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INTRODUCTION

Abstract :

This study examines how school principals mobilize, guide, motivate, and
model literacy practices to build a sustainable literacy culture in
secondary schools. A qualitative single-case study was conducted at a
senior high school in Lampung, Indonesia. Researchers collected data
through semi-structured interviews, observations, and document
analysis involving ten purposively selected participants, and analyzed
them using thematic interpretation to identify patterns in leadership
practices and their interactions. The findings reveal that literacy
implementation depends not only on policy availability but also on
leadership processes that integrate routines, resources, motivation, and
contextual adaptation. Mobilizing practices linked literacy policies to
stakeholder coordination and school routines, while guiding practices
built teacher capacity through ongoing learning and collaboration.
Motivational practices strengthened participation through rewards,
facilities, and literacy activities, although engagement varied in depth.
Principal modeling increased credibility by demonstrating commitment
to literacy through visible involvement and daily practices. Together,
these four leadership dimensions operated synergistically to
institutionalize literacy culture, including through Islamic literacy
activities embedded in school routines and values. The study contributes
to literacy leadership theory by conceptualizing leadership as an
interconnected process. It highlights the practical need to align policy,
capacity development, resources, motivation, and exemplary practices in
strengthening school literacy ecosystems.

Literacy is a fundamental condition for education, participation, and human
development because the ability to access, interpret, evaluate, and communicate
information shapes how individuals learn and contribute to society. Research has linked
literacy with broader intellectual and socioeconomic development, indicating that
literacy should be understood not merely as a school outcome but as a societal capability
(Herries, 2022; Min & Munasinghe, 2022; Wagner & Hedidar, 2023). International
assessments, including PISA, demonstrate continuing challenges in Indonesian reading
proficiency and reinforce concerns about persistent literacy gaps (Nasihah & Tabroni,
2022; Rahmadanita, 2022). Consequently, strengthening literacy culture requires more
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than isolated reading activities. It requires institutional systems that make literacy
routine, meaningful, and sustainable. Schools therefore represent a crucial setting for
systematically cultivating literacy habits, while educational leadership becomes central to
translating literacy goals into collective practice across communities.

The general problem is that literacy policies do not automatically become
sustained literacy practices in schools. Although Indonesia has promoted the Gerakan
Literasi Sekolah (GLS) by integrating literacy into curricula and daily routines,
implementation remains uneven when institutional commitment, resources,
coordination, and engagement are insufficient. Previous studies of Indonesian schools
indicate that literacy culture depends on effective management of programs, facilities,
participation, and school routines rather than policy alone (Marmoah & Poerwanti, 2022;
Merawati, 2023; Prawira et al., 2023a). The problem is therefore organizational: schools
must transform formal literacy expectations into everyday behaviors shared by principals,
teachers, and students. This transformation is challenging amid digital distractions,
variable motivation, and contextual differences. Without coherent leadership, literacy
initiatives may become episodic activities, administrative compliance, or short-term
programs rather than an embedded culture supporting meaningful reading practices
across the school community.

This problem is visible in the school context examined in this study, where literacy
is organized through routines combining academic and religious practices. At Senior High
School, literacy activities include scheduled Qur’anic reading, academic reading,
evaluation, digital literacy, reading corners, library use, competitions, and poetry
activities. The principal serves as policy holder, coordinator, mentor, motivator, and
visible participant, showing how leadership operates through multiple forms of
engagement. However, observations identified students who merely skimmed books
during mandatory sessions, suggesting that participation does not ensure deep
engagement. This reveals a persistent tension between compliance and meaningful
literacy development. The school therefore provides a context for examining how
leadership practices interact to sustain literacy culture while responding to motivational,
technological, organizational, and culturally grounded challenges in daily school life and
broader educational practice. This makes the case analytically valuable.

Existing scholarship confirms that principals influence school culture through
policy, resource allocation, collaboration, and change-oriented leadership (Atasoy, 2020;
Jiang, et al.,2026). Literacy research has likewise examined leadership through specific
functions. Studies discuss principals’ contributions to Qur’anic literacy and school reading
culture (Munawar, 2023; Yang & Lin, 2025), their roles as motivators and policymakers
(Falentin, 2021; Novita et al., 2022; Rinah, 2023), and the use of structured programs or
rewards to strengthen student reading engagement (Kheang et al., 2024; Xu et al., 2025).
These contributions establish leadership’s importance, yet literature commonly analyzes
discrete functions or particular literacy forms. Consequently, knowledge remains
fragmented regarding how policy mobilization, instructional guidance, motivation, and
behavioral modeling operate together within the literacy ecosystem. The unresolved
issue is how interconnected practices collectively institutionalize literacy culture in
culturally and structurally complex educational environments.

Three limitations sharpen this gap. First, studies of literacy leadership often isolate
policy implementation, supervision, mentorship, or motivational interventions rather
than examining their interactions coherently. For example, research on Qur’anic literacy
leadership documents strategic roles but gives limited attention to guidance, motivation,
and leading by example (Junaedi & Falah, 2023; Rofig & Suwandi, 2023). Second,
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guantitative orientations can privilege measurable outcomes while providing less insight
into how leaders navigate digital distractions and fluctuating motivation (Lowery, 2019;
Mchunu et al., 2023; Suryati, 2022). Third, Indonesian cultural and institutional contexts
remain insufficiently integrated into leadership explanations, particularly where Islamic
values shape literacy practices and meanings (lzzati et al., 2023; Kristiawan et al., 2023;
Nurkamto et al.,, 2021). Addressing these limitations is important because culturally
responsive literacy leadership requires understanding relationships among practices,
people, context, and institutional routines.

This study advances an integrated conception of literacy leadership as a
multidimensional process involving four reinforcing practices: mobilizing, guiding,
motivating, and modeling. Rather than treating these functions as separate
competencies, the study examines how they interact to institutionalize literacy in
everyday school life. This perspective extends prior fragmented work by connecting
policy integration and stakeholder coordination with teacher development, motivation,
resources, and visible participation. It is also culturally responsive because the case
incorporates Islamic literacy practices alongside academic and digital literacy, allowing
leadership processes to be interpreted within an Indonesian public school’s values and
routines. Novelty lies in explaining leadership not as an antecedent of literacy outcomes,
but as an interconnected mechanism through which culture becomes organized,
practiced, reinforced, and legitimized.

Against this background, this research examines how school principals holistically
mobilize, guide, motivate, and model literacy practices, and how these roles help schools
respond to technological disruption, limited resources, and uneven engagement. The
study argues that sustainable literacy culture requires more than policy enforcement or
isolated interventions; it is provisionally understood as an important outcome of
complementary leadership practices aligning institutional policy, professional capacity,
motivation, and exemplary behavior. This argument is examined through qualitative
inquiry at a Senior High School in Indonesia, using interviews, observations, and
document analysis. By positioning leadership as multidimensional and culturally
responsive, the study contributes an integrated analytical framework for understanding
principal-led literacy development. It offers practical insight for schools moving beyond
formal literacy policy toward sustained, collective practice within Indonesian schools
today.

RESEARCH METHODS

This study employed a qualitative single-case study with a descriptive orientation
to examine how a school principal enacts multidimensional leadership in cultivating
literacy culture within its institutional context (Priya, 2021; Nanni, 2021). The study was
conducted at SMA Negeri 1 Tegineneng, Pesawaran, Lampung, Indonesia, purposively
selected because it had implemented a structured literacy program continuously since
2018, integrating academic, religious, and digital literacy practices. The researcher served
as the primary instrument and maintained reflexive field notes throughout the research
process (Olmos-Vega et al., 2023).

Participants were purposively selected based on their involvement in literacy
policy, implementation, resource management, or participation. The sample comprised
the principal, three literacy-support teachers, the head librarian, and five students from
Grades X—XIl. Data were collected through semi-structured interviews, direct
observations, and document analysis covering school policies, literacy schedules,
curriculum materials, attendance records, program reports, and student achievements.
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These complementary sources supported contextualized examination and triangulation
of institutional practices (Marmoah et al., 2022; Sumiran et al.,, 2022; Nanni, 2021;
Fadlilah et al., 2022). Data collection continued until subsequent interviews yielded no
substantial new information, and participants were retained based on relevance and
information richness.

Table 1. Research Informants

Informant Code Number Selection Criteria

Principal M) 1 Responsible for literacy policy and school leadership
Literacy ) ) - . .
Teachers MW, T1, T2 3 Directly involved in literacy program implementation
Head Librarian  FK 1 Responsible for literacy facilities and resources

BL, BI, S3, Active participants from Grades X—XIl with different
Students 5 . )

S4, S5 academic achievements
Total — 10 Purposive sampling

Table 1 presents the characteristics of the research informants. Participants were
purposively selected to represent different perspectives involved in literacy
implementation, including policymakers, program implementers, facility managers, and
student beneficiaries. This variation enabled data triangulation and enhanced the
credibility of the findings.

Data analysis followed Miles and Huberman’s interactive model of data reduction,
data display, and conclusion drawing and verification. The team systematically coded
interview transcripts, observation records, and documents according to four analytical
dimensions: mobilizing, guiding, motivating, and modeling. Initial codes, including literacy
policy, stakeholder coordination, teacher training, digital literacy, reward systems,
literacy facilities, and principal role modeling, were compared across data sources and
consolidated into broader themes. Themes were presented through descriptive
narratives, matrices, tables, and selected quotations, while conclusions were iteratively
developed by examining patterns, convergences, divergences, and contextual
relationships. This procedure ensured a transparent link between research questions,
coding, interpretation, and claims, consistent with contemporary qualitative
methodological guidance (Braun & Clarke, 2021; Taquette & Souza, 2022).

Trustworthiness was strengthened through triangulation across principals,
teachers, the librarian, students, observations, and school documents, supported by peer
debriefing with two researchers (Marmoah et al., 2022; Sumiran et al., 2022). Reflexive
field notes were maintained throughout data collection and analysis to examine the
influence of researcher positionality and assumptions (Olmos-Vega et al., 2023). Rather
than relying on member checking as a universal quality criterion, the study emphasized
triangulation, peer debriefing, and reflexive documentation (Motulsky, 2021; Zairul,
2021). Ethical procedures included informed consent, coded identities, encrypted data
storage, and attention to autonomy, confidentiality, risk awareness, and ongoing ethical
reflexivity.

RESULTS AND DISCUSSION
Results
Mobilizing Literacy Policy and Coordinating Stakeholders
Mobilizing literacy policy refers to the principal’s capacity to translate literacy
objectives into organized school practices through curriculum integration, resource
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allocation, stakeholder coordination, and regular scheduling. Interview data indicate that
the principal involved relevant stakeholders in program preparation while providing
budgetary and infrastructural support. The principal explained, “I involve them in the
preparation for implementation of the literacy program, including allocating the budget
and providing infrastructure. We also integrate literacy into the curriculum, such as
providing special reading time every week.” (MJ, Principal). This statement demonstrates
that literacy mobilization involved participatory planning, institutional resource provision,
and curricular integration, positioning literacy as a sustained organizational priority rather
than merely an extracurricular activity.

Other informants confirmed that mobilization operated through coordinated
implementation across the school community. The Indonesian Language teacher stated,
“In the meeting, we set the schedule of activities, such as reading the Qur'an on Monday-
Wednesday at 07.15-07.30 WIB and reading academic books on Tuesday-Thursday
before the second break.” (MW, Indonesian Language Teacher). Similarly, the head
librarian emphasized, “With meetings, the literacy program can be better planned and
implemented.” (FK, Head of Library). From the student perspective, the policy was
communicated through school events and participation requirements: “He always
conveys the importance of literacy during ceremonies or school events. We are also
required to write down the results of reading after literacy hours.” (BI, Student).
Collectively, these accounts show that the principal’s mobilizing role connected policy
direction, resource allocation, scheduling, coordination, and supervision, while involving
teachers, the librarian, and students in the implementation of recurring literacy practices.

Table 2. Interview Evidence of the Principal’s Mobilizing Role

Informant Position Interview Excerpt Indicator

“l'involve them in the preparation for
implementation of the literacy program, including

Principal allocating the budget and providing infrastructure.
We also integrate literacy into the curriculum, such
as providing special reading time every week.”

Stakeholder involvement;
resource allocation;
infrastructure provision;
curricular integration

“In the meeting, we set the schedule of activities, Program coordination;
Indonesian such as reading the Qur'an on Monday-Wednesday  activity scheduling;
Language Teacher at 07.15-07.30 WIB and reading academic books on  operationalization of

Tuesday-Thursday before the second break.” literacy routines

Organizational
coordination;
implementation planning

“With meetings, the literacy program can be better

Head Librari
ead Librarian planned and implemented.”

“He always conveys the importance of literacy
during ceremonies or school events. We are also
required to write down the results of reading after
literacy hours.”

Policy communication;
student participation;
accountability

Student

The interview evidence in Table 2 shows that the principal’s mobilizing role
operated through a connected sequence of institutional commitment, coordination,
operationalization, and participation. The principal’s account demonstrates the upstream
dimension of mobilization through stakeholder involvement, resource allocation,
infrastructure provision, and curricular integration. In contrast, the teacher’s account
shows how these institutional decisions were translated into concrete activity schedules.
The head librarian’s statement further indicates that coordination meetings functioned
as an organizational mechanism for converting policy intentions into implementable
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activities. At the student level, the requirement to communicate literacy messages and
document reading outcomes demonstrates that the policy was also translated into
explicit participation and accountability expectations. Taken together, the indicators
suggest that mobilization was not a single administrative act but a multi-level process
linking leadership decisions with organizational coordination and student-level
implementation. The convergence across informants strengthens the finding that literacy
policy was operationalized through distributed involvement rather than principal action
alone.

Table 3. Weekly Literacy Schedule

Day Activities Time
Monday Lampung Mengaji (Al-Qur'an) 07.15-07.30 WIB
Tuesday Lampung Mengaji + Academic Reading 07.15-07.30 WIB + before the second break
Wednesday Academic Reading Before the second break
Thursday Academic Reading Before the second break
Friday Literacy Evaluation -

Table 3 demonstrates that the weekly literacy schedule institutionalized the
principal’s mobilization efforts by integrating literacy into routine school activities from
Monday to Friday. The combination of Lampung Mengaji, academic reading, and Friday
literacy evaluation reflects an organized approach that integrates religious and academic
literacy with monitoring. Through policy direction, resource allocation, coordination,
scheduling, communication, and supervision, the principal engaged teachers, the
librarian, and students in recurring literacy practices. Observations confirmed that these
arrangements supported organizational consistency and collective participation.
However, some students merely skimmed books, indicating that regular implementation
did not necessarily ensure meaningful engagement. Thus, the findings highlight both the
strength of institutionalized literacy routines and the need to deepen students’ active
participation in literacy activities.

Guiding Teachers and Students Through Professional and Digital Literacy Support

the guiding role refers to the principal’s efforts to strengthen teachers’ literacy
instruction through professional development and support students’ engagement with
digital literacy resources. Interview data indicate that teacher capacity building was
facilitated through seminars. The principal explained, “My role as a mentor is to equip
teachers with the knowledge and skills they need to teach literacy effectively. One of the
ways | do this is through seminar activities.” (MJ, Principal). This statement positions
guidance as a developmental process aimed at strengthening teachers’ instructional
competence rather than merely supervising program implementation. Seminars
therefore served as a mechanism for supporting teachers’ knowledge and skills in
facilitating literacy activities.

The Indonesian Language teacher reinforced this finding, stating, “The guiding
role of the principal is done by contributing through seminar activities. Meanwhile,
support for students is by encouraging the use of technology in literacy.” (MW,
Indonesian Language Teacher). This account highlights two complementary dimensions
of guidance: professional development for teachers and technology-supported literacy
engagement for students. While seminars helped strengthen teachers’ capacity to
implement literacy instruction, encouraging the use of technology provided students with
additional opportunities to access literacy resources. Collectively, the findings suggest
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that the principal’s guiding role combined educator capacity building and student support
to facilitate literacy development across the school community.

Table 4. Interview Evidence of the Principal’s Guiding Role

Informant Position Interview Excerpt Indicator
“My role as a mentor is to equip teachers with Teacher capacity
Princioal the knowledge and skills they need to teach building; professional
P literacy effectively. One of the ways | do this is development; literacy
through seminar activities.” mentoring
“The guiding role of the principal is done b
. g . 8 p. P - Y Professional learning;
Indonesian contributing through seminar activities. o
. . digital literacy support;
Language Teacher Meanwhile, support for students is by

. o ” student guidance
encouraging the use of technology in literacy.

The interview evidence presented in Table 4 shows a complementary pattern
between teacher-oriented and student-oriented guidance. The principal’s statement
emphasizes the developmental input provided to teachers through knowledge and skills,
while the teacher’s statement confirms the implementation of this guidance through
seminar participation. At the same time, the teacher identifies technological
encouragement as a corresponding form of support directed toward students. The
indicators therefore reveal a two-level guidance structure: professional capacity building
for teachers and technology-supported literacy participation for students. This pattern is
significant because the principal’s guiding role was not confined to one organizational
group. Instead, interview evidence indicates that guidance differed by each participant's
role within the literacy program. Teachers were positioned as recipients and
implementers of professional learning, whereas students were positioned as users of
technological resources for literacy engagement.

Table 5. Literacy Program Mentorship
Activities Location Visual Description

SEMINAK LITERASE SEXDLAH 8
TN FENGUNUMAN PENGLIR |15 GE
VA_M o
Literacy Swiss Bell Hotel,
Seminar Bandar Lampung

Principal and teachers attend literacy seminar

Digital Literacy SMA N 1 Tegineneng

Students use laptops/tablets to access e-books or digital
literacy platforms.

Table 5 provides observational and documentary evidence supporting the
interview findings on the principal’s guiding role. Documentation confirmed a literacy
seminar at Swiss Bell Hotel, Bandar Lampung, attended by the principal and teachers,
while observations recorded students using laptops or tablets to access e-books and
digital literacy platforms. These activities demonstrate the implementation of teacher
professional development and technology-supported student literacy practices.
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However, the evidence establishes the existence of these practices rather than their
measurable effects on teachers’ instructional competence or students’ literacy
outcomes.

Motivating Literacy Participation Through Rewards and Adequate Facilities

The principal’s motivating role refers to encouraging sustained student
participation in literacy through motivational reinforcement and supportive facilities.
These strategies included rewards, classroom reading corners, library resources, smart
TVs, competitions, and student publication activities. The principal explained, "The
strategy applied is by giving rewards. The school also provides facilities such as reading
corners in each class." (MJ, Principal). This statement demonstrates that motivation was
implemented through both recognition of students’ participation and accessible reading
resources, enabling literacy to become part of everyday school activities rather than
relying solely on verbal encouragement.

Other informants confirmed the implementation of these complementary
strategies. The Indonesian Language teacher stated, "The library is well-equipped, and
the school has installed smart TVs to support literacy activities." (MW, Indonesian
Language Teacher). The head librarian added, "Rewards are given to frequent library
visitors. Reading corners are created in every classroom." (FK, Head of Library). From the
student perspective, literacy participation was encouraged through school events, as one
student explained, "Class meetings and Language Month events encourage participation
in poetry, storytelling, and journalism competitions" (BL, Student). Collectively, these
accounts indicate that the principal’s motivating role combined recognition, accessible
facilities, technological support, and creative participation opportunities to foster student
engagement in the school literacy program.

Table 6. Interview Evidence of the Principal’s Motivating Role
Interview Excerpt Indicator
"The strategy applied is by giving rewards. Motivational reinforcement;

Informant Position

Principal The school also provides facilities such as provision of literacy facilities;
reading corners in each class." classroom-based literacy access
) ) ) Provision of physical and
. "The library is well-equipped, and the ) Py .
Indonesian technological facilities;

school has installed smart TVs to support

Language Teacher

literacy activities."

institutional support for literacy
activities

Head of Library

"Rewards are given to frequent library
visitors. Reading corners are created in
every classroom."

Recognition of student
participation; accessibility of
reading facilities

Student

"Class meetings and Language Month
events encourage participation in poetry,
storytelling, and journalism competitions."

Student engagement; creative
literacy activities; participation
opportunities

Table 6 reveals that the principal’s motivational role was enacted through
rewards, supportive facilities, and participatory literacy activities. Interview data
highlighted reading corners, library resources, smart TVs, and poetry, storytelling, and
journalism competitions. Observations and documentation further confirmed these
facilities and activities, including poetry-reading competitions and collaborative wall
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magazine (mading) production. These findings indicate that the principal integrated
recognition, resource accessibility, and creative participation to support student
engagement in the literacy program. However, the evidence confirms the availability and
use of these strategies without establishing their direct causal effects on students’
literacy achievement.

Table 7. Literacy Motivation and Facility Documentation
Activities/Facilities Description Visual Evidence

Air-conditioned,

Library comfortable, neat shelves
Poetry Reading Students perform original
Competition poems

Wall Magazine Students collaborate in
(Mading) design and production

Photo of students putting together a Mading
in the school hall

Table 7 presents documentation of literacy-supporting facilities and student
literacy activities implemented at the school. The documentation includes the school
library, poetry reading competitions, and wall magazine (Mading) activities, which
represent different forms of literacy engagement. The library provides a comfortable
reading environment with organized collections and adequate facilities, while poetry
competitions encourage students to express their ideas through creative writing and
public performance. In addition, wall magazine activities involve students in
collaboratively planning, writing, designing, and displaying literacy products. Classroom
observations confirmed that these facilities and activities were regularly utilized during
the implementation of the school literacy program, with active participation from both
teachers and students.

Leading by Example Through Direct Literacy Participation

The principal’s role as a model refers to demonstrating literacy behaviors through
direct participation, encouraging others to engage in similar practices, and supporting the
documentation of literacy activities. The principal explained, "l try to be a good example
by participating in literacy activities such as reading poetry to students." (MJ, Principal).
This statement indicates that the principal communicated the importance of literacy
through observable actions rather than verbal instructions alone. By participating in
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poetry reading, the principal demonstrated the literacy practices expected of the school
community and positioned herself as an active participant in the literacy program.

Other informants confirmed that the principal’s modeling practices were
reinforced through collective involvement. The Indonesian Language teacher stated, "The
principal’s role as a model is continuously being optimized, with support from other
educators." (MW, Indonesian Language Teacher). The head librarian added, "The
principal reads together with students and ensures all literacy activities are documented
and reported." (FK, Head of Library). From the student perspective, one student
explained, "She inspires us by reciting poems and encouraging active participation." (BL,
Student). Collectively, these accounts demonstrate that the principal’s modeling role
involved reading with students, participating in poetry activities, encouraging
engagement, and documenting literacy practices, while the involvement of other
educators reinforced the visibility of literacy as a shared school commitment.

Table 8. Interview Evidence of the Principal’s Modeling Role

Informant Position Interview Excerpt Indicator
"l try to be a good example by participatingin  Leadership by example; direct
Principal literacy activities such as reading poetry to participation in literacy
students." activities

"The principal’s role as a model is
continuously being optimized, with support
from other educators."

Indonesian
Language Teacher

Consistent modeling;
collaboration with educators

"The principal reads together with students Joint participation; monitoring
Head of Library and ensures all literacy activities are and documentation of literacy
documented and reported." practices

Student inspiration;
encouragement of active
participation

"She inspires us by reciting poems and

Student ) . R
encouraging active participation.

Table 8 reveals a consistent pattern of visible and participatory literacy leadership.
The principal modeled literacy practices through poetry reading and reading activities
with students, while teachers reinforced these practices through their own participation.
The head librarian highlighted the principal’s direct involvement and the documentation
and reporting of literacy activities, whereas the student’s account emphasized the
inspiration and encouragement derived from the principal’s example. These findings
indicate that literacy leadership operated through three interconnected dimensions:
modeling literacy behaviors, participating alongside the school community, and
encouraging collective involvement.

Observations and documentation corroborated the interview findings, confirming
the principal’s and teachers’ active participation in poetry reading and other literacy
activities. Rather than functioning solely as a program supervisor, the principal
demonstrated the behaviors expected of the school community, making literacy
leadership visible in everyday practice. Teachers’ involvement further reinforced this
modeling, while documentation helped integrate the activities into the school’s literacy
program. Although students perceived the principal’s participation as encouraging, the
evidence demonstrates the presence and consistency of modeling practices rather than
a direct causal relationship between leadership behavior and students’ literacy
outcomes.
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Table 9. Documentation of Literacy Leadership Through Action
Activity Description Visual Evidence

Principal recites a poem in

Poetry Reading by Principal public

Teachers read poetry to

Poetry Reading by Teacher
oetry Reading by Teache inspire students

s - <« ]
s S ARA A o N
{ e

Poetry reading done by Teacher

Table 9 demonstrates that the principal’s modeling role was enacted through
visible and participatory literacy practices, particularly public poetry reading by the
principal and teachers. These activities reflect leadership by example, in which the
principal demonstrates literacy behaviors and teachers reinforce them through their own
participation, making literacy a shared school practice. Visual documentation confirms
that these practices occurred in observable school activities rather than being limited to
interview accounts. However, the evidence demonstrates the visibility of literacy
leadership without establishing its direct causal effect on students’ literacy achievement.

Discussion

The findings demonstrate that literacy leadership at Senior High School operates
as an integrated process rather than a collection of isolated administrative functions. The
principal mobilizes policy through stakeholder coordination, scheduled literacy routines,
resource allocation, and curricular integration. This pattern aligns with research showing
that principals shape literacy culture by establishing structures, coordinating actors, and
embedding literacy in school routines (Marmoah et al., 2022; Fadlilah et al.,, 2022;
Wibowo et al., 2023). It also aligns with evidence that instructional leadership is
associated with collaborative school culture, suggesting that leadership effects are partly
realized through organizational relationships (Atasoy & Ozden, 2022; Arifin et al., 2025).
However, the present study extends this literature by showing how policy mobilization is
connected directly to mentoring, motivation, and modeling within one leadership
configuration. Theoretically, this supports a multidimensional conception of literacy
leadership in which institutionalization begins with policy but depends on interconnected
practices across organizational levels.

The second finding, concerning guidance, shows that the principal develops
literacy capacity through teacher seminars while encouraging students to use technology
for literacy activities. This result corresponds with studies identifying principal leadership
as an important condition for teachers’ digital-literacy development and professional
competence (Devisa et al., 2023; Susanti et al., 2023; Sogalrey et al.,, 2022). It also
resonates with Francois’s (2022) qualitative study, in which literacy leadership involved
nurturing teacher capacity while supporting students’ reading experiences. Nevertheless,
the present evidence adds a differentiated perspective: teachers receive professional-
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capacity support, whereas students receive technology-mediated participation
opportunities. The theoretical implication is that literacy leadership should be
understood developmentally, with the principal functioning as a capacity builder rather
than merely a program supervisor. Practically, schools can institutionalize this role
through sustained professional learning, technology-supported literacy activities, and
differentiated support mechanisms that connect teacher expertise with students’
changing literacy practices and digital environments.

The third finding indicates that motivation is constructed through a combination
of rewards, accessible facilities, and participatory literacy events. Reading corners, library
resources, smart TVs, poetry competitions, storytelling, journalism, and wall-magazine
activities create multiple entry points for participation. This finding aligns with Indonesian
studies that emphasize facilities, school culture, and leadership as mutually relevant
conditions for literacy development (Marmoah et al., 2022; Fadlilah et al., 2022; Pirgianti
et al., 2023; Suratman & Sugiyono, 2025). It also complements Kierstead et al. (2023),
who identified principal practices involving awareness, expertise, momentum, and
resource use as interconnected influences on literacy culture. Yet the observation that
some students skimmed books introduces an important qualification: participation in
structured activities does not necessarily indicate deep literacy engagement. The
practical implication is that principals should combine incentives and infrastructure with
strategies that cultivate reading depth, reflection, student agency, and meaningful
production. The study therefore distinguishes between institutional participation and
substantive engagement.

The fourth finding shows that the principal leads by example through poetry
reading, reading alongside students, encouraging participation, and supporting
documentation, while teachers also model literacy practices. This evidence strongly
corresponds with contemporary literacy-leadership research emphasizing visible
principal engagement, relational leadership, and collective participation (Francois, 2022;
Thompson & Brezicha, 2022; Kierstead et al., 2023). It further supports research
conceptualizing collective leadership as a mechanism through which leadership practices
become shared across educators rather than remaining concentrated in one formal
leader (Eckert & Morgan, 2023; Aminah et al., 2025). The distinctive contribution of the
present study lies in connecting modeling with the other three dimensions: the principal
does not merely communicate literacy policy, but embodies the practices that policy
seeks to institutionalize. The theoretical implication is therefore a shift from role-based
leadership to practice-based literacy leadership. In practice, principals can strengthen
credibility by participating visibly, while teachers can reproduce and normalize literacy
behaviors through shared exemplification.

Taken together, the four findings generate the study’s principal novelty: a
contextually grounded model of literacy leadership organized through the interaction of
mobilizing, guiding, motivating, and modeling. Existing studies commonly examine
particular leadership functions, literacy domains, or measurable relationships, whereas
this case demonstrates how complementary practices form a reinforcing institutional
process (Sumiran et al., 2022; Wibowo et al., 2023; Busra & Mahnun, 2026; Rahmawati
et al.,, 2025). The Indonesian context further matters because academic reading is
integrated with Lampung Mengaji, positioning literacy within locally meaningful religious
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and cultural practices rather than treating literacy as a culturally neutral routine. The
theoretical contribution is a multidimensional framework explaining how literacy culture
can be institutionalized through structural, developmental, motivational, and symbolic
mechanisms. Practically, the model offers school leaders a transferable framework for
planning literacy programs, developing teacher capacity, allocating resources, motivating
participation, and demonstrating expected practices. Its impact lies in linking leadership
coherence with sustainable literacy culture formation.

CONCLUSION

This study shows that a sustainable literacy culture is driven not by a single
leadership function but by the interconnected enactment of four roles: mobilizing literacy
policy and stakeholders, guiding teachers and students, motivating participation through
rewards and facilities, and modeling literacy practices through direct involvement. The
key lesson is that literacy culture becomes more institutionalized when leadership moves
beyond administrative coordination and combines structural commitment, capacity
building, motivational support, and visible exemplary practice within the school’s
everyday routines, while culturally embedded practices such as Lampung Mengaji show
the importance of aligning literacy initiatives with the local context. The study contributes
theoretically by proposing an integrated, multidimensional understanding of literacy
leadership and empirically by showing how these four roles operate together in an
Indonesian secondary-school context, with implications for research and leadership
practice on the design, implementation, and sustainability of school literacy programs.
Nevertheless, the study is limited by its single-school qualitative case design, purposive
and relatively small group of participants, and reliance on interview, observation, and
documentary evidence that cannot establish causal relationships between leadership
practices and measurable literacy outcomes; therefore, future research should examine
multiple schools and educational contexts through longitudinal or mixed-method
designs, incorporate broader stakeholder perspectives, and investigate how integrated
leadership practices influence the depth and sustainability of students’ literacy
engagement and achievement over time.

ACKNOWLEDGEMENT

We sincerely thank the school principal, teachers, library staff, and students who
generously contributed their time, experiences, and insights to this study. We also
appreciate the institution for providing access and research support. The authors are
grateful to everyone who facilitated data collection and helped complete this research.

CONFLICTS OF INTEREST
The authors declare no conflict of interest.

USE OF ARTIFICIAL INTELLIGENCE (Al)-ASSISTED TECHNOLOGY

The authors used Grammarly solely for English language refinement, including
grammar, spelling, translation, and readability. The authors retain full responsibility for
the research design, data analysis, interpretation, originality, and integrity of the
manuscript.

MANAGERE : Indonesian Journal of Educational Management, Vol. 8 No. 3 (2026), p. 313-329 325
Available online at https://serambi.org/index.php/managere



REFERENCES

Arifin, M., Jazilurrahman, J., & AS, A. H. (2025). Continuous Improvement in Learning
Innovation Management to Enhance Students' Learning Motivation. Business and
Applied Management Journal, 3(1), 168-182.
https://doi.org/10.61987/bamj.v3i1.1302

Atasoy, R. (2020). The Relationship Between School Principals’ Leadership Styles, School
Culture and Organizational Change. International Journal of Progressive
Education, 16(5), 256—274. https://doi.org/10.29329/ijpe.2020.277.16

Atasoy, R., & Ozden, C. (2022). Effect Of Instructional Leadership, Organizational
Innovativeness, and School Hindering on Teachers’ Satisfaction at Bilsems.
Education Reform Journal, 7(2), 57-75.

Braun, V., & Clarke, V. (2021). One Size Fits All? What Counts as Quality Practice in
(Reflexive) Thematic Analysis? Qualitative Research in Psychology, 18(3), 328—
352. https://doi.org/10.1080/14780887.2020.1769238

Busra, A., & Mahnun, N. (2026). The Transformation Of School Principal Leadership in
Developing Students’ Literacy Culture at SMP Negeri 1 Siantan. Sosioedukasi:
Jurnal IImiah IImu Pendidikan dan Sosial, 15(1).
https://doi.org/10.36526/sosioedukasi.v15i1.7740

Devisa, M., Matin, & Ahmad, M. (2023). Improving Teacher Digital Literacy Competence
Through Principal Leadership. EDUTEC Journal Of Education and Technology, 6(4),
629—7. https://doi.org/10.29062/edu.v6i4.626

Eckert, J., & Morgan, G. (2023). Collective Leadership: A Catalyst For School
Improvement. Education Policy Analysis Archives, 31, 80.
https://doi.org/10.14507/epaa.31.7603

Fadlilah, F., Chaniago, F., Fitriani, S., & Sakunti, S. R. (2022). The Role Of Principal
Leadership: Developing Reading Culture in Elementary School. Jurnal Paedagogy,
9(4), 629-636. https://doi.org/10.33394/jp.v9i4.5550

Falentin, E. (2021). The Role of School Principals' Leadership in Developing a Literacy
Culture in Junior High Schools. Jurnal Inspirasi Manajemen Pendidikan, 9(4).

Francois, C. (2022). Urban Literacy Leadership: Examining One Principal’s Vision and
Practice. Education and Urban Society, 54(8), 923-945.
https://doi.org/10.1177/00131245211062537

Herries, A. I. R. (2022). Chronology of the Hominin Sites of Southern Africa. In Oxford
Research  Encyclopedia of Anthropology. Oxford  University  Press.
https://doi.org/10.1093/acrefore/9780190854584.013.57

Izzati, A. N., Muliastuti, L., & Rafli, Z. (2023). The Framework of Multicultural Education
Value in Indonesia Schools to Face Challenge of 21st-Century Learning Using
Literary  Study.  Al-Ishlah:  Jurnal  Pendidikan,  15(1), 1101-1110.
https://doi.org/10.35445/alishlah.v15i1.3197

Jiang, N., Deng, R., Perera, C. J., Sumintono, B., & Zainuddin, Z. (2026). Strategic leadership
behaviours in Chinese schools: a Rasch model analysis. Asia Pacific Journal of
Education, 1-25.https://doi.org/10.1080/02188791.2026.2659133

Junaedi, E., & Falah, Moh. S. (2023). Principal's Leadership in Improving the Culture of
Qur'an Reading at Al Furgan Madrasatul Quran Junior High School Tebuireng
Jombang. JUPE: Jurnal Pendidikan Mandala, 8(2), 351.
https://doi.org/10.58258/jupe.v8i2.4968

326 MANAGERE : Indonesian Journal of Educational Management, Vol. 8 No. 3 (2026), p. 313-329
Available online at https://serambi.org/index.php/managere


https://doi.org/10.61987/bamj.v3i1.1302
https://doi.org/10.29329/ijpe.2020.277.16
https://doi.org/10.1080/14780887.2020.1769238
https://doi.org/10.36526/sosioedukasi.v15i1.7740
https://doi.org/10.29062/edu.v6i4.626
https://doi.org/10.14507/epaa.31.7603
https://doi.org/10.33394/jp.v9i4.5550
https://doi.org/10.1177/00131245211062537
https://doi.org/10.1093/acrefore/9780190854584.013.57
https://doi.org/10.35445/alishlah.v15i1.3197
https://doi.org/10.58258/jupe.v8i2.4968

Kheang, T., Chin, P.,, & Em, S. (2024). Reading Motivation to Promote Students’ Reading
Comprehension: A Review. International Journal of Languages and Culture, 4(1),
1-8. https://doi.org/10.51483/1JLC.4.1.2024.1-8

Kierstead, M., Georgiou, G. K., Mack, E., & Poth, C. (2023). Effective School Literacy
Culture and Learning Outcomes: The Multifaceted Leadership Role of the
Principal. Alberta Journal of Educational Research, 69(4), 551-567.
https://doi.org/10.55016/0js/ajer.v69i4.77510

Kristiawan, D., Carter, C., & Picard, M. (2023). Reframing Readers Theatre for Teaching
EFL: Infusing Values for Peace and Conflict Prevention for Teacher Professional
Development in Indonesian Islamic Schools’ Settings. Research in Drama
Education: The Journal of Applied Theatre and Performance, 28(4), 578-596.
https://doi.org/10.1080/13569783.2022.2147816

Lowery, C. (2019). Moral Literacy and School Leadership. Journal of Educational
Administration, 58(1), 112—127. https://doi.org/10.1108/JEA-06-2018-0120

Marmoah, S., Poerwanti, J. I. S., & Suharno. (2022). Literacy Culture Management of
Elementary School in Indonesia. Heliyon, 8(4), e09315.
https://doi.org/10.1016/j.heliyon.2022.e09315

Merawati, D. (2023). Optimizing the Literacy Movement through Village SDGs to Achieve
the Golden Generation in Sidoarjo Regency. Jurnal Integrasi dan Harmoni Inovatif
limu-llmu Sosial (JIHI3S), 3(3), 294-312.
https://doi.org/10.17977/um063v3i3p294-312

Miles, M. B., & Huberman, A. M. (1994). Qualitative Data Analysis: An Expanded
Sourcebook (2nd ed.). SAGE Publications.

Min, R., & Munasinghe, T. (2022). Analysis of Global Literacy and Annual Wages by Nation.
2022 3rd International Conference on Big Data Analytics and Practices (IBDAP),
96-100. https://doi.org/10.1109/IBDAP55587.2022.9907194

Motulsky, S. L. (2021). Is Member Checking the Gold Standard of Quality in Qualitative
Research? Qualitative Psychology, 8(3), 389-406.
https://doi.org/10.1037/qup0000215

Munawar, A. (2023). The Role of Principal Leadership in Developing the Culture of
Reading the Qur'an at SMA Negeri 2 Dompu. Jurnal Pendidikan dan Pembelajaran
Indonesia (JPPI), 3(2), 145-161. https://doi.org/10.53299/jppi.v3i2.328

Nanni, A. (2021). Educational Entrepreneurship in an Intensive English Program in
Thailand: A Case Study. SAGE Open, 11(1), 1-12.
https://doi.org/10.1177/2158244021998694

Nasihah, F., & Tabroni, I. (2022). Fostering Literacy Culture through Reading and Writing
Movement. Jurnal Pengabdian Masyarakat Bestari, 1(8), 779-792.
https://doi.org/10.55927/jpmb.v1i8.1817

Novita, Y., Yulianti, V., Handayani, D., & Sugestina, E. (2022). Teachers Efforts to Improve
Student Literacy in Islamic Cultural History Subjects. Khalifa: Journal of Islamic
Education, 6(1), 102. https://doi.org/10.24036/kjie.v6il1.34

Nurkamto, J., Drajati, N. A., Ngadiso, N., & Karlina, Y. (2021). Teachers’ Beliefs and
Practices in Teaching Reading at Islamic Secondary Schools in Indonesia.
Indonesian Journal of Applied Linguistics, 10(3).
https://doi.org/10.17509/ijal.v10i3.31753

Olmos-Vega, F. M., Stalmeijer, R. E., Varpio, L., & Kahlke, R. (2023). A Practical Guide to
Reflexivity in Qualitative Research: AMEE Guide No. 149. Medical Teacher, 45(3),
241-251. https://doi.org/10.1080/0142159X.2022.2057287

MANAGERE : Indonesian Journal of Educational Management, Vol. 8 No. 3 (2026), p. 313-329 327
Available online at https://serambi.org/index.php/managere


https://doi.org/10.51483/IJLC.4.1.2024.1-8
https://doi.org/10.55016/ojs/ajer.v69i4.77510
https://doi.org/10.1080/13569783.2022.2147816
https://doi.org/10.1108/JEA-06-2018-0120
https://doi.org/10.1016/j.heliyon.2022.e09315
https://doi.org/10.17977/um063v3i3p294-312
https://doi.org/10.1109/IBDAP55587.2022.9907194
https://doi.org/10.1037/qup0000215
https://doi.org/10.53299/jppi.v3i2.328
https://doi.org/10.1177/2158244021998694
https://doi.org/10.55927/jpmb.v1i8.1817
https://doi.org/10.24036/kjie.v6i1.34
https://doi.org/10.17509/ijal.v10i3.31753
https://doi.org/10.1080/0142159X.2022.2057287

Pirgianti, N. W., Dantes, K. R., & Werang, B. R. (2023). The Contribution of the Principal’s
Servant Leadership, School Culture, Teacher Commitment, and Parent
Participation to Literacy Development. Jurnal Administrasi Pendidikan Indonesia,
14(1). https://doi.org/10.23887/jurnal_ap.v14i1.1850

Prawira, N. N. P& Utami, I. G. A. L. P. (2023a). The Implementation of Literacy Activities
in Primary School. Jurnal Imiah Pendidikan dan Pembelajaran, 7(1), 150—156.

Priya, A. (2021). Case Study Methodology of Qualitative Research: Key Attributes and
Navigating the Conundrums in Its Application. Sociological Bulletin, 70(1), 94—110.
https://doi.org/10.1177/0038022920970318

Rahmadanita, A. (2022). Rendahnya Literasi Remaja di Indonesia: Masalah dan Solusi.
Jurnal Pustaka llmiah, 8(2), 55. https://doi.org/10.20961/jpi.v8i2.66437

Rahmawati, R., Rubini, B.,, & Novita, L. (2025). Strategies for Improving Teacher
Performance Using a Local Expertise Approach: A Study Using POP-SDM. Business
and Applied Management Journal, 3(2), 238-251.
https://doi.org/10.61987/bamj.v3i2.1635

Rinah, R. (2023). Peningkatan Kemampuan Peserta Didik terhadap Baca Tulis Al-Qur’an
melalui Guru Pendidikan Agama Islam. Journal on Education, 5(3), 7210-7220.
https://doi.org/10.31004/joe.v5i3.1450

Rofig, M., & Suwandi, M. A. (2023). Implementation of Innovation and Literacy in Islamic
Education Curriculum Development. Jurnal Penelitian Multidisiplin, 2(2), 8—14.

Sibusiso Mchunu, B., Justice Zondi, M., & Myboy Nzimande, W. (2023). Principalship
Educational Policy Challenges in the Management of a Turbulent School
Environment. https://doi.org/10.5772/intechopen.108504

Sogalrey, F. A. M., Madhakomala, R., Santosa, H., & Jamil, A. 1. B. (2022). The Influence of
Educators’ Perceptions of Principal Leadership and School Culture on Digital
Teacher Literacy Services at School. Al-Tanzim: Jurnal Manajemen Pendidikan
Islam, 6(4). https://doi.org/10.33650/al-tanzim.v6i4.3987

Sumiran, S., Waston, W., Zamroni, Z., & Mahmudah, F. N. (2022). The Principal’s Role in
Improving the Quality: A Concepts Framework to Developing School Culture.
Frontiers in Education, 7, 854463. https://doi.org/10.3389/feduc.2022.854463

Suratman, S., & Sugiyono, S. (2025). The Mediating Role of Teachers' Digital Competence
in the Relationship Between Curriculum Management and Smart Learning.
Business and  Applied Management  Journal, 3(2), 315-326.
https://doi.org/10.61987/bamj.v3i2.1646

Suryati, S. (2022). Principal’s Leadership Strategy in Overcoming the Influence of Social
Media on Students. Jurnal Pendidikan dan Pengajaran Guru Sekolah Dasar
(JPPGuseda), 5(1), 51-54. https://doi.org/10.55215/jppguseda.v5il1.5040

Susanti, N., Faizah, H., Sinaga, M., & ljayani. (2023). The Effect of Principal
Transformational Leadership and Teacher Digital Literacy on State High School
Teacher Professionalism. AL-ISHLAH: Jurnal Pendidikan, 15(4), 6457-6467.
https://doi.org/10.35445/alishlah.v15i4.3113

Taquette, S. R., & Borges da Matta Souza, L. M. (2022). Ethical Dilemmas in Qualitative
Research: A Critical Literature Review. International Journal of Qualitative
Methods, 21, 1-15. https://doi.org/10.1177/16094069221078731

Thompson, L. D., & Brezicha, K. (2022). Under Pressure: Leadership for Literacy and
Cultural Responsiveness. Journal of Cases in Educational Leadership, 25(4), 352—
363. https://doi.org/10.1177/15554589221119406

328 MANAGERE : Indonesian Journal of Educational Management, Vol. 8 No. 3 (2026), p. 313-329
Available online at https://serambi.org/index.php/managere


https://doi.org/10.23887/jurnal_ap.v14i1.1850
https://doi.org/10.1177/0038022920970318
https://doi.org/10.20961/jpi.v8i2.66437
https://doi.org/10.61987/bamj.v3i2.1635
https://doi.org/10.31004/joe.v5i3.1450
https://doi.org/10.5772/intechopen.108504
https://doi.org/10.33650/al-tanzim.v6i4.3987
https://doi.org/10.3389/feduc.2022.854463
https://doi.org/10.61987/bamj.v3i2.1646
https://doi.org/10.55215/jppguseda.v5i1.5040
https://doi.org/10.35445/alishlah.v15i4.3113
https://doi.org/10.1177/16094069221078731
https://doi.org/10.1177/15554589221119406

Wagner, D. A.,, & Hedidar, W. (2023). Literacy and International Development. In
International Encyclopedia of Education (Fourth Edition) (pp. 717—-722). Elsevier.
https://doi.org/10.1016/B978-0-12-818630-5.07110-4

Wibowo, U. B., Sayekti, O. M., & Dewanti, S. R. (2023). Nature and Skills of Effective
Leadership for the Success of Literacy Programs in Elementary Schools. Jurnal
Prima Edukasia, 11(2), 286—293. https://doi.org/10.21831/jpe.v11i2.62816

Xu, F., Gage, N. A, Lane, H. B., Contesse, V., O’Steen, G., & Bason, F. (2025). An
Observational Study of Student Reading Engagement During UFLI Intensive
Intervention. Reading & Writing Quarterly, 1-17.
https://doi.org/10.1080/10573569.2024.2448195

Yang, L., & Lin, Y. (2025). Educator-Principal and School Culture: A Case Study Analysis.
Journal of Management and Social Development, 2(3), 35-45.
https://doi.org/10.62517/jmsd.202512305

Zairul, M. (2021). Can Member Check Be Verified in Real Time? Introducing ARC (Asking,
Record, Confirm) for Member Checking Validation Strategy in Qualitative
Research. Engineering Journal, 25(1), 245-251.
https://doi.org/10.4186/e}.2021.25.1.245

MANAGERE : Indonesian Journal of Educational Management, Vol. 8 No. 3 (2026), p. 313-329 329
Available online at https://serambi.org/index.php/managere


https://doi.org/10.1016/B978-0-12-818630-5.07110-4
https://doi.org/10.21831/jpe.v11i2.62816
https://doi.org/10.1080/10573569.2024.2448195
https://doi.org/10.62517/jmsd.202512305
https://doi.org/10.4186/ej.2021.25.1.245

