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	Abstract: This study examines leadership strategies used by PKBM heads to build sustainable community partnerships, with attention to educator involvement and communication. Using a qualitative multi-site design, the research was conducted at PKBM Merah Putih and PKBM Azka Bamega in Kotabaru Regency, involving two heads, ten educators, and six community partners. Data were gathered through interviews, observation, and documentation, then analyzed inductively with Miles and Huberman’s (2014) interactive model and triangulation. Findings indicate that PKBM Merah Putih used participatory leadership, engaging educators in evaluations and collaborative decisions, whereas PKBM Azka Bamega relied on centralized leadership, strong in external partnerships but limited in educator participation. Communication combined coordination meetings, local collaboration, and contextual approaches. Cross-site synthesis revealed an adaptive integrative model balancing internal collaboration and external coordination. The study offers a context-responsive framework for non-formal education governance and practical guidance for strengthening educator capacity, communication, and sustainable partnerships in similar community-based settings nationwide.

Abstrak: Penelitian ini menganalisis strategi kepemimpinan kepala PKBM dalam membangun kemitraan masyarakat yang berkelanjutan, dengan menekankan keterlibatan pendidik dan komunikasi. Menggunakan desain kualitatif multi-situs, penelitian dilakukan di PKBM Merah Putih dan PKBM Azka Bamega di Kabupaten Kotabaru, melibatkan dua kepala PKBM, sepuluh pendidik, dan enam mitra masyarakat. Data dikumpulkan melalui wawancara, observasi, dan dokumentasi, kemudian dianalisis secara induktif menggunakan model interaktif Miles dan Huberman dengan triangulasi. Hasil menunjukkan bahwa PKBM Merah Putih menerapkan kepemimpinan partisipatif dengan melibatkan pendidik dalam evaluasi dan pengambilan keputusan, sedangkan PKBM Azka Bamega menerapkan kepemimpinan terpusat yang kuat dalam kemitraan eksternal namun terbatas dalam partisipasi pendidik. Strategi komunikasi menggabungkan rapat koordinasi, kolaborasi lokal, dan pendekatan kontekstual. Sintesis lintas situs menghasilkan model kepemimpinan integratif adaptif yang menyeimbangkan kolaborasi internal dan koordinasi eksternal. Studi ini menawarkan kerangka konseptual dan panduan praktis bagi pengelolaan PKBM berkelanjutan.



A. Introduction
In contemporary educational discourse, non‑formal education has become a strategic instrument for expanding equitable access to learning, particularly for communities underserved by formal schooling. Community Learning Centers (Pusat Kegiatan Belajar Masyarakat or PKBM) are designed not merely as alternative institutions, but as community‑based ecosystems that integrate literacy, vocational training, and personal development to empower learners across diverse socio‑economic backgrounds (Wati & Khotimah, 2023)
Their sustainability, however, is highly dependent on the leadership capacity of PKBM heads in fostering partnerships with local stakeholders. At the policy level, PKBM are mandated to support inclusive education and community empowerment, emphasizing contextual relevance, participatory governance, and adaptability to local needs. Indicators of effective PKBM management include clear vision and mission, optimal resource utilization, active educator involvement, and collaborative engagement with community leaders and organizations (Rosadi, 2021; Supriyanto, 2019). Yet, practice in the field reveals persistent challenges: limited infrastructure, insufficient technological integration, and uneven participation of educators in program planning. These gaps highlight the need for leadership strategies that balance operational efficiency with innovation and community collaboration.
The urgency of this research arises from the strategic role of PKBM as community‑based institutions that must balance operational efficiency, innovation in learning, and sustainable partnerships with society. Despite their importance in expanding educational access, PKBM continue to face structural and managerial challenges: limited resources, weak technological integration, low educator involvement in program planning, and insufficient collaboration with external stakeholders (Atieno, 2019). These conditions risk reducing the relevance and sustainability of PKBM programs, particularly in addressing diverse community needs. Leadership becomes the central determinant of whether PKBM can transform these challenges into opportunities. Effective leadership is expected to articulate a clear vision, mobilize resources, strengthen educator competence, and foster participatory decision‑making. Yet, existing practices often reveal gaps between policy frameworks and implementation, where leadership styles tend to be either overly rigid hindering innovation or overly flexible reducing operational effectiveness. This imbalance underscores the need for adaptive and contextual leadership strategies that can harmonize efficiency, innovation, and collaboration with communities.
Previous studies on PKBM have tended to examine isolated aspects such as learner motivation (Safitri & Santoso, 2022), innovation in non-formal pedagogy (Elpalina et al., 2024), or managerial aspects in isolation (Hartini et al., 2021). However, these perspectives remain fragmented and do not integrate the interplay between leadership style, educator involvement, and communication strategies. This study addresses that gap by analyzing these dimensions holistically, thereby offering a more comprehensive understanding of PKBM governance.
The novelty of this research lies in its multi‑site comparative design, which synthesizes findings from PKBM Merah Putih and PKBM Azka Bamega to propose an adaptive integrative leadership synthesis model. This model demonstrates how participatory internal collaboration and centralized external coordination can complement each other in sustaining community‑responsive PKBM. The study thus contributes theoretically to the discourse on adaptive leadership in non‑formal education governance.
To achieve its objectives, this study addresses three main research questions: how PKBM heads formulate and implement adaptive leadership strategies in building sustainable community partnerships, how educator involvement varies across different leadership orientations, and how communication strategies function as mediating mechanisms in sustaining institutional effectiveness and community engagement. By integrating these questions, the study provides both theoretical and practical contributions to the field of non-formal education leadership. Theoretically, it proposes an Adaptive Integrative Leadership Model that bridges transformational and situational leadership perspectives, demonstrating how participatory internal collaboration and centralized external coordination can be combined in a context-responsive manner. Practically, the study offers actionable insights for PKBM leaders and stakeholders to design adaptive leadership strategies, strengthen educator involvement, and optimize communication practices in fostering sustainable partnerships. Furthermore, it contributes to policy development by presenting an evidence-based framework to enhance governance effectiveness and responsiveness of PKBM within diverse socio-cultural contexts.

B. Method
This study employed a descriptive qualitative approach designed to explore in depth the leadership strategies of PKBM heads in building community partnerships. The choice of this approach was based on its capacity to capture complex educational phenomena without external manipulation, allowing the researcher to interpret meanings that emerge from authentic experiences of educational actors. Such a design is particularly relevant for examining socio-cultural dynamics, managerial practices, and challenges arising from differences in resources and participation across PKBM.
The research was conducted in two PKBM located in Kotabaru District, South Kalimantan, Indonesia: PKBM Merah Putih and PKBM Azka Bamega. These sites were purposively selected because they represent contrasting conditions. PKBM Merah Putih emphasizes participatory leadership and educator involvement, yet faces limitations in technological integration. PKBM Azka Bamega applies centralized leadership, strong in community partnerships, but challenged by low educator participation in program planning. Data collection was carried out over six months (July 2025–January 2026), providing sufficient time for observation, interviews, and documentation.
Participants included PKBM heads, educators, staff members, and community partners directly involved in program implementation. Respondents were identified using a snowball sampling technique, ensuring that individuals with relevant knowledge and experience were progressively included. In total, the study involved 2 PKBM heads, 10 educators, 4 staff members, and 6 community partners.

Table 1. Participant Profile
	Code
	Position
	Years of Experience
	Institution

	H1
	PKBM Head
	12
	PKBM Merah Putih

	H2
	PKBM Head
	10
	PKBM Azka Bamega

	T1–T5
	Educators/Tutors
	5–15
	PKBM Merah Putih

	T6–T10
	Educators/Tutors
	4–12
	PKBM Azka Bamega

	S1–S4
	Staff Members
	3–8
	Both PKBM

	C1–C6
	Community Partners
	7–20
	Both PKBM



Data were collected through three complementary techniques. In‑depth interviews, conducted in semi‑structured format, served as the primary method to elicit perceptions, roles, and practices related to leadership, educator involvement, and community collaboration. Observation was carried out through direct engagement in PKBM activities, enabling the documentation of social interactions among PKBM heads, educators, and learners, as well as the practical application of leadership and partnership strategies. Documentation included official records, reports, organizational structures, and visual materials, which provided historical and contextual evidence. Triangulation of interviews, observations, and documentation ensured comprehensiveness and credibility of the findings.
To guarantee trustworthiness, the study applied Lincoln & Guba (1985) framework. Credibility was maintained through prolonged engagement, triangulation of sources and methods, and member checking. Dependability was ensured by maintaining an audit trail of coding and analysis procedures. Confirmability was strengthened through reflexive notes and peer debriefing to minimize researcher bias. Transferability was supported by providing thick descriptions of the research context, allowing applicability in similar PKBM settings.
Data analysis followed Miles & Huberman (2014) interactive model, which emphasizes iterative cycles of data condensation, data display, and conclusion drawing/verification. Analysis was conducted at two levels. At the single‑site level, each PKBM was examined independently to uncover distinctive leadership strategies, contextual challenges, and specific practices in building community partnerships. At the cross‑site level, findings from both PKBM were compared and integrated to identify broader patterns and thematic consistencies, thereby strengthening validity through replication logic.
The research flow proceeded through sequential stages: orientation, exploration, data analysis, verification, and conclusion. The orientation stage involved initial contact, site selection, and ethical clearance. Exploration consisted of data collection through interviews, observation, and documentation. Data analysis was carried out at both single‑site and cross‑site levels using Miles and Huberman’s model. Verification was achieved through triangulation, member checking, and peer review. Finally, the conclusion stage synthesized findings into an adaptive integrative leadership model.
To enhance clarity, a research flow chart diagram is presented immediately after this narrative. The diagram illustrates the sequential stages horizontally, from orientation to conclusion, thereby providing a visual representation of the systematic process undertaken in this study.


[image: ]
Figure 1. Research Flow

C. Result
Leadership Strategies of PKBM Heads
The findings of this study reveal that both PKBM under investigation, Merah Putih and Azka Bamega have adopted leadership strategies to strengthen community partnerships, yet the orientations and emphases differ significantly. At PKBM Merah Putih, leadership was predominantly participatory. The head of PKBM actively involved educators in routine evaluation forums, encouraging collaborative decision-making and reflective practice. Partnerships were established with local community leaders and organizations to support literacy programs and vocational training. Educators emphasized the importance of shared responsibility, noting that participatory leadership fostered a sense of ownership and motivation. However, technological integration remained limited, constraining innovation in learning delivery.

“We always hold evaluation meetings together with tutors and staff. This way, everyone feels responsible for the success of the program, and the community also sees that PKBM belongs to them.” (Head of PKBM Merah Putih, translated).

This orientation reflects a leadership style that values inclusivity and collaboration, embedding community participation into institutional practices. The emphasis was on building a culture of dialogue and collective problem-solving, even though infrastructural and technological constraints posed challenges.
In contrast, PKBM Azka Bamega adopted a more centralized and structural leadership approach. Decision-making was concentrated in the hands of the PKBM head, with educators playing a more limited role in planning. Despite this, the institution demonstrated strong external partnerships, particularly with local enterprises and religious organizations, which supported vocational programs and contextual learning activities. The leadership emphasized efficiency and structural clarity, ensuring that programs were well-organized and aligned with community needs.

“We collaborate with local businesses and religious institutions to provide training and moral guidance. This helps learners not only gain skills but also strengthen their values and discipline.” (Head of PKBM Azka Bamega, translated)

This orientation highlights the strength of centralized leadership in mobilizing external resources and sustaining community trust, though it risks limiting educator innovation and participation.
Overall, the comparative findings show that while PKBM Merah Putih relied on participatory leadership and internal collaboration, PKBM Azka Bamega emphasized structural authority and external partnerships. Both approaches were effective in their respective contexts, underscoring that PKBM leadership strategies must be adapted to institutional resources, community values, and organizational culture.

Educator Involvement
The findings of this study emphasize the central role of educator involvement in sustaining the quality and relevance of PKBM programs. Educators are not merely instructional agents but also strategic partners in shaping institutional culture, strengthening community collaboration, and ensuring program sustainability. Their participation, however, varied significantly between PKBM Merah Putih and PKBM Azka Bamega, reflecting differences in leadership orientation and organizational practices.
At PKBM Merah Putih, educator involvement was active and participatory. Tutors were consistently engaged in program evaluation meetings, where they contributed ideas for improving literacy modules and vocational training. This participatory model fostered a sense of ownership and collective responsibility among educators, motivating them to innovate despite limited technological resources. One tutor explained:

 “As tutors, we are not only teaching but also involved in planning and evaluation. This makes us feel valued and motivated to innovate, even though facilities remain limited.” (Tutor, PKBM Merah Putih).

This statement illustrates how participatory leadership empowered educators to see themselves as co-creators of PKBM programs rather than passive executors. Their involvement extended beyond classroom instruction to include community outreach activities, such as literacy campaigns and skill-based workshops. The collaborative atmosphere encouraged reflective practice and strengthened the bond between PKBM and its surrounding community.
In contrast, at PKBM Azka Bamega, educator involvement was more limited and structurally constrained. Tutors primarily acted as implementers of programs designed by the PKBM head, with minimal opportunities to contribute to strategic planning. While this centralized approach ensured organizational clarity and efficiency, it reduced the space for pedagogical innovation and professional growth. One tutor noted:

 “Most program decisions are determined by the PKBM head. We mostly act as implementers, so the space to provide input is still limited.” (Tutor, PKBM Azka Bamega).

This perspective reflects the hierarchical nature of leadership at PKBM Azka Bamega, where educators were positioned as executors rather than partners in decision-making. Although external partnerships with local enterprises and religious institutions enriched program content, the lack of active educator participation in planning posed challenges for sustainability and innovation.
Despite these differences, both PKBM recognized the importance of educators in maintaining program quality. At PKBM Merah Putih, involvement was framed as collective responsibility, while at PKBM Azka Bamega, it was structured within a top-down model. The comparative findings suggest that educator involvement is most effective when balanced between participatory engagement and organizational clarity.
Overall, the study underscores that educator involvement is not merely a technical function but a strategic dimension of PKBM leadership. Active participation enhances motivation, fosters innovation, and strengthens community trust, while limited involvement risks reducing program relevance and adaptability. The implication is clear: PKBM heads must design leadership strategies that empower educators as partners in planning, implementation, and evaluation, thereby ensuring that non-formal education remains responsive, inclusive, and sustainable.

Communication Strategies of PKBM Heads
The findings demonstrate that communication strategies play a decisive role in shaping PKBM leadership effectiveness and sustaining community partnerships. Communication was not only a technical process of information exchange but also a cultural practice reflecting leadership orientation, organizational values, and responsiveness to community needs.
At PKBM Merah Putih, communication was dialogical and participatory, supported by formal structures and official deliberations. The head of PKBM regularly organized coordination meetings with tutors and staff, creating open forums where ideas could be shared and evaluated collectively. This participatory style fostered transparency, inclusivity, and trust, ensuring that educators and community members felt involved in decision‑making. As the head explained:

“We always hold coordination meetings with tutors and the community. In this way, all parties feel involved and decisions are more easily accepted.” (Head of PKBM Merah Putih).

“We are encouraged to express our ideas during evaluation meetings, so we feel respected and part of the institution’s progress.” (Tutor, PKBM Merah Putih)

This participatory communication strengthened internal collaboration and reinforced PKBM’s identity as a community‑based learning center. In contrast, PKBM Azka Bamega adopted a more formal and directive communication strategy, emphasizing structured reporting and coordination with external stakeholders, particularly local enterprises and religious institutions. Communication was often top‑down, with tutors receiving instructions rather than engaging in dialogue. One tutor noted:

 “Communication in this PKBM is mostly in the form of instructions from the head. We follow the directions given, especially regarding vocational programs and collaborations with external partners.” (Tutor, PKBM Azka Bamega)

This directive style ensured organizational clarity and efficiency in managing partnerships and vocational training programs, but limited opportunities for educators to contribute to strategic discussions, thereby reducing innovation and adaptability.
Both PKBM demonstrated the importance of communication in sustaining institutional credibility and community trust, but with different emphases. PKBM Merah Putih leaned toward formal participatory dialogue, where communication patterns combined top‑down directives, bottom‑up feedback, horizontal collaboration among educators, and lateral engagement with community leaders. This structured yet dialogical approach fostered inclusivity and transparency, ensuring that educators and community members were actively involved in decision‑making. In contrast, PKBM Azka Bamega relied more on directive and relational communication, emphasizing top‑down instructions and informal exchanges. This style strengthened external partnerships with enterprises and religious institutions, but limited systematic educator input in planning and evaluation.
The cross‑site synthesis revealed an Adaptive PKBM Communication Model that integrates participatory dialogue for internal collaboration and directive clarity for external coordination. Participatory dialogue fosters transparency, educator motivation, and innovation, while directive clarity ensures efficiency, credibility, and strong community partnerships. This hybrid approach demonstrates that effective PKBM communication must adaptively combine formal legitimacy with informal trust, thereby ensuring responsiveness to both internal stakeholders and external community partners.
Table 2. Cross‑Site Findings on Leadership Strategies of PKBM Heads
	Leadership Strategy
	Site 1 (PKBM Merah Putih)
	Site 2 (PKBM Azka Bamega)
	Cross‑Site Synthesis

	Formulation of Contextual Vision and Mission
	Vision and mission formulated through deliberation with tutors and community, emphasizing local relevance.
	Tutors involved directly in vision and mission formulation, focusing on learners’ and community needs.
	Both PKBM emphasize contextual vision and mission based on local needs. Merah Putih is more formal, Azka Bamega more flexible and directly tutor‑driven.

	Decision‑Making
	Decisions made openly, involving tutors and staff in routine meetings.
	Decisions made through deliberation without formal mechanisms, tutors provide direct input.
	Both emphasize openness. Merah Putih is more structured, Azka Bamega more informal and flexible.

	Resource Management
	Simple facilities used creatively, community support mobilized to overcome limitations.
	PKBM head demonstrates loyalty by preparing laptops for national exams (UNBK) and training learners.
	Merah Putih emphasizes efficiency in limited facilities, Azka Bamega highlights loyalty and readiness for exam facilities.

	Educator Empowerment
	Tutors given space to provide input, involved in program planning, trusted to adapt methods.
	PKBM head directs learning system, involves tutors in vision and mission, grants full trust.
	Both emphasize tutor empowerment; Merah Putih more participatory, Azka Bamega more directive yet nurturing.



Table 2 presents cross-site findings on leadership strategies at PKBM Merah Putih and PKBM Azka Bamega, showing that both institutions emphasize contextual vision, openness in decision-making, and educator empowerment, yet differ in their implementation. PKBM Merah Putih adopts a more formal and participatory approach, while PKBM Azka Bamega tends to be more flexible and directive. These differences are also reflected in resource management, where Merah Putih focuses on efficiency under limited conditions, whereas Azka Bamega highlights institutional readiness and support. Overall, these patterns indicate that leadership strategies are adaptive and shaped by context, resources, and organizational culture. Building on these findings, Table 3 further illustrates how these differing leadership orientations influence the extent and nature of educator involvement across both PKBM contexts.

Table 3. Cross‑Site Findings on Educator Involvement
	Educator Involvement
	Site 1 (PKBM Merah Putih)
	Site 2 (PKBM Azka Bamega)
	Cross‑Site Synthesis

	Participation in Program Planning
	Tutors involved in routine meetings, providing input on learner needs.
	Tutors involved in vision and mission formulation, giving direct input without formal mechanisms.
	Both involve tutors in planning; Merah Putih emphasizes structure and timeliness, Azka Bamega more flexible and informal.

	Teaching Practices
	Tutors adapt methods to adult learners, using flexible and adaptive approaches.
	Tutors employ project‑based and face‑to‑face methods, tailored to adult learners with family responsibilities.
	Teaching methods adapted to learner conditions; Merah Putih more flexible, Azka Bamega emphasizes project work and direct interaction.

	Contribution to Evaluation
	Tutors participate in program evaluation through discussions with PKBM head and learners.
	Tutors join evaluation through deliberation, feedback used to improve learning system.
	Evaluation is participatory in both PKBM; Merah Putih emphasizes learner involvement, Azka Bamega emphasizes tutor feedback.

	Innovation Development
	Tutors develop community‑based innovations, using simple technology (e.g., WhatsApp) for communication and coordination.
	Tutors develop community‑based innovations focusing on practical skills and learner motivation.
	Both emphasize community‑based innovation; Merah Putih relies on simple technology, Azka Bamega focuses on strengthening skills and motivation.



Table 3 shows that educator involvement in both PKBM covers planning, teaching, evaluation, and innovation, but differs in depth. PKBM Merah Putih demonstrates more structured and participatory involvement, while PKBM Azka Bamega tends to be more flexible but directive, with educators largely acting as implementers.
These differences are closely related to communication strategies in Table 4. Both PKBM apply multidirectional communication, but Merah Putih emphasizes dialogical and participatory interaction, whereas Azka Bamega relies more on directive communication to support efficiency and external partnerships.

Table 4. Cross‑Site Findings on Communication Strategies of PKBM Heads
	Communication Strategy
	Site 1 (PKBM Merah Putih)
	Site 2 (PKBM Azka Bamega)
	Cross‑Site Synthesis

	Top‑Down
	PKBM head delivers policies and technical instructions clearly in meetings, including schedule adjustments and accreditation preparation.
	PKBM head provides firm instructions regarding national exams (ANBK) and learning systems, giving tutors clear work guidelines.
	Both emphasize clarity of instructions; Merah Putih stresses collaborative aspects, Azka Bamega emphasizes firmness and structure.

	Bottom‑Up
	Tutors and learners given space to provide input in formal meetings and informal discussions.
	PKBM head accepts direct input from tutors and learners without rigid formal mechanisms.
	Bottom‑up communication applied in both PKBM; Merah Putih more formal via meetings, Azka Bamega more flexible.

	Horizontal
	Tutors coordinate in preparing modules, social activities, and community‑based training.
	Tutors collaborate in planning learning, vocational training, and social activities with the community.
	Horizontal communication strengthens tutor collaboration in both PKBM; Merah Putih emphasizes academic coordination, Azka Bamega emphasizes practical and vocational coordination.

	Lateral
	PKBM head communicates with community leaders through informal meetings and collaborates with external institutions (local government, health centers).
	PKBM head actively builds relationships with local organizations and government to support training and social activities.
	Lateral communication strengthens institutional legitimacy; Merah Putih focuses on social collaboration, Azka Bamega on external and governmental support.



Table 4 shows that both PKBM apply multidirectional communication (top-down, bottom-up, horizontal, and lateral), but with different emphases. PKBM Merah Putih uses more dialogical and participatory communication to support transparency and collaboration, while PKBM Azka Bamega relies on more directive and relational communication to ensure efficiency and strengthen external partnerships.
These patterns are synthesized in Figure 2 into an adaptive integrative model, where participatory communication strengthens internal collaboration, and directive communication supports external coordination, forming a balanced and context-responsive leadership framework.
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Figure 2. Adaptive PKBM Leadership Model: Cross-Site Synthesis

D. Discussion
The findings of this study highlight that leadership strategies in PKBM are not monolithic but adaptive to socio-cultural, economic, and organizational contexts. The cross-site analysis between PKBM Merah Putih and PKBM Azka Bamega demonstrates complementary approaches, indicating that effective community-based education can be achieved through diverse pathways, while remaining responsive to local conditions and sustaining inclusivity (Wati & Khotimah, 2023). At PKBM Merah Putih, leadership is characterized by participatory practices, where collective decision-making and active tutor involvement in planning and evaluation foster a culture of shared responsibility and motivation. This aligns with Yukl’s view of leadership as the ability to influence and motivate members toward shared goals (Prasetyo, 2022), as well as transformational leadership principles emphasizing vision, empowerment, and dialogue (Norlatifah et al., 2024; Sulaxono et al., 2020; Sundari et al., 2022). In contrast, PKBM Azka Bamega adopts a centralized approach, where decision-making is concentrated at the leadership level, ensuring efficiency and strong external partnerships, yet limiting opportunities for educator innovation. This reflects perspectives on leadership focused on efficiency and productivity (Hidayati & Suriansyah, 2022; Suriansyah & Abidin, 2023). Educator involvement emerges as a critical factor in sustaining PKBM programs, with active participation at PKBM Merah Putih fostering innovation, while more limited involvement at PKBM Azka Bamega highlights risks of hierarchical structures (Ar & Yaqien, 2024; Celia & Aslamiah, 2024; Sulaxono et al., 2020; Suriansyah, 2017). Communication strategies further illustrate this dynamic, as PKBM Merah Putih emphasizes dialogical communication to build transparency and collaboration, whereas PKBM Azka Bamega relies on directive communication to strengthen coordination and external partnerships (Amelia & Suriansyah, 2019; Regassa & Mamo, 2024). 
The cross-site synthesis reveals that effective PKBM leadership requires balancing participatory internal collaboration with directive external coordination. Participatory strategies enhance motivation, innovation, and trust, while directive strategies support efficiency and institutional stability, reflecting an integration of transformational leadership, which emphasizes vision and empowerment (Duran & Cemaloğlu, 2024; Thohirin et al., 2024), and situational leadership, which adapts to contextual realities (Mercetic & Vukotic, 2020; Nuhiya et al., 2024; Zukhruf & Azani, 2023). These findings are supported by international studies highlighting adaptability, resilience, and communication as key factors in sustaining educational institutions (Regassa & Mamo, 2024; Katsikas, 2025; Ugli et al., 2025). Overall, this study demonstrates that leadership strategies, educator involvement, and communication practices are interdependent in ensuring PKBM sustainability, and proposes an adaptive, contextual, and integrative leadership approach as essential for strengthening non-formal education governance.



E. Implication
The findings of this study contribute significantly to educational administration, particularly in non-formal education leadership and community partnership management, through theoretical, practical, and policy implications. Theoretically, the study reinforces that PKBM leadership must integrate managerial, social, and cultural dimensions, showing that participatory leadership with strong educator involvement and centralized leadership with strong external partnerships are complementary and context-dependent. The proposed Adaptive PKBM Leadership Model extends transformational and situational leadership theories by demonstrating how vision, empowerment, and contextual adaptation operate in non-formal education settings, aligning with global perspectives on adaptability and resilience. Practically, the study highlights that educator involvement must encompass planning, reflection, and community engagement, encouraging PKBM leaders to empower tutors, foster innovation through simple technologies, and balance dialogical and directive communication. From a policy perspective, the findings emphasize the importance of adaptive communication, participatory leadership training, and hybrid leadership models in strengthening PKBM governance. Overall, the study underscores that sustainable PKBM management depends on the integrated synergy of leadership, educator involvement, and communication strategies across diverse contexts.

F. Limitation and Suggestion for Further Research
Despite its contributions, this study has several limitations that must be acknowledged. First, the research design was qualitative and limited to two PKBM sites, which restricts the generalizability of the findings to broader contexts. Although the multi-site approach provided in-depth insights, the scope remains geographically and institutionally narrow, making the conclusions context-bound to Kotabaru’s socio-cultural setting. Second, data collection relied heavily on interviews, observations, and documentation, which may be subject to researcher bias and participant subjectivity. In particular, responses from PKBM heads and tutors may have been influenced by social desirability bias, where participants present themselves or their institutions more positively than reality. Although triangulation was applied to enhance credibility, the absence of quantitative measures limits statistical validation.
Furthermore, this study primarily focused on leadership strategies, educator involvement, and communication practices, without exploring other important dimensions such as large-scale parental involvement, digital learning integration, or long-term learner outcomes. These limitations suggest the need for broader and more comprehensive investigations. Future research is recommended to involve more diverse PKBM contexts across regions, apply mixed-method approaches to strengthen validity, and examine additional variables that may influence the sustainability and effectiveness of non-formal education.


G. Conclusion
This study examines leadership strategies of PKBM heads in building community partnerships, educator involvement in sustaining program quality, and communication practices aligning governance with community needs. The findings reveal that PKBM leadership is contextually adaptive, with participatory collaboration at PKBM Merah Putih and centralized, partnership-oriented leadership at PKBM Azka Bamega, both converging toward sustainable and inclusive community-based learning. Educator involvement emerges as a critical factor in enhancing responsiveness and innovation, while communication strategies play a key role in fostering trust, where dialogical approaches support inclusivity and directive approaches ensure efficiency. Overall, PKBM effectiveness depends on the synergy of leadership, educator engagement, and communication practices. This study proposes an Adaptive Integrative Leadership Framework that bridges transformational and situational leadership, offering both theoretical contribution and practical guidance for strengthening non-formal education governance in diverse contexts.
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