet the needs of students from diverse social
backgrounds, as well as intensive team deliberations to ensure the involvement
of all members of the organization in decision-making and program
implementation. This image highlights how the two pesantren are leveraging
leadership initiatives to create innovation, enhance collaboration, and ensure the
alignment of Islamic values with modern needs.

Taking initiative by leaders in both pesantren is the main pillar in
increasing organizational effectiveness. At Nurul Jadid, measures such as
technology implementation and staff training help create significant operational
efficiencies. Meanwhile, in Zainul Hasan, an inclusive education-based approach
shows the ability of leaders to respond to the needs of a dynamic society. These
observations show that effective initiative taking involves identifying
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opportunities, anticipating problems, and team collaboration. With this strategy,
the two pesantren succeeded in creating a productive and adaptive work
environment, as well as providing leadership examples for members of the
organization.

Organizational Strengthening

Strengthening the organization is one of the main strategies implemented
by leaders at Nurul Jadid and Zainul Hasan to create a more efficient and
responsive structure to change. Based on the analysis of internal documentation
and visual data, the two pesantren have carried out organizational restructuring
that focuses on aligning the vision and mission with operational needs. At the
Nurul Jadid Islamic Boarding School, organizational strengthening is realized
through the formation of an accountability team tasked with overseeing the
implementation of the pesantren strategic program. The related image shows
pesantren caregivers who set a general policy for 2025 as a strategic step in the
development of pesantren, including regular staff training to improve their
competence. Meanwhile, at the Zainul Hasan Islamic Boarding School,
organizational strengthening is carried out through a family-based approach that
emphasizes intensive deliberation between units. The documentation image of
the leadership seminar at the pesantren shows the efforts of leaders to build the
integrity and quality of student leadership as part of strengthening the
organizational structure.

Strengthening the organization in both Islamic boarding schools includes
a number of strategic measures designed to increase accountability and
transparency. In Nurul Jadid, organizational restructuring involves a more
organized division of tasks and more efficient management of resources. The
internal documentation also records regular meetings between the head of the
pesantren and the managerial team to evaluate the program and develop a
follow-up plan, as shown in the leadership training image involving the
management team. At Zainul Hasan, organizational strengthening is realized
through open communication and the formation of program-based working
groups, as seen in the documentation of the leadership seminar which featured
intensive discussions between team members. This approach improves
collaboration and operational efficiency, creating a more harmonious
relationship in the pesantren environment. To support these findings, table 1.
presenting a description of the organizational strengthening initiatives carried
out by the Nurul Jadid and Zainul Hasan Islamic Boarding Schools.
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Table 1. Organizational Strengthening Documentation

No Picture Information

1 . Leadership Training at Nurul Jadid
Islamic Boarding School: This picture

& O shows the leadership training provided

¥ Lamhanpasan ¥ to students to equip them with
KEF ___'MPINAN (LDK)

Rt leadership skills.

i\, SIS PUTRI
g (5" SAN 1 GENGGONG

Leadership Seminar at Zainul Hasan
Islamic Boarding School: This picture
shows leadership seminar activities that
aim to build integrity and leadership
spirit among students.

Dokumentasi
MUILenial goes to
Pesantren

©OO muijstim ©O MUIIATIM

3 Nurul Jadid Islamic Boarding School
General Policy in 2025: This figure shows
the caregivers of the Islamic boarding
school setting a general policy for 2025 as
a step to develop Islamic boarding school
education.

Strengthening the organization in Nurul Jadid and Zainul Hasan is a key
strategy in creating an efficient and transparent structure. This approach includes
restructuring the organization, a more organized division of tasks, and increased
budget transparency. With this strategy, the two pesantren managed to build a
solid foundation to support their vision and mission. The results of the
documentation show that organizational strengthening not only improves
managerial efficiency but also increases the trust of organizational members in
leadership. These measures ensure that both pesantren are ready to face the ever-
evolving challenges.

This finding is in line with the previous studies emphasized that the
importance of strengthening organizational structures in building a productive
work environment . In the context of pesantren, strengthening the organization
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through restructuring and transparency shows a successful adaptation to the
needs of modern society. These measures allow Islamic boarding schools to
maintain their relevance in the face of changing times while still maintaining the
Islamic values on which they are based. Thus, strengthening the organization not
only supports short-term goals but also makes a significant contribution to the
sustainability of Islamic boarding schools.

Collaboration and Teamwork Practices

Collaboration and teamwork practices are important elements in building
a harmonious work environment in both Islamic boarding schools. Based on
interviews with various stakeholders, it was found that leaders actively
encourage cooperation based on Islamic values. A resource person from Nurul
Jadid stated, "We are taught to always work together and support each other,
because pesantren is about ukhuwah and togetherness" (I_NJ1, 2023). This is
reflected in various teamwork programs that involve many organizational units
to achieve common goals. In Zainul Hasan, a similar approach is carried out by
building a culture of deliberation as the basis for collective decision-making. A
resource person explained, "Every major program always begins with
deliberation to ensure that all parties feel involved" (I_ZH?2, 2023). This interview
shows that collaboration and teamwork are not only part of managerial
strategies, but also form a more inclusive and harmonious work culture.

In-depth interviews with leaders and staff at both pesantren showed how
teamwork practices are applied in daily operations. In Nurul Jadid, pesantren
leaders build collaboration by facilitating intensive communication between
organizational units. Another resource person explained, "Every week, we have
a meeting to discuss progress and challenges, so everyone knows what is
happening" (I_N]J3, 2023). In Zainul Hasan, collaboration is realized through the
formation of working groups that have special responsibilities for certain
programs, such as the implementation of major annual activities. Another
resource person added, "With a clear division of responsibilities, it is easier for
us to complete tasks together" (I_ZH4, 2023). This data shows that both pesantren
have succeeded in creating effective teamwork practices by paying attention to
the need for communication, division of responsibilities, and mutual trust among
members of the organization.

Collaboration and teamwork in both Islamic boarding schools play a
central role in achieving organizational goals. This practice is realized through
intensive  deliberation, clear division of responsibilities, and open
communication. At Nurul Jadid, collaboration is facilitated through regular
meetings involving various organizational units. Meanwhile, in Zainul Hasan,
the formation of a working group with special responsibilities strengthens the
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effectiveness of collaboration. The results of the interviews show that this culture
of cooperation not only helps to complete tasks more efficiently but also
strengthens interpersonal relationships among members of the organization.
With this approach, the two pesantren succeeded in creating an inclusive and
harmonious work environment.

Discussion

The results of this study show that the initiative taken by leaders in the
two Islamic boarding schools, Nurul Jadid and Zainul Hasan, plays a decisive
factor in increasing organizational effectiveness. The main finding of the study
was that the leaders of the two pesantren had the ability to identify opportunities
and design solutions before problems arise, as seen in the implementation of a
virtual payment system in Nurul Jadid and a family-based education program in
Zainul Hasan. The implication of these findings is that innovation-oriented
leadership can improve operational efficiency as well as ensure the
organization's progress in facing future challenges. Taking this initiative not only
helps in managing change, but also provides an example for the members of the
organization to adapt to the times, without forgetting the traditional values that
are the basis of the organization. Thus, the results of these findings confirm that
proactive leaders in taking strategic steps play a crucial role in creating
innovative and adaptive organizations (Fu et al., 2022; Kulkov et al., 2024;
Oubrich et al., 2021).

It is important to understand why the taking of initiatives by leaders in
both Islamic boarding schools can have such a significant impact on the
organization. As found in previous research (Losada-Vazquez, 2022), taking
initiative in the context of leadership not only has an impact on achieving short-
term goals but also on strengthening the organization's long-term vision. In the
case of Nurul Jadid and Zainul Hasan, leaders who are able to identify problems
quickly and respond to them with innovative measures show that they have the
skills needed to build a solid foundation in the organization. The ability to adapt
to technology and create programs that fit the needs of society demonstrates a
strong link between leadership initiatives and the continued development of the
organization. These solution-oriented leaders will lead the organization towards
achieving a larger vision and mission, as well as building resilience to external
change.

In addition, the strengthening of the organizational structure carried out
by the two Islamic boarding schools also plays a role in increasing operational
effectiveness. These findings show that the two pesantren are restructuring with
the aim of creating a more efficient and responsive organization to change. At
Nurul Jadid Islamic Boarding School, for example, the formation of an

Journal of Social Studies and Education Vol. 02 No. 01 (2024) : 54-67 62
Available online at https://serambi.org/index.php/jsse



accountability team has helped ensure that each strategic program can be
evaluated and implemented properly. At Zainul Hasan, a family-based approach
and the formation of working groups strengthen coordination between units,
ensuring that all team members can collaborate more effectively. The sub-result
of strengthening this organization is that the operational efficiency created allows
both pesantren to be more responsive to the challenges of the times, both in terms
of administration and educational development. The implication of these
findings is that strengthening a good organizational structure can speed up the
decision-making process, increase transparency, and minimize the risk of errors
in program implementation.

Why is this organizational strengthening so important? A number of
previous studies Chowdhury et al. (2022) have shown that a clear and efficient
organizational structure can be the link between the strategic vision and the
operational results achieved. This can be seen in both pesantren, where
strengthening the organization through more organized restructuring results in
increased accountability and efficiency. With an accountability team that
functions to oversee program implementation and ensure that each team member
is responsible for their duties, pesantren can maintain the quality of resource
management. In addition, the deliberation-based approach implemented at
Zainul Hasan also increases mutual trust between members of the organization,
allowing for more effective collaboration. The strengthening of this organization
not only helps the two pesantren in managing the changes that occur, but also in
maintaining the continuity of the programs implemented.

Furthermore, collaboration and teamwork practices in both Islamic
boarding schools are important factors in achieving organizational goals. These
findings reveal that cooperation based on Islamic values, such as ukhuwah and
deliberation, is able to create a harmonious and inclusive work environment. At
the Nurul Jadid Islamic Boarding School, collaboration is facilitated through
regular meetings between organizational units that help in solving problems
together. In Zainul Hasan, the formation of a working group with specific
responsibilities for a particular program increases the effectiveness of task
completion. A sub-result of these findings is that solid teamwork practices,
driven by an open and supportive culture of cooperation, play an important role
in creating a positive and productive atmosphere in organizations. With this
approach, the two pesantren succeeded in creating a more efficient team dynamic
in achieving common goals, while still maintaining ukhuwah values that
prioritize togetherness.

Why is this collaboration and teamwork so important in the context of
Islamic boarding schools? Previous studies Kloos & Ismah (2023) emphasized
that in community-based organizations such as pesantren, effective collaboration
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relies heavily on open communication and a clear division of responsibilities.
These findings show that the two pesantren have succeeded in creating effective
collaboration through regular meetings and the formation of working groups.
This collaboration not only helps in faster and more precise completion of tasks,
but also strengthens interpersonal relationships among members of the
organization. With a culture of cooperation that prioritizes deliberation and
inclusivity, pesantren can maintain harmony between units and create an
environment that is more adaptive to change. In addition, an Islamic values-
based approach, which encourages members to support each other, strengthens
integrity in the team, thus creating synergies that support the achievement of
common goals.

CONCLUSION

This study reveals that taking leadership initiatives in Islamic boarding
schools, as seen in the case of Nurul Jadid and Zainul Hasan Islamic Boarding
Schools, plays an important role in increasing organizational effectiveness and
adaptation to changing times. The initiatives taken by leaders in these two
Islamic boarding schools, such as the application of technology in operations and
the strengthening of inclusive-based education programs, show how proactive
leadership can create a strong foundation for organizations. From these findings,
we can conclude that taking initiative not only improves operational efficiency,
but also builds a more collaborative and responsive work climate to the needs of
change. In practical terms, the lesson that can be learned is the importance of
leadership that is able to respond quickly to change and design solutions that can
move the organization forward without abandoning the basic values that are
firmly held.

This research makes a significant contribution to enriching the literature
on leadership in community-based organizations, especially Islamic boarding
schools, by exploring how initiative and collaboration at the leadership level can
change organizational dynamics towards a more innovative and adaptive
direction. This research introduces a new approach to understanding leadership
roles that not only focuses on decision-making, but also on efforts to design
sustainable and comprehensive solutions. However, this study has limitations,
especially related to the limited scope of the two pesantren, as well as the
possibility of other variables such as age differences, gender, or social
background that have not been accommodated. Therefore, further research by
expanding the scope of the sample, more diverse methods, and involving other
variables is urgently needed to obtain a more comprehensive understanding.
This research also opens up opportunities to further explore the dynamics of
leadership in Islamic boarding schools by using a more inclusive and adaptive
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approach to contemporary needs.
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