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Abstract— Previous studies indicate that instructional leadership is a leadership style that is practiced in educational organizations in North Sumatra. This phenomenon certainly fills the debate content related to leadership practices in educational organizations which have often been filled by competition between transformational leadership and instructional leadership. This study aims to theoretically examine the practice of instructional leadership at school principals in North Sumatra. The study was conducted qualitatively with a Focus Group Discussion (FGD). We invite three experts to participate in the FGD. The experts are associate professors in Educational Management at Medan State University. This study found that instructional leadership existed naturally in reference to the characteristics of the culture of community, organization, and bureaucracy in North Sumatra. Unfortunately, the style is just oriented towards routine task completion rather than directed towards teacher development, quality management, and learning innovation. This study recommends the evaluation, modification, and optimization of instructional leadership styles implemented in North Sumatra.
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I.  Introduction

In previous studies, we have identified the characteristics of teachers and school supervisors in North Sumatra, referring to the principal leadership set of constructs [1]. That previous study was conducted with the questionnaire-assisted survey, which indicated that instructional leadership was the appropriate leadership style for educational organizations in North Sumatra. Interestingly, several studies did find a similar phenomenon [2,3]. However, Robinson et al. [2] and Leithwood and Jantzi [4] Leithwood viewed that instructions given by principals are not only about technical actions, but also should be cover various strategic aspects such as quality management, human resource management, teacher capacity development, synergy with stakeholders, and so on. This leadership style is commonly referred to as Principal Instructional Leadership [5–7]. 

Unfortunately, educational leadership in North Sumatra has not yet led much to these strategic aspects. Following the findings of the previous study, this study aims to theoretically examine the practice of instructional leadership among principals in North Sumatra. We use qualitative studies to achieve the research objective through a Focus-Group Discussion (FGD) with experts consisting of academics in North Sumatra. The topic and content of the FGD will refer to the findings of previous studies [1], so it can deepen the study's findings and can bridging the further studies.

This research is important given the demands of the education sector to continue to grow and as developed as other public sectors to strengthen its role in human development [8]. Therefore, the leader's role in managing and controlling this sector is becoming more specialized and needed [8]. Achieving good governance requires an appropriate leader model and organizational design that can accommodate it. Meeting the characteristics of the organization with a proper educational management design will maximize school performance in creating students who are superior and competitive as the primary goal of education.
II. Method
This study uses a qualitative method. Qualitative studies are operationalized through Focus-Group Discussion (FGD) with experts. FGD is focused on discussing the phenomenon of instructional leadership in North Sumatra and how its opportunities to be further optimized so that the leadership style can still be useful in organizational effectiveness. The experts who became the resource persons in the FGD were three Associate Professors in Educational Management at Universitas Negeri Medan, Indonesia. These criteria are considered appropriate because they reflect the suitability of the field of science, the adequacy of experience, and the adequacy of knowledge related to the topic to be reviewed. The FGD seeks to explore three key questions, namely 1) Is the practice of instructional leadership appropriate in theory?; 2) Is the practice of instructional leadership necessary to apply in North Sumatra ?; 3) How should instructional leadership be practiced? The discussion is probably widening according to the dynamics of the debate. However, the direction of the discussion is controlled based on those three key questions.


Various discussions in FGD activities will be identified and selected. Selection is made to limit the discussion to focus on answering the research questions. This FGD with expert revealed several important points related to instructional leadership practices in North Sumatra, which were then theoretically reviewed based on the stream and dynamics of leadership theory and research. The results of these reviews produce conceptual frameworks that useful as recommendations for further studies.
III. Result and Discussion
Resource person 1 argues that the people of North Sumatra naturally tend to have a dominant attitude which in leadership attitudes tends to be instructional. However, based on experience despite using instructional leadership, the teacher is adaptive to the leadership style of the principal. Because the teacher has entered into a situation that he cannot control and the principal's instruction becomes a mandate for the teacher, which is obligatory to do. Then Resource person 1 rise some questions to follow-up the discussion, which is "Is that instructional leadership style theoretically appropriate? And what style should be practiced by the principal?" Theoretically, there is a debate among experts, especially on transformational and instructional leadership models. Some experts are standing on the view that transformational leadership is appropriate leadership for schools [4]. While on the other hand, there is also a stream of researchers who hold that instructional leadership is the best style for the characteristics of educational organizations, in particular schools [2,9]. However, the instructional practices in question are instructions that lead to the empowerment of teacher creativity, resource development, and the development of school governance systems while the instructional leadership practices in North Sumatra have not yet led to these aspects of creation and innovation.

In connection with the discussion above, Resource 1 revealed that the instructional practices of leadership in North Sumatra should be criticized. Even if the leadership style is naturally formed, it is necessary to identify a figure who can control the principal's leadership. If it is related to the organizational structure, it is essential to consider the authority structurally over it that is capable of controlling the direction of the school principal. So there are institutions that continuously monitor the implementation of school work programs and evaluate the achievement of school programs. Thus, the essence of the principal's leadership aimed at learning innovation and school governance to maximize the function of the school to achieve goals can be controlled organizationally.

Strengthening the discussion above, Resource person 2 explains that, according to the cultural aspect,  instructional leadership style is indeed common in North Sumatra society. Furthermore, the resource person 2 revealed that if the teacher feels comfortable with that leadership style then there is no problem in the practice of leadership, but if the teacher is uncomfortable then the school is challenged to find what model is more appropriate. This view is following the contingency view, which reveals that there is no best model to implement in all organization, the best one that fits with the characteristics of the organization. [10–12]. The next challenge is that principals must have competence in determining the characteristics of their school teachers and staff and be able to control themselves to produce variations of specific leadership models that are used to empower teachers and school staff in maximizing school functions.

Resource person 3 reviews the phenomenon based on competence. The principal should be able to choose and practice leadership models should be implemented following the characteristics of the teachers. Based on this view, resource person 3 explained that the Indonesian government had considered the competency of school principals as a critical aspect in controlling school quality. In 2018 the Ministry of Education and Culture, Republic of Indonesia, has issued Permendikbud (Minister of Education and Culture Regulations) No. 6 year 2018 concerning the assignment of teachers to become school principals requiring teacher candidates to have a  certificate of competency to be able to run for school and be assigned to be a school principal. Thus even if the principal uses the instructional leadership model as it should be because the characteristics of the teacher and the organization are following the leadership style and the principal can increase the effectiveness of his school performance.

The issue of competency and instructional leadership style is an interesting discussion in the field of education management. Resource 2 revealed that there was a good alternative model in the situation at school, namely participatory style. The participatory style may be similar to instructional from the perspective of reward and punishment, but reward and punishment are based on contractual agreements between the principal and teachers so that two-way communication occurs not only from the principal himself. On the other hand, resource person 1 stated that the teacher does need a lot of direction from the school principal, who is generally supported by an instructional leadership style. However, the instruction should be in the form of coaching, so the headmaster fosters the teacher with persuasive discussion. That is in line with the views of Blasé and Blasé [7,13] which argue two crucial aspects for implementing effective instructional leadership, namely talking to teacher to promote reflection and promoting professional growth. The problem is, is the principal able to produce nuances of discussion and consultation in his instructions? In this case, the school principal must be able to align himself with the teacher in the two way communication rather than just commanding. 

Furthermore, Blasé and Blasé [7,13,14] explain that communication between the principal and the teacher is useful for the principal to directly help the teacher to solve their learning problems in class. The principal can share knowledge and experiences in learning, which can then be codified and modified by the teacher to make it more suitable for the circumstances of their students. In that case,  Resource person 1 following up, that the principal must have teacher competencies in addition to leadership competencies. Resource person 1 explained further that "Principals did not have to teach, but they should know very well how teachers teach, so they are ready to provide solutions to teacher problems in the learning process." The process of giving the recommendation and solution is in the form of instructions. So there is a rational reason for the rise of directions, not just routine orders to complete administrative bills, but also orders for learning innovation. So that teacher orientation is not just completing work, but also produces added value in the completion of work. Thus schools can be transformed into innovative schools. 

Interestingly, Resource person 1 explained that, based on his experience, leadership practices in North Sumatra still refer to routines carried out in schools, not yet leading to school development, whereas staff development is an essential part of instructional leadership because it will have a direct impact on improving academic services. However, unfortunately, Resource Person 2 explain,  based on teachers experience, sometimes teachers feel owned by leaders not belonged to students or the state. So that disorientation occurs in the way to achieve the ultimate goal of learning which originally ordered to educate students and achieve national education goals but in reality ordered to accommodate the interests of the leadership. In response to this view, Resource person 3 argue that there are still many regulations needed to control the administration of school principals oriented to the nature of national education goals. Resource person 1 explained another challenge that, in reality, a number of regulations which were only in paper but were not implemented. In this context, it is necessary to review further the organizational culture that has been formed, whether oriented towards educational goals or individuals as organizational leaders.
IV. Conclusions
This study aims to theoretically examine the practice of instructional leadership at school principals in North Sumatra. This study found that instructional leadership was rise naturally in school leadership in North Sumatra regarding the characteristics of the community, organizational culture, and bureaucracy in North Sumatra. This phenomenon shows that the command style is inherent in the daily life of the North Sumatera people. Accordingly, when those people achieve a leadership position, it will lead them to instructional leadership. Unfortunately, the style is still oriented to mere routine task completion.
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Fig 1. Conceptual Framework

Whereas, several studies have indicated that instructional leadership is a style that suitable for the characteristics of educational organizations, especially schools [2,7,15–18]. Because teachers and staff do need clear and straightforward directions, so they can solve their learning problems from phase to phase. However, previous studies revealed that the instructional leadership was aimed at the development of teachers and staff, the development of committees and professional communities, the development of regulations and quality management, all of which were aimed at strengthening school functions to guide students towards national learning and education goals.

This study recommends the evaluation, modification, and optimization of instructional leadership styles implemented in North Sumatra. From the perspective of organizational theory, instructional leadership styles do have limitations compared to transformational. However, certain aspects can be maximized to bridge these limitations by optimizing the function of schools, which ultimately leads schools to transform themselves into not just educational providers but also innovating educational practices in classrooms.
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