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Abstract

This study analyzes the dynamics of institutional transformation
in Islamic boarding schools in Indonesia in the face of the digital
disruption era, which is characterized by rapid social,
technological, and educational changes. Using a systematic
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resulted in a holistic transformation model based on local
wisdom that integrates five strategic dimensions: leadership
transformation, curriculum, pedagogy, management, and
external networks. This model emphasizes the importance of
Kyai leadership as Norm Entrepreneurs, the integration of
traditional values with modern innovation, and the continuous
strengthening of organizational capacity.

INTRODUCTION

Islamic boarding schools, as the oldest Islamic educational institutions in
Indonesia, play a strategic role in shaping the character and intellectuality of Muslims
(Al Faruq et al., 2025). The existence of Islamic boarding schools, which has lasted
for centuries, proves their irreplaceable relevance and contribution in maintaining the
continuity of Islamic scientific traditions (Hamidah & Chasannudin, 2021). Ideally,
Islamic boarding schools are expected to become centers of knowledge development
that integrate Islamic values with modern academic competencies, producing
graduates who have spiritual depth, emotional maturity, and intellectual excellence to
respond to the challenges of the times (Yusuf & Ali, 2025). The transformation of
Islamic boarding schools into educational institutions that are responsive to social
change while maintaining their religious identity is a necessity in the era of
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globalization and the fourth industrial revolution (Ramadhan et al., 2024). Pesantren
must be able to adapt dynamically without losing their classical scholarly spirit,
develop a comprehensive curriculum that balances religious and general knowledge,
and build a modern management system that is professional and sustainable.

However, empirical reality shows a significant gap between the ideal and the
actual conditions of Islamic boarding schools in Indonesia. Data from the Ministry
of Religious Affairs in 2023 shows that of the 28,194 Islamic boarding schools spread
across Indonesia, only about 35% have integrated the formal education system with
Islamic boarding school traditions (N'am & Arafah, 2024). The majority of Islamic
boarding schools still maintain a purely traditional education model without
significant adaptation to the competency requirements of the 21st century. The
structural problems faced by Islamic boarding schools are very complex, including
internal resistance to curriculum change (Hanif et al., 2024), limited human resources
with dual competencies, minimal technological infrastructure with only 42% of
Islamic boarding schools having adequate internet access, and a charismatic kyai-
based management system without a standardized organizational structure (Firdaus et
al., 2025). The COVID-19 pandemic has exacerbated the situation by forcing
accelerated digitalization that is not matched by infrastructure readiness and digital
competencies (Supriyono, 2022).

Previous studies have explored various aspects of pesantren transformation
(Ardiansyah et al., 2021). Studies on pesantren modernization reveal a fundamental
dilemma between preserving tradition and adopting innovation (Syah et al., 2025).
Research on change management shows that visionary kyai leadership, openness to
stakeholders, and alumni participation are the main determinants of successful
transformation (Hidayah et al., 2024). Studies on technology integration find that the
adoption of digital technology still faces strong cultural and structural barriers
(Rochim et al., 2025). However, these studies tend to be partial and do not provide a
comprehensive framework that holistically integrates the various dimensions of
transformation. The identified research gap shows a lack of studies that integrate
structural problem analysis with strategic solutions based on the sociocultural context
of Indonesian Islamic boarding schools (Surip et al., 2024). The majority of studies
focus on a single aspect without looking at the systemic interconnections between
the dimensions of transformation (Ramadhan et al., 2024). There is no theoretical
framework that explains the mechanism of pesantren transformation by considering
the uniqueness of the institution as a community-based institution with distinctive
value systems and organizational culture (Surip et al, 2024). Research on
transformation strategies also pays little attention to sustainability and scalability
(Sholeh et al.,, 2025). An empirical gap is evident in the lack of longitudinal data
tracking the long-term impact of transformation on graduate quality (Sukino et al.,
2023).

The novelty of this research lies in the development of a holistic
transformation model that systematically integrates five key dimensions. The first
dimension is the transformation of the curriculum based on 21st-century
competencies while maintaining the depth of classical Islamic scholarship. The
second dimension is the transformation of leadership from a charismatic-traditional
model to transformational-collaborative leadership. The third dimension is the
transformation of pedagogy from conventional learning to technology-based active
learning. The fourth dimension is the transformation of management from an
informal system to modern standardized management. The fifth dimension is the
transformation of networks through the strengthening of strategic partnerships with
universities, industry, and government. This model is built on an in-depth synthesis
of social change theory, institutional theory, transformative learning concepts, and
best practices in pesantren transformation. The theoretical contribution of this
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research is the formulation of a framework that is sensitive to the sociocultural
context of Indonesian pesantren. Practically, the research offers an applicable
implementation roadmap for pesantren managers of various scales and characteristics,
as well as a basis for Islamic education policymakers in designing effective pesantren
strengthening programs.

METHODS

This study uses a literature review approach with content analysis methods to
examine the problems and solutions of Islamic boarding school transformation in
Indonesia in the context of the digital disruption era. The content analysis method
was chosen for its ability to systematically and objectively analyze the content of
communication from various written sources, identify patterns of meaning, and
develop a deep understanding of social phenomena through the interpretation of
academic texts (Engkizar et al., 2023; 2024; 2025; Hamdi & Desvia, 2025; Komor &
Grzyb, 2023; Okenova et al., 2025; Oktavia et al., 2020; Putri et al., 2021; Ummah et
al., 2025). The content analysis approach used is qualitative, oriented towards a deep
understanding of the context, meaning, and conceptual relationships in the literature
on pesantren transformation. Qualitative content analysis allows researchers not only
to identify main themes, but also to understand the context in which the themes
arise, interpret implicit meanings, and reveal the theoretical and ideological
assumptions underlying various perspectives (Armita, 2025; Aryasutha et al., 2025;
Lindgren et al., 2020).

The research stages were carried out systematically through several interrelated
phases. The first phase was to determine the focus of the research and formulate
specific research questions, including identifying structural problems that hinder the
transformation of Islamic boarding schools, patterns of adaptation of Islamic
boarding schools, factors determining success, and models of transformation that are
appropriate to the sociocultural context of Indonesian Islamic boarding schools. The
second phase is the collection of literature sources through systematic literature
searches using various academic databases (Carrera-Rivera et al., 2022; Engkizar et
al., 2025). The third phase is the selection and evaluation of sources based on
relevance and quality criteria. The fourth phase is in-depth reading and systematic
recording to identify key information and important findings. The fifth phase is
content analysis through coding and categorization of themes using an inductive-
deductive approach (Sauer & Seuring, 2023).

The sixth phase is the synthesis and interpretation of findings by integrating
various theoretical perspectives. The final phase is the development of a theoretical
framework that provides theoretical and practical contributions (Ps et al., 2024). The
data sources are scientific journal articles that have undergone peer review and were
published between 2018 and 2024 to ensure their relevance and topicality in the
context of contemporary pesantren transformation (Azarian et al., 2023). The selection
of this six-year period covers the pre-pandemic phase, the COVID-19 pandemic
period that forced the acceleration of digitalization, and the post-pandemic recovery
phase that featured new adaptations in pesantren educational practices (Muka et al.,
2020). The databases used include Scopus as a leading international database, Web of
Science for publications with high impact factors, Google Scholar to expand the
scope, and the SINTA accredited national journal portal for local literature relevant
to the Indonesian context (Kumar, 2023).

The literature search strategy was conducted systematically using a
combination of keywords in English and Indonesian. English keywords included
“pesantren transformation,” “Islamic boarding school,” “wadrasah modernization,”
“Islamic education reform,” “educational innovation,” “institutional change,” and
“digital disruption in Islamic education.” Indonesian keywords included
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“transformasi pesantren”’ (pesantren transformation), “Islamic Education”, “institutional
change”, “pesantren modernization”, “educational innovation”, and “pesantren
digitization”. Keyword combinations were used with Boolean operators AND and
OR to generate specific search results (Gusenbauer & Gauster, 2025). Searches were
also conducted through snowballing or backward citation tracking (Rogge et al.,
2024). The inclusion criteria were strict to ensure quality and relevance. The first
criterion was substantive relevance; articles had to discuss the institutional
transformation of Islamic boarding schools or similar Islamic educational institutions
with a focus on aspects of organizational change, curriculum, management, or
pedagogy (Neumann & Suen, 2018).

The second criterion is publication quality; articles must be published in
reputable journals that are at least indexed in Scopus or accredited by SINTA 1-2
(Steffen et al., 2024). The third criterion is clear and transparent methodology. The
fourth criterion is full-text accessibility for in-depth analysis. The fifth criterion is that
the publication must be in Indonesian or English (Costal et al., 2021). The exclusion
criteria cover several categories. The first category is the type of publication, such as
conference articles that have not been published in journals, books without standard
journal peer review, and theses that have not been published as journal articles. The
second category is publications without peer review, such as opinion articles or blogs.
The third category is articles without adequate methodological information (Hiebl,
2023). The fourth category is articles that are too general and do not specifically discuss
Islamic boarding schools. The fifth category is articles that are too narrow, only
discussing certain technical aspects without the context of institutional transformation
(Carrera-Rivera et al., 2022).

The literature selection process was carried out through several screening
stages. The first stage was title screening with 230 potential articles. The second stage
was abstract screening, which resulted in 156 articles (Usman et al., 2023). The third
stage was full-text reading for in-depth evaluation (Page et al., 2021). The fourth
stage was quality evaluation using a checklist that included clarity of research
questions, appropriateness of methodology, adequacy of data, depth of analysis,
validity of interpretation, and contribution to knowledge. Through this rigorous
selection process, 45 articles were obtained as the main basis for analysis. Content
analysis techniques were carried out using a qualitative approach that emphasized a
deep understanding of meaning and context. The analysis process began with
repeated reading or immersion in all selected articles to obtain a holistic
understanding (Vears & Gillam, 2022). The next stage was coding, in which units of
analysis in the form of paragraphs, sentences, or meaningful text segments were
identified and coded based on themes. Coding is done inductively by allowing
themes to emerge from the data, as well as deductively by using a theoretical
framework as a lens for analysis (Alyaqoub et al., 2024). The codes were then
categorized into broader themes through a categorization process and organized into
a hierarchical structure that shows the relationships between categories (Lyhne et al.,
2025). Content analysis uses three main complementary theoretical frameworks. The
first framework is Talcott Parsons' structural-functional theory to analyze Islamic
boarding schools as social systems that must fulfill four basic functions: Adaptation,
Goal Attainment, Integration, and Latency (Nargiza et al, 2023). The second
framework is Douglass North's institutional theory, which distinguishes between
formal and informal institutions to analyze barriers to modernization (Spanuth &
Urbano, 2024). The third framework is Jack Mezirow's transformative learning
theory, which explains how individuals can change their frames of reference through
critical reflection (Rojo et al., 2023).

Interpretation and synthesis of findings were conducted by integrating the
results of analyses from 45 articles with the three theoretical frameworks to produce
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a comprehensive understanding. The synthesis process involved identifying
consistent patterns across articles, understanding contradictions or tensions in the
literature, and developing new insights from the dialogue between different
perspectives (Flemming & Noyes, 2021). Theoretical triangulation allows for richer
analysis and captures the complexity of the phenomenon from multiple perspectives
(Vivek et al,, 2023). The validity of the findings was maintained through several
strategies. The first strategy was member checking, which involved three Islamic
education experts who provided critical feedback on the analysis results. The second
strategy is peer debriefing by discussing findings periodically with fellow researchers
from various disciplines. The third strategy is audit trail by documenting the details
of the entire analysis process. The fourth strategy is reflexivity, where researchers
reflect on their positions, assumptions, and biases that may influence interpretation
(Ahmed, 2024).

RESULT AND DISCUSSION
Structural Problems of Pesantren Transformation

An in-depth analysis of the literature shows that pesantren transformation faces
three main categories of structural problems that are interrelated and form systemic
barriers to institutional change.
First Problem: Cultural Resistance to Change

The most fundamental problem is cultural resistance stemming from deep
tensions between traditionalism and modernity within the pesantren community. As
institutions that preserve classical Islamic traditions, pesantren have reasonable
concerns that adopting modern education systems could erode spiritual values and
the unique methodology of learning from classical Islamic texts, which has proven
effective for centuries (Yuningsih et al., 2023). Findings show that 42% of pesantren
experience internal conflict when introducing new curricula or innovative learning
methods, with the strongest resistance coming from senior #stady who view change
as a threat to their traditional scholarly authority (Syah et al, 2025). This
phenomenon of cultural resistance creates complex internal polarization between
conservative groups that reject change and progressive groups that desire
modernization, which can weaken social cohesion within the pesantren community
and hinder the effective implementation of transformation policies (Dalimunthe &
Sinulingga, 2023).
Second Problem: Institutional Capacity Limitations

The second significant problem is institutional capacity limitations, which
include human resources, physical and technological infrastructure, and financial
capacity, all of which are interrelated. Data shows that 68% of Islamic boarding
schools face serious difficulties in recruiting and retaining teachers who have
adequate academic qualifications and modern pedagogical competencies (Rohman &
Muhid, 2022). The majority of Islamic boarding school teachers are alumni of Islamic
boarding schools with a purely traditional educational background without sufficient
exposure to contemporary learning methodologies or educational technology
(Hosaini et al., 2024). Limitations in technological infrastructure are very noticeable,
with only 42% of Islamic boarding schools having a stable and adequate internet
connection, 35% having computer laboratories with sufficient equipment, and less
than 20% using a Learning Management System to manage learning systematically
(Oktaria et al., 2023). Financial limitations further exacerbate the situation, with 71%
of Islamic boarding schools still relying on student fees and irregular donations as
their main source of income, without diversifying their income sources through
productive business units or endowment funds that can provide sustainable income
(Parlan et al., 2024).
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Third Problem: Dualism in the Education System

The third problem, which is no less crucial, is the dualism in the education
system, which is not integrated between formal and non-formal education in Islamic
boarding schools. Approximately 55% of Islamic boarding schools that provide
formal education, such as madrasahs or schools, experience a sharp dichotomy
between the study of classical Islamic texts in the dormitories and the study of
general subjects in formal classrooms, as if the two were separate and unrelated
systems (Hidayati et al., 2024). There is no systematic epistemological integration
between religious and general knowledge, causing students to experience
fragmentation of knowledge that hinders the formation of a holistic worldview
(Aziz, 2022). The evaluation systems and graduation standards between the two
systems are also not harmoniously integrated, creating confusion about the definition
of educational success in Islamic boarding schools. This dualism is also reflected in
the organizational and management structure, where the management of formal
madrasahs is separate from the management of pesantren, with different leadership,
separate administrative systems, and in some cases even conflicts of authority
(Kusumawati & Nurfuadi, 2024).
Patterns of Adaptation in Islamic Boarding Schools to Change

Content analysis identified four distinct patterns of adaptation in how Islamic
boarding schools respond to demands for transformation, reflecting the diversity of
strategies and choices made based on specific contexts, leadership, and available
resources.
First Model: Selective Adaptation

This model involves incremental and gradual changes to certain aspects while
maintaining core values and traditional practices. The selective adaptation model is
adopted by around 38% of pesantren that offer formal education programs, adopt
technology in administration, or introduce several new learning methods, while still
maintaining the dominance of classical Islamic texts and the authority of the kyai in
strategic decision-making (Syah et al., 2025). The advantage of this pattern is minimal
internal resistance and the ability to maintain the identity of the pesantren, but the
disadvantage is the slow pace of change and the risk of falling behind pesantren that
are more aggressive in innovating.
Second Model: Radical Transformation

Implemented by around 15% of Islamic boarding schools, generally modern
boarding schools that were established with a vision of modernization from the
outset or traditional boarding schools that are experiencing an existential crisis.
Pesantren in this category undergo fundamental and comprehensive changes in all
institutional dimensions, including reorientation of their vision and mission, total
curriculum redesign (Ni'am & Arafah, 2024), management and governance
restructuring (Suryani et al., 2024), and massive infrastructure upgrading. This radical
transformation is usually triggered by a generational change in leadership from senior
clerics to their sons or daughters who have received a modern education (Widodo et
al., 2024), or a crisis caused by a drastic decline in the number of students that
threatens the sustainability of the pesantren. The advantage of this pattern is a
significant increase in competitiveness and graduate quality, but the risk is the
potential loss of the pesantren's unique identity and strong resistance from alumni and
traditional communities.
Model Three: Adaptive Resistance

A unique model practiced by around 32% of Salafi pesantren, which actively and
consciously reject change and instead strengthen their commitment to classical
learning traditions as a strategic response to the pressures of modernization
(Nurmahmudah, 2023). Pesantren in this category do not merely passively preserve
tradition, but proactively make tradition preservation their unique selling proposition

Ahlussunnah: Journal of Islamic Education 5 3 2
Vol. 4, No. 3, pp. 527-543, 2025



Institutional Transformation of Pesantren in the Era of Disruption: Analysis of Structural
Problems and Development Strategies Based on Local Wisdom

that distinguishes them from modern pesantren, actively attracting students seeking
authentic Islamic education without compromising modernity. Although it appears
conservative, this pattern is actually a sophisticated adaptive strategy for survival by
seeking a niche market amid competition with modern Islamic educational
institutions. The main weakness of this pattern is the limited prospects for students
in the formal job market and the difficulty of accessing higher education due to not
having formally recognized diplomas (Parlan et al., 2024).
Fourth Pattern: Creative Innovation

The most promising pattern practiced by around 15% of Islamic boarding
schools that have successfully integrated tradition and modernity through innovative
approaches. Islamic boarding schools in this category have developed unique learning
models such as learning classical Islamic texts using active learning methods (Syah et
al., 2025), digitizing classical manuscripts using mobile applications (Suptiyono,
2022), sharia-based entrepreneurial programs for santri (Falach et al, 2023), or
research collaborations with universities to examine the relevance of classical
scholars' thinking to contemporary issues. These innovations ate not merely the
adoption of external technologies or methods, but are original creations born from a
creative dialogue between pesantren traditions and contemporary needs. Pesantren with
this model are generally led by intellectual kyai who have a deep understanding of
Islamic scholarly traditions as well as broad exposure to contemporary developments
in education and technology. The advantage of this model is that it produces a
sustainable transformation model because it grows organically from within the
pesantren and is in line with the local culture.
Determinants of Successful Transformation

An in-depth analysis identifies five key interrelated determinants in determining
the success of pesantren transformation.
First Factor: Kyai Leadership Character

The most crucial factor is the kyai's leadership character, which includes a
transformational vision that can clearly and convincingly articulate the direction of
change in the pesantren, openness to learning and input from various parties, and the
capacity to manage resistance to change with a persuasive approach based on local
wisdom. The findings show that pesantren led by kyai with these characteristics have a
3.2 times higher probability of successful transformation compared to pesantren with
conservative leadership (Hidayah et al., 2024). Transformational kyai are able to
create a sense of urgency regarding the need for change, build coalitions for change
by involving young ustadz and progressive alumni, and legitimize change by referring
to Islamic scholarly traditions that are adaptive to the context (Syah et al., 2025).
Second Factor: Organizational Capacity

This includes the availability of financial resources, managerial competence of
administrators, and infrastructure to support transformation. Islamic boarding
schools with financial sustainability through diversification of income sources have
greater flexibility in investing funds for human resource development, infrastructure,
and program innovation (Falach et al., 2023). The managerial competence of pesantren
administrators in strategic planning, change management, and monitoring-evaluation
is a critical factor in translating the vision of transformation into concrete,
measurable programs (Bandur et al., 2022).
Third Factor: External Stakeholder Support

This includes alumni, government, universities, and the community. Successful
pesantren alumni can be a source of financial support, networking, and legitimacy for
pesantren transformation programs (Maulida, 2022). Government support in the form
of financial assistance, teacher training, and institutional strengthening through the
Ministry of Religious Affairs program provides an important stimulus (NI'am &
Arafah, 2024). Collaboration with universities opens up access for Islamic boarding
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schools to the latest knowledge and practices in education, collaborative research,
and improvement of #stadz qualifications.
Fourth Factor: Organizational Culture

Pesantren with a culture that emphasizes continuous improvement, appreciation
for creativity, and tolerance for experimentation create a psychological climate that is
safe for teachers and students to try new approaches (Yusuf & Ali, 2025). A culture
of openness where ideas can be communicated freely facilitates more sustainable
bottom-up innovation (Suryani et al., 2024). Islamic boarding schools that develop a
learning organization culture where mistakes are seen as learning opportunities,
practice reflection becomes routine, and sharing best practices is systematically
encouraged experience more sustainable innovation (Suptriyono, 2022).

Fifth Factor: Clarity and Appropriateness of Strategy

There is no one-size-fits-all transformation strategy, so Islamic boarding
schools need to conduct an in-depth contextual analysis to understand the specific
strengths, weaknesses, opportunities, and threats they face (NI'am & Arafah, 2024).
A successful transformation strategy is one that is aligned with the vision and mission
of the Islamic boarding school, takes into account the existing organizational
capacity, and is responsive to the needs of students and the demands of stakeholders.
Pesantren that undergo incremental and planned transformation with a clear roadmap
tend to be more successful. The importance of regular monitoring and evaluation to
identify progress and make strategic adjustments is also a determining factor in the
successful implementation of transformation (Fahrurrozi et al., 2025).

Analysis of Transformation Problems from the Perspective of Talcott Parsons'
Structural-Functional Theory

Pesantren can be understood as a complete and complex social system, which
according to Talcott Parsons' analytical framework must fulfill four functional
requirements known by the acronym AGIL in order to maintain the balance or
equilibrium of the system. AGIL consists of Adaptation (the system's ability to adapt
to the external environment), Goal Attainment (the system's ability to set and achieve
goals), Integration (the system's ability to coordinate various components), and
Latency or Pattern Maintenance (the system's ability to maintain internalized patterns
of values and norms) (Solihin & Bukhori, 2022). In the context of pesantren
transformation, the failure to achieve an optimal balance between these four
functions manifests itself as a structural problem that hinders effective and
sustainable institutional change (Sukino et al., 2023). The most fundamental tension
occurs between the Adaptation function and the Latency or Pattern Maintenance
function.

The findings of the study identified that cultural resistance to educational
innovation occurred in 42% of Islamic boarding schools, stemming from the
inherent tension between the system's need to adapt to external demands such as
digitization, 21st-century competencies, and changing stakeholder expectations, with
the system's need to maintain core values and cultural traditions that have been
internalized for centuries (Hanif et al., 2024).

Strong resistance from senior #stady who are concerned that the adoption of a
modern curriculum could erode their spiritual values and traditional scholatly
authority is a manifestation of the system's efforts to activate cultural defense
mechanisms or latency functions in response to perceived threats from change (Syah
et al., 2025). This has resulted in a very slow pace of adaptation, as shown by data
indicating that only about 35% of Islamic boarding schools have successfully
integrated the formal education system with Islamic boarding school traditions, and
only 42% have adequate internet access to support digital learning (Supriyono, 2022).
The third structural problem, namely the unintegrated dualism of formal and non-
formal education systems experienced by 55% of Islamic boarding schools, is the
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clearest manifestation of the failure of the Integration function in Parsons' analytical
scheme (Ni'am & Arafah, 2024).

The function of integration requires internal cohesion and effective
coordination between subsystems within an organization. In the context of Islamic
boarding schools, formal education subsystems such as madrasas and non-formal
subsystems such as classical Islamic text study in dormitories operate dichotomously
and separately, as if they were different entities with different objectives. This
fragmentation occurs not only at the managerial level, where the organizational
structure of madrasahs is separate from pesantren management, but more
fundamentally at the epistemological level, where sanfri experience fragmentation of
knowledge due to the absence of an integrative curriculum framework that connects
religious knowledge with general knowledge within a coherent worldview (Anwar et
al., 2022).

Institutional Transformation in the Perspective of Douglass North

Douglass North's institutional theory offers a powerful analytical lens for
understanding why managerial modernization efforts in Islamic boarding schools
often fail or face significant obstacles even though new systems or procedures have
been formally adopted (Sofi et al., 2025). North views institutions as constraints
designed to shape human interactions within organizations and societies, clearly
distinguishing between formal institutions, which include written rules, laws,
contracts, and formal organizational structures, and informal institutions, which
include traditions, customs, social norms, and mental models that are unwritten but
greatly influence the actual behavior of individuals.

Research findings show that 68% of Islamic boarding schools face institutional
capacity constraints, particularly in the areas of management and resources.
Institutionally, this can be explained as a manifestation of fundamental friction
between the need for formal rules such as modern management standards,
transparent financial accountability systems, and systematic strategic planning, with
the dominance of deeply rooted informal rules in the form of a charismatic kyai-
based management system without a clear organizational structure, decision making
based on personal relationships and trust rather than standard procedures, and a
culture that emphasizes personal loyalty over professional competence (Zahirah &
Suhaedi, 2025). Within North's analytical framework, effective and sustainable
institutional change often requires the presence of change agents known as Norm
Entrepreneurs, who have the capacity and authority to change informal norms within
organizations (Widodo et al., 2024).

Transformational leadership by religious leaders has been proven to be the
most crucial determining factor, with a 3.2 times higher probability of success,
playing a vital role as Norm Entrepreneurs in the context of pesantren transformation
(Hidayah et al., 2024). Transformational kyai possess a unique combination of strong
religious legitimacy within the pesantren community, exposure to the outside world
that provides perspectives on best practices in management and education, and the
capacity to communicate a vision for change in language and frameworks that
resonate with the values of the pesantren community. As Norm Entrepreneurs,
transformational kyai use their very strong religious and cultural authority to
legitimize the adoption of new formal rules through a top-down process in which
change is not presented as the importation of foreign practices that are incompatible
with Islam, but as an effort to realize Islamic values of professionalism,
trustworthiness, and zhsan in the management of educational institutions (Al-Ghifari
et al., 2024).

Transformation of the Cognitive Paradigm through Jack Mezirow's
Transformative Learning Theory
Although Parsons' theory provides a structural diagnosis of functional tensions
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in the social system of Islamic boarding schools and North's theory provides
institutional mechanisms for understanding the friction between formal and informal
rules, Jack Mezirow's Transformative Learning theory provides fundamental
pedagogical and psychological solutions to overcome the roots of cultural resistance
and epistemological dualism at the individual and community levels (Nasukah &
Winarti, 2021). Transformative Learning focuses on the process by which individuals
reflect on and change the frame of reference that underlies their beliefs, values, and
assumptions about reality, so that they can see and understand the world in a
different and more inclusive way (Friedman, 2022). The educational dualism that
causes knowledge fragmentation in 55% of Islamic boarding schools is essentially a
cognitive or epistemological problem in which students and teachers hold two
separate and unintegrated sets of assumptions about the nature and value of various
types of knowledge. Mezirow offers theoretical and practical mechanisms for
creating the cognitive integration necessary to resolve the failure of Integration in
Parsons' perspective through a process of perspective transformation.
Transformative Learning in the context of Islamic education plays a very important
role in changing individuals' mindsets and maturing their understanding of religion
from a dichotomous understanding to an integrative and holistic understanding
(Sheikh, 2020).

According to Mezirow, this transformation process begins when individuals
face a disorienting dilemma or a dilemma that disrupts their cognitive balance, for
example, when Islamic boarding school graduates experience failure in the modern
job market because they lack the necessary competencies despite their mastery of
religious knowledge (DeAngelis, 2022). Through discourse and reflective dialogue
with fellow ustady or with external stakeholders such as academics or education
practitioners, individuals can expose their assumptions to constructive criticism and
consider the validity of alternative perspectives (Asmara, 2020). When this change in
perspective occurs at the level of ustady as key actors in the learning process, it
organically creates an organizational culture conducive to learning and innovation,
which has been identified as the fourth crucial factor for successful transformation.
In a transformative culture, mistakes are seen as valuable learning opportunities
rather than failures to be avoided or punished, reflection on practices becomes a
regular routine carried out individually and collectively for continuous improvement,
and sharing best practices is systematically encouraged so that successful innovations
can be disseminated throughout the organization (Madden, 2020).

Holistic Transformation Model of Islamic Boarding Schools Based on Local
Wisdom

Based on a comprehensive synthesis of identified structural problems,
empirical findings on adaptation patterns and success determinants, and a theoretical
framework integrating Parsons, North, and Mezirow (Khanom et al., 2025), this
study offers a holistic transformation framework that systematically integrates five
key dimensions.

First Dimension: Leadership Transformation

This is the starting point and catalyst for the entire transformation process, in
which kyai must adopt a Transformational-Collaborative Leadership model that
articulates a holistic vision, builds coalitions for change, manages resistance with a
persuasive approach, and creates a positive organizational culture. Kyai as Norm
Entrepreneurs must be able to legitimize change through the framework of Islamic
values, build trust through transparency and exemplary behavior, and develop
successor planning to ensure the continuity of transformational leadership.

Second Dimension: Curriculum Transformation

Developing a holistic curriculum that integrates religious and general

knowledge within a coherent epistemological framework, rather than simply adding
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general subjects to the pesantren curriculum or vice versa. The curriculum must
incorporate 2lst-century competencies such as critical thinking, creativity,
communication, and collaboration that are relevant to the pesantren context, while
ensuring a balance between adaptation to contemporary demands and the
preservation of core values (Widodo et al., 2024).
Third Dimension: Pedagogical Transformation

Implementing transformative learning with a student-centered approach that
empowers students as active learners (Assalihee et al., 2024), integrating technology
to enrich classical learning rather than replace it, and investing in teacher training to
improve modern pedagogical competencies while maintaining the depth of
traditional scholarship.
Fourth Dimension: Management Transformation

Formalize the organizational structure with clear job descriptions, a
competency-based delegation system, and transparent accountability mechanisms.
Implement digitization and transparency through integrated information systems for
academic, financial, and human resource management, and build financial
sustainability through diversification of revenue sources such as productive business
units, endowment funds, and strategic partnerships with the private sector.
Fifth Dimension: Network Transformation

Strengthening alumni ties through active alumni organizations, well-managed
alumni databases, and alumni engagement programs in pesantren development.
Building academic and industry partnerships for santri internships, collaborative
research, and knowledge transfer, as well as maximizing synergies with government
policies to access external resources that support transformation (Adamin et al.,
2025). These five dimensions must be implemented in an integrated and
simultaneous manner, not sequentially, because they reinforce each other and the
absence of one dimension can hinder the entire transformation process. This model
emphasizes that pesantren transformation must be based on local wisdom, meaning
that it does not adopt models from outside wholesale but adapts them to the
sociocultural context and values of Indonesian pesantren.

CONCLUSION

Facing a complex structural trilemma that includes cultural resistance in 42%
of Islamic boarding schools, limited managerial capacity in 68% of Islamic boarding
schools, and dualism in the education system in 55% of Islamic boarding schools.
The roots of this trilemma are functional and institutional in nature, whereby
functionally, Islamic boarding schools experience tension between the need for
external adaptation and the preservation of internal traditions, as well as a failure of
integration between subsystems, while institutionally, there is friction between
informal rules based on charisma and the need for formal rules of modern
management. A sustainable solution is found in a pattern of Creative Innovation that
organically combines tradition and modernity, made possible through the
convergence of the transformational leadership of the kyai as Norm Entrepreneurs,
the implementation of Transformative Learning to change cognitive paradigms, and
the strengthening of organizational capacity through the formalization of structures
and financial diversification. Based on a synthesis of empirical findings and Parsons-
North-Mezirow's theoretical triangulation, this study produced a five-dimensional
holistic transformation framework covering leadership, curriculum, pedagogy,
management, and networking transformations, offering a comprehensive yet flexible
roadmap that can be adapted to the specific context of Islamic boarding schools. The
theoretical contribution of this study is substantial in validating the triangulation
framework of the three theories in the context of religious community-based
educational institutions, expanding the application of North's theory to the realm of
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Islamic education by highlighting the role of ideology and kyai as Norm
Entrepreneurs, and demonstrating that sustainable institutional change requires
mechanisms for changing individual perspectives through Transformative Learning
that bridges structural diagnosis and institutional strategies. The practical implications
are significant for pesantren administrators in designing transformation, for the
Ministry of Religious Affairs in designing effective strengthening programs, for
academics in developing further research agendas, and for donors in identifying areas
of investment that provide optimal impact.

This study has limitations because it relies entirely on literature review
methods, so the findings are highly dependent on the quality, completeness, and
perspective of the available literature. This approach cannot capture contextual
dynamics in the field, variations in practices between Islamic boarding schools, or the
responses of key actors directly. Furthermore, this study has not empirically validated
the resulting holistic transformation model, so the effectiveness of the model still
needs to be tested through field research, multi-case studies, or longitudinal
approaches to ascertain the extent to which theoretical recommendations can be
practically implemented in various types of Islamic boarding schools with different
characteristics.
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