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Abstract: Literacy is an important foundation for human resource development and social
development. However, various local literacy communities face sustainability challenges due to
limited resources and member participation dynamics. This study aims to analyze the role of change
leadership in fostering a spirit of local community-based literacy in the Cirebon Reading Grow
Reading Community. This study used a qualitative approach with a case study method. Data were
collected through in-depth interviews, participant observation, and documentation studies. Research
informants included community activists, core administrators, and active members. Data analysis
was conducted using an interactive analysis model that included data reduction, data presentation,
and conclusion drawing. Its validity was tested through triangulation of sources and techniques. The
results show that change leadership plays a crucial role in building a shared literacy vision,
encouraging literacy program adaptation, empowering members, and managing resistance to
change. This change leadership impacts increased member participation, consistency of literacy
activities, and the formation of collective literacy awareness. This study concludes that change
leadership is a key factor in maintaining the sustainability and strengthening of local community-
based literacy movements.
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INTRODUCTION

Literacy plays a strategic role in building a critical, reflective, and competitive society. In the
information age, characterized by the rapid and massive flow of data, literacy is not only related to
reading and writing skills but also encompasses the ability to understand, process, and use
information responsibly (Barton & Hamilton, 2012; Street, 2014). Nevertheless, the literacy rate of
the Indonesian people still faces various challenges, particularly in terms of reading interest and the
sustainability of literacy activities at the community level. Data from PISA 2022 confirms that
Indonesia ranked 71st out of 81 countries in reading literacy, reflecting a systemic challenge in
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developing a culture of reading at both individual and societal levels (Pisa, 2023). Research by
Prabowo et al., (2025) further confirms that demographic and contextual factors significantly shape
reading habits among Indonesian students, highlighting the need for more community-driven
literacy initiatives. This challenge is also compounded by limited access to reading materials and
insufficient environmental support for sustaining consistent reading habits (Hadianto et al., 2022).

Efforts to improve literacy have largely focused on structural approaches through government
policies and formal educational institutions. However, this approach has not fully reached the
grassroots level. Therefore, local literacy communities exist as a strategic alternative for fostering a
culture of literacy in a participatory and contextual way (Havat et al., 2024). Reading communities
serve not only as reading spaces but also as platforms for social interaction, the exchange of ideas,
and the development of collective literacy awareness. The role of community reading centres (CRCs)
in improving literacy and community knowledge—by providing open access to reading materials,
supporting lifelong learning, and fostering a culture of reading—has been documented in recent
Indonesian studies.

Despite their significant potential, many literacy communities face internal challenges, such as
low member participation, limited resources, and weak program sustainability. Volunteer-based
organizations, such as reading communities, are particularly vulnerable to issues of member
retention and organizational identity (Xu et al., 2024). This situation demonstrates that the success
of community-based literacy movements depends heavily on the quality of leadership capable of
managing change and social dynamics. In this context, change leadership is a relevant leadership
approach. Change leadership emphasizes the leader’s ability to initiate change, build a shared vision,
manage resistance, and encourage member involvement in the transformation process.

Change leadership is not only results-oriented but also empowers and fosters collective
learning. Recent scholarship confirms that transformational leadership—a closely related
construct—positively shapes organizational change capability through trust-based mechanisms (Cao
& PB Le, 2024). In literacy communities, the role of change leaders is crucial in maintaining the spirit
of literacy, ensuring its viability and adaptability to social change. Furthermore, Sopow et al., (2025)
demonstrated empirically that the communication of an organization’s vision and goals is the
strongest predictor of successful change management, underscoring the centrality of vision-oriented
leadership in any community setting.

The Cirebon Baca Tumbuh Baca Community is a local literacy community actively developing
reading activities, discussions, and community literacy mentoring. The sustainability of this
community amidst various challenges is interesting to study academically. Therefore, this research
focuses on the role of change leadership in fostering a spirit of literacy within the local community
within the Cirebon Baca Tumbuh Baca Community.

RESEARCH METHOD

This research employed a qualitative approach with a case study method, chosen to gain a
deeper understanding of change leadership practices and the evolving literacy dynamics within the
local community context (Creswell & Poth, 2016). This qualitative approach allows researchers to
comprehensively explore the meanings, experiences, and perspectives of community members,
enabling the change leadership process to be understood as a holistic social phenomenon, rather
than simply a quantitative causal relationship (Miles, 2014). The case study design was specifically
selected because the Cirebon Reading Grow Reading Community constitutes a bounded, context-
specific unit of analysis with distinctive organisational characteristics—including its informal
structure, voluntary membership, and demonstrated capacity for sustained literacy programming
despite limited institutional support—that align with the defining criteria for purposive case
selection in qualitative research (Yin, 2024).
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The research was conducted at the Cirebon Community of Reading, Growing, and Reading, a
community-based literacy community that actively organizes various reading, discussion, and
literacy mentoring activities. The research location was selected based on the sustainability of
community activities and the visible leadership role in managing change dynamics and member
participation. Research subjects included key community leaders, core administrators, and active
members directly involved in implementing literacy activities. Informants were selected purposively,
considering their level of involvement, experience, and knowledge of the leadership process and
community literacy activities.

Data collection was conducted through three main techniques: in-depth interviews, participant
observation, and documentation study. In-depth interviews (semi-structured; guided by Fullan,
(2011) change leadership framework and Kotter's (2012) eight-step model, covering themes of
vision-building, adaptive programme management, member empowerment, and resistance
management; [X] key questions; conducted with [X] informants; each session lasting approximately
45-90 minutes; audio-recorded with participant consent) were used to explore informants'
perspectives, experiences, and meanings regarding change leadership practices, the literacy program
adaptation process, and the growing literacy spirit within the community. Participatory observation
was conducted by researchers directly engaging in community activities to observe interactions
between members, participation patterns, and the dynamics of literacy activities. Meanwhile,
documentation studies were conducted by reviewing various supporting documents, such as activity
archives, community social media posts, internal reports, and activity notes relevant to the research
focus.

Data analysis was conducted continuously using an interactive analysis model that
encompassed data reduction, data presentation, and conclusion drawing. Data reduction involved
selecting and focusing data relevant to the research objectives. The reduced data was then presented
in the form of a thematic narrative to facilitate understanding of the relationships between categories.
The final stage of analysis involved drawing conclusions, accompanied by continuous verification
throughout the research process. Data validity was maintained through the application of
triangulation of sources and techniques, ensuring that the information obtained could mutually
reinforce each other. Furthermore, member checking was conducted by reconfirming findings with
informants to ensure consistency between the data obtained and their experiences and perspectives.
These steps were taken to increase the credibility and reliability of the research results.

RESULT AND DISCUSSION

The findings of this study reveal four principal roles enacted by change leadership in the
Cirebon Reading Grow Reading Community. First, community leaders constructed and
communicated a shared literacy vision that framed reading and discussion activities as collective
social goods, rather than mere programme obligations. Second, they demonstrated adaptive
programme management by continuously adjusting literacy activities—topics, formats, and
schedules in response to member feedback and shifting community interests. Third, they employed
member empowerment strategies, actively involving participants in programme design and
implementation and distributing leadership responsibilities to foster individual initiative. Fourth,
community leaders managed resistance to change through open dialogue, participatory decision-
making, and role modelling, thereby maintaining cohesion and commitment during periods of
programmatic transition. These empirical findings are elaborated below in relation to established
theoretical frameworks of change leadership.
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The findings of this study indicate that the change leadership practices implemented in the
Cirebon Reading, Growing, and Reading Community strongly align with established theoretical
frameworks of change leadership (Bass, 2006; Fullan, 2011; |. P. Kotter, 2012). These three theoretical
perspectives Fullan, (2011) theory of change leadership, Kotter, (2012) eight-step change model, and
Bass, (2006) transformational leadership framework—help explain how change leadership plays a
role in fostering and maintaining a spirit of literacy within the local community.

In line with Fullan's view, sustainable change is not solely determined by formal structures or
policies, but is highly dependent on the leader's ability to build shared meaning and collective
commitment among organizational or community members (Fullan, 2011). In the context of the
Cirebon Reading, Growing, and Reading Community, community leaders act as meaning-makers,
instilling a vision for literacy as a shared value, not simply an agenda of activities. Literacy is
positioned as a social learning process relevant to the lives of members, so that change is not merely
instructive but rather grows from the community’s internal awareness. This aligns with the concept
of developing shared vision in learning communities, where a participatory vision-building process
strengthens both alignment and collective commitment (Toikka & Tarnanen, 2024). This practice
demonstrates that change leadership functions as a driver of literacy culture, not merely a manager
of routine activities.

The findings of this study also align with Kotter’s model of change, particularly in terms of
creating a vision for change and communicating that vision on an ongoing basis (Kotter, 2012).
Community leaders not only formulate the direction of the literacy movement but also communicate
it through direct interaction, open dialogue, and role model engagement. This consistent
communication process helps build a shared sense of urgency and reduces member resistance to
changes in activity patterns or literacy strategies. Indeed, . Kotter et al.,, (2021) further extended this
model by emphasizing how organizations can achieve transformative results amid volatile and
uncertain conditions—a dynamic that mirrors the operational reality of community-based literacy
groups. Additionally, empirical evidence suggests that transformational and transactional leadership
styles, when applied through Kotter’s framework, can significantly sustain organizational change
(Mouazen et al., 2024). Thus, the leadership for change implemented reflects an adaptive and
contextual change process, even though it occurs within an informal community structure.

Furthermore, the transformational leadership perspective, as proposed by Bass, is evident in
the practice of empowering community members (Bass, 2006). Community leaders do not position
themselves as the center of control, but rather as facilitators, encouraging members to take initiative,
be creative, and take an active role in literacy activities. This practice reflects the dimensions of
inspirational motivation and individualized consideration, where members are given space to
develop according to their individual potential. Wang et al., (2022) confirm that participative
leadership—which shares key characteristics with the empowerment dimension of transformational
leadership—enables members to develop autonomy in decision-making, which in turn increases
organizational engagement. Consequently, members demonstrate higher levels of engagement and a
strong sense of ownership in the sustainability of the literacy movement.

By linking the findings of this study to these three theoretical perspectives, it can be understood
that change leadership in the Cirebon Reading Grow Reading Community works simultaneously on
three main levels, namely the construction of meaning and a culture of literacy (Fullan, 2011), the
management of communicative and adaptive change processes [(]. P. Kotter, 2012}, and individual
transformation through empowerment and inspiration (Bass, 2006). The synergy of these three
aspects explains why change leadership not only impacts the structural aspects of the community,
but also contributes to the formation of a sustainable cultural dimension of literacy.
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Bar Chart of Change Leadership Dimensions in the Cirebon Reading Community
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Figure 1. Bar Chart of Change Leadership Dimensions in the Cirebon Reading Community

CONCLUSIONS

This study confirms four primary roles of change leadership in the Cirebon Reading Grow
Reading Community constructing and communicating a shared literacy vision, managing adaptive
literacy programmes responsive to member needs, empowering members as co-leaders and co-
designers of literacy activities and managing resistance through open dialogue and participatory
decision-making. Collectively, these roles sustained member participation, maintained programme
consistency, and fostered collective literacy awareness within the community. Theoretically, the
findings extend the literature on change leadership beyond formal organisational settings,
demonstrating its applicability to voluntary, community-based contexts.

Practically, the results offer actionable guidance for literacy community managers, non-formal
education practitioners, and policymakers seeking to design participatory, adaptive, and sustainable
community literacy programmes. This study is limited by its focus on a single community and a
bounded case study design. Future research is encouraged to employ comparative or mixed-methods
approaches across multiple literacy communities with diverse characteristics, so as to enrich the
understanding of change leadership variations and their differential impacts on literacy movement
sustainability.

ACKNOWLEDGEMENT

The author would like the express sincere gratitude to all individuals and institutions who
supported the completion of this research. Special thanks are extended to the leaders and members
of the Cirebon Reading Grow Reading Community for their willingness to participate in this study
and for openly sharing their experiences and insights. The author also gratefully acknowledges the
guidance and academic support provided by lecturers, supervisors, and colleagues throught the
research process. Their valueable suggestions and constructive feedback greatly contributed to the
improvement of this manuscript. Finally, the author would like to thank family and close friends their
continuos encouragement, understanding, and moral support during the completion of this study.

13



Fajar Syaifurrochman, Sri Almiyah, Diva Puspa Afshari, Mega Purnamasari | JLPS Vol 3 (1)
(2026) Hal. 9-15

REFERENCES

Barton, D., & Hamilton, M. (2012). Local literacies: Reading and writing in one community. Local
Literacies: Reading and Writing in One Community, 1-304.
https://doi.org/10.4324/9780203125106

Bass, B. M. .(2006). Transformational leadership 2nd ed.
https://scholar.google.co.id /scholar?hl=id&as_sdt=0%2C5&q=Bass%2C+B.+M.%2C+%?2
6+Riggio%2C+R.+E.+%282006%29.+Transformational+leadership+%282nd+ed.%29.+L
awrence+Erlbaum+Associates.&btnG=

Cao, T., & PB Le. (2024). Impacts of transformational leadership on organizational change
capability: a two-path mediating role of trust in leadership. Emerald.ComTT Cao, PB
LeEuropean Journal of Management and Business Economics, 2024eemerald.Com.
https://doi.org/10.1108/EJMBE-04-2022-0117

Creswell, ]J., & Poth, C. (2016). Qualitative inquiry and research design: Choosing among five
approaches.
https://www.google.com/books?hl=id&lr=&id=DLbBDQAAQBA]&oi=fnd&pg=PP1&dq=C
reswell,+].+W_+%26+Poth,+C.+N.+(2023).+Qualitative+inquiry+and+research+design:+C
hoosing+among+five+approaches+(5th+ed.).+Sage+Publications.&ots=-
iu829LPUv&sig=fSgB26-H4wi9]vODv6fu2ukOEoc

Fullan, M. (2011). Change Ileader: Learning to do what matters most.
https://www.google.com/books?hl=id&lr=&id=tycDDQAAQBA]&oi=fnd&pg=PR11&dq=F
ullan,+M.+(2011).+Change+leader:+Learning+to+do+what+matters+most.+Jossey-
Bass.&ots=rhphPWVR88&sig=nOCN3MqR1522ya49k0x2V7QH_jM

Hadianto, D., Damaianti, V. S., & Y Mulyati. (2022). Effectiveness of literacy teaching design
integrating local culture discourse and activities to enhance reading skills. Taylor &
FrancisD Hadianto, V S. Damaianti, Y Mulyati, A SastromiharjoCogent Education,
2022eTaylor & Francis. https://doi.org/10.1080/2331186X.2022.2016040

Hayat, A., Qamar, K., Nonformal, T. W.-]. of, & 2024, undefined. (2024). Implementation of Non-
Formal Education Based on Rural Communities. Journal.Unnes.Ac.IdA Hayat, K Qamar, TC
WulandariJournal of Nonformal Education, 2024ejournal.Unnes.Ac.Id, 10(2), 425-434.
https://doi.org/10.15294/JONE.V1012.11434

Kotter, J., Akhtar, V., & Gupta, G. (2021). Change: How organizations achieve hard-to-imagine
results in uncertain and volatile times.
https://www.google.com/books?hl=id&lr=&id=_hUsEAAAQBA]&oi=fnd&pg=PR9&dq=Ko
tter,+].+P.,+Akhtar,+V.,+%26+Gupta,+G.+(2021).+Change:+How+organizations+achieve+
hard-to-
imagine+results+despite+uncertain+and+volatile+times.+Wiley.&ots=1JtU44HzQ4&sig=
M3enLp]xcFaGCqghOqH6H3Im41x8

Kotter, J. P. (2012). Leading change.
https://www.google.com/books?hl=id&lr=&id=xpGX1EWL_EMC&oi=fnd&pg=PR7&dq=K
otter,+].+P.+(2012).+Leading+change.+Harvard+Business+Review+Press.&ots=Te_8LfTr
Gx&sig=108504X2C-gYcDalO8h_b_fhVHs

Miles, M. B. H. A. M. dan S. |. (2014). Qualitative Data Analysis, A Methods Sourcebook.

Mouazen, A. M., Hernandez-Lara, A. B, Abdallah, F., Ramadan, M., Chahine, ]J., Baydoun, H., & Bou
Zakhem, N. (2024). Transformational and transactional leaders and their role in
implementing the Kotter change management model ensuring sustainable change: An
empirical. Mdpi.ComAM Mouazen, AB Herndndez-Lara, F Abdallah, M Ramadan, | Chahine,
H BaydounSustainability, 2024emdpi.Com, 16(1). https://doi.org/10.3390/SU16010016

Pisa, 0. E. (2023). results (volume I): the state of learning and equity in education. PISA.
https://doi.org/10.1787/53F23881-EN

14



Fajar Syaifurrochman, Sri Almiyah, Diva Puspa Afshari, Mega Purnamasari | JLPS Vol 3 (1)
(2026) Hal. 9-15

Prabowo, T. T., Marwiyah, Zain, L., Martias, L. D., Riani, N., Farhanah, N., & Sitthiworachart, ].
(2025). Effect of demographic factors on reading habits: Study on Indonesian secondary
school students. Journals.Sagepub.ComTT Prabowo, Marwiyah, L Zain, LD Martias, N Riani,
N Farhanah, ] Sitthiworachartjournal of Librarianship and Information Science,
2025ejournals.Sagepub.Com, 57(3), 705-718.
https://doi.org/10.1177/09610006241239078

Sopow, E., Business, M. S.-1. |. of, & 2025, undefined. (2025). Communication of Mission, Vision,
and Goals: The Key to Successful Change Management in Changing Times.
Journals.Sagepub.ComE  Sopow, MY Sushkovalnternational Journal of Business
Communication, 2025ejournals.Sagepub.Com.
https://doi.org/10.1177/23294884251377038

Street, B. V. (2014). Social literacies: Critical approaches to literacy in development,
ethnography and education. Social Literacies. https://doi.org/10.4324/9781315844282

Toikka, T., & Tarnanen, M. (2024). A shared vision for a school: Developing a learning
community. Taylor & FrancisT Toikka, M TarnanenEducational Research, 2024eTaylor &
Francis, 66(3), 295-311. https://doi.org/10.1080/00131881.2024.2361412

Wang, Q., Hou, H., & Li, Z. (2022). Participative Leadership: A Literature Review and Prospects
for Future Research. Frontiers in Psychology, 13.
https://doi.org/10.3389/FPSYG.2022.924357 /FULL

Xu, J., Jamil, R., Mai, X., Deng, L., Zhang, ]., & Yang, Y. (2024). Volunteer management in nonprofit
organizations: a bibliometric analysis. Journals.Sagepub.Com] Xu, R Jamil, X Mai, L Deng, |
Zhang, Y YangSage Open, 2024sjournals.Sagepub.Com, 14(4).
https://doi.org/10.1177/21582440241284244

15



