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Abstract

This study explores how school leadership impacts the successful implementation of bilingual education in Indonesia,
focusing on three schools. Bilingualism offers many benefits, including better cognitive skills, cultural understanding, and
economic opportunities. Effective school leadership is crucial in creating supportive policies, providing resources, and
fostering environments where bilingual education can thrive. Through interviews with three principals and two heads of
departments, the study examines their leadership practices, challenges, and strategies. The analysis identified key themes:
inclusive and resilient leadership, proactive community collaboration, overcoming challenges like limited resources and
teacher shortages, and maintaining a clear vision for bilingual education. The findings show that good leadership involves
ongoing professional development, inclusive decision-making, and smart resource management. These practices help tackle
obstacles and improve bilingual education programs. The study highlights the importance of visionary leadership in
promoting language diversity, educational fairness, and social harmony in implementing bilingual education in Indonesia..

Keywords — bilingualism, community engagement, Indonesian schools, resource allocation, teacher training
development.

I INTRODUCTION
1.1 Bilingualism - the Way Forward

of bilingualism in a global context, highlighting its
implications for individuals, societies, and economies.

Bilingual education is a critical educational policy, 1.2 Cognitive Advantages of Bilingualism

particularly in countries like Indonesia, characterized by Research suggests that bilingual individuals exhibit

multilingualism. However, the successful execution of
bilingual education policies requires robust leadership at
the school level. This research proposal aims to explore the
role of school leadership in the effective implementation of
bilingual education initiatives, focusing on its impact and
effectiveness within three schools in Indonesia.

In today's interconnected world, bilingualism has emerged
as a crucial asset, influencing various aspects of social,
cognitive, and economic domains on a global scale. The
ability to speak more than one language not only facilitates
communication across linguistic barriers but also fosters
cultural understanding and promotes cognitive flexibility.
This introduction provides an overview of the significance

https://theshillonga.com/index.php/jhed

enhanced cognitive abilities compared to monolingual
counterparts (Bialystok, 2009). The constant juggling
between languages stimulates executive functions, such as
problem-solving, multitasking, and decision-making
(Bialystok et al., 2012). Moreover, bilingualism has been
linked to delayed onset of cognitive decline and dementia,
offering protective effects against age-related cognitive
decline (Bak et al., 2014). These cognitive advantages
underscore the importance of bilingualism in optimizing
brain function and promoting lifelong cognitive health.

1.3 Socio-Cultural Implications of Bilingualism

Beyond cognitive benefits, bilingualism plays a pivotal
role in fostering cultural exchange and promoting social
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cohesion in multicultural societies (Grosjean, 2010).
Multilingual individuals possess the ability to navigate
diverse cultural contexts, fostering empathy and
understanding across linguistic boundaries (Garcia, 2009).
Moreover, bilingualism enhances intergroup
communication and facilitates the integration of immigrant
communities into host societies (Portes & Hao, 1998). By
bridging linguistic and cultural divides, bilingualism
contributes to the enrichment of global cultural heritage,
and promotes social harmony.

1.4 Economic Significance of Bilingualism

In an increasingly globalized economy, bilingualism is an
asset that enhances employability and facilitates
international trade and collaboration  (European
Commission, 2012). Proficiency in multiple languages
opens doors to a broader range of career opportunities,
particularly in sectors such as diplomacy, tourism, and
international business (Ozolins, 2015). Furthermore,
bilingual individuals are often sought after in the labor
market for their cross-cultural communication skills and
ability to engage with diverse stakeholders (Clyne, 2010).
As such, investments in bilingual education and language
training are essential for fostering a competitive workforce
in the global marketplace.

Indonesia started its bilingual journey in 2004. The
government has been proactive in making English
common place especially in higher education. However,
the challenge remains that the exposure of English in the
Indonesian education system, from primary education to
higher education, is still limited compared to other
neighboring countries such as Malaysia, Thailand and
Philippines. This study is an attempt to contribute one way
in which bilingual education can be implemented
effectively by looking at school leadership.

15 The Role of Leadership in Shaping Bilingualism
Policies and Implementation

Recent research in Asia and Southeast Asia provides
valuable insights into the effectiveness and challenges of
bilingualism policies and implementation (Cheng &
Butler, 2019). While successful initiatives promote
linguistic  diversity, academic success, and cultural
preservation, inadequate resources, linguistic hegemony,
and marginalization of minority languages remain
significant barriers (Teng & Hue, 2020). Addressing these
challenges requires comprehensive policies, adequate
resources, and inclusive approaches that value linguistic
diversity and promote social equity in education (Wei &
Tan, 2018).

Leadership plays a pivotal role in shaping bilingualism
policies and their effective implementation (Wei & Tan,
2018). In multicultural and multilingual societies, leaders
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hold the responsibility of crafting inclusive language
policies, allocating resources, and fostering a supportive
environment for bilingual education initiatives (Cheng &
Butler, 2019). There are studies that have explored the
impact of leadership on bilingualism policies and
implementation, highlighting the critical role of visionary
leadership in promoting linguistic diversity, educational
equity, and social cohesion (Teng & Hue, 2020). However,
not many studies are of Indonesian schools.

1.6 Research Objectives
This research has the following objectives:

1. To investigate the role of school leadership in
implementing bilingual education policies and programs in
Indonesia.

2. To analyze how leadership practices influence the
effectiveness of bilingual education initiatives.

3. To identify challenges and best practices associated with
leadership in the implementation of bilingual education.

1.7 Research Questions
The study will address the following research questions:

1. What leadership practices are employed by school
leaders in implementing bilingual education policies
and programs in schools?

2. How do these leadership practices impact the
effectiveness of bilingual education initiatives within
the school context?

3. What challenges do school leaders face in
implementing bilingual education, and what strategies
do they employ to overcome these challenges?

1.8 Implications and Significance

Understanding leadership's impact on bilingual education
implementation is crucial for improving educational
outcomes and fostering language diversity in Indonesia.
The research findings will have practical implications for
policymakers, school leaders, teachers, and stakeholders
involved in bilingual education initiatives in Indonesia.

The findings of this research will contribute to
understanding the role of school leadership in bilingual
education implementation within the Indonesian context.
The study will provide insights into effective leadership
practices, challenges, and strategies, informing policy and
practice in bilingual education in an Indonesian context.

1. BACKGROUND & LITERATURE REVIEW

Bilingualism, the ability to speak two or more languages,
presents both opportunities and challenges on a global
scale. The significance of school leadership in educational
change and policy execution is widely recognized.
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However, limited research has specifically addressed the
role of school leadership in bilingual education, especially
in Southeast Asia, particularly Indonesia. Existing
literature emphasizes the pivotal role of effective
leadership practices, including vision-setting, resource
allocation, professional development, and stakeholder
engagement, in the successful implementation of bilingual
education policies and programs (Ahmed, Ahmed, &
Rahman, 2021; Phan, Nguyen, & Tran, 2020).

2.1 Effectiveness of Bilingualism

Recent studies underscore the cognitive advantages
associated with bilingualism. For instance, research by
Lehtonen et al. (2018) demonstrates that bilingual
individuals exhibit enhanced cognitive control and task-
switching abilities compared to monolinguals. This
cognitive flexibility not only aids in problem-solving but
also contributes to better executive function throughout the
lifespan.

2.1.1 Positive Benefits

Moreover, bilingualism has shown positive effects on
educational outcomes. A longitudinal study by Rolstad et
al. (2015) reveals that bilingual education programs lead to
improved academic achievement, particularly in language
arts and mathematics, among linguistically diverse student
populations. These findings highlight the potential of
bilingual education to narrow achievement gaps and
promote academic success among multilingual learners.

2.1.2 Negative Compromises

Despite its benefits, bilingualism also presents challenges,
particularly in the context of language policy and minority
language maintenance. Research by May (2017)
underscores the vulnerability of minority languages in the
face of dominant language ideologies and policies. In
many regions, linguistic diversity is threatened by
language shift and endangerment, leading to the loss of
linguistic heritage and cultural identity among minority
language speakers.

Furthermore, the effectiveness of bilingual education
programs can be compromised by inadequate resources
and support. A study by Garcia and Otheguy (2017)
highlights the need for culturally responsive pedagogies
and bilingual teacher training to ensure the success of
bilingual education initiatives. Without proper support
structures in place, bilingual education programs may fail
to meet the diverse linguistic and educational needs of
students,  particularly  those  from  marginalized
communities.

In summary, bilingualism offers numerous benefits,
including cognitive advantages and enhanced educational
outcomes. However, it also presents challenges related to
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language policy, minority language maintenance, and
educational equity. By addressing these challenges and
leveraging the strengths of bilingualism, policymakers and
educators can foster linguistic diversity, promote social
inclusion, and unlock the full potential of multilingual
individuals and communities on a global scale. In this
study, research aim to provide insight on one aspect that
could address these challenges in schools, namely,
leadership.

2.2 Leadership in Bilingual Education Development
2.2.1 Role of Leadership

Leadership plays a crucial role in shaping bilingual
education policies and their effective implementation in
Asia and Southeast Asia. In culturally and linguistically
diverse regions, visionary leadership is essential for
developing inclusive language policies, allocating
resources, and fostering a supportive environment for
bilingual education initiatives.

Effective leadership is fundamental in the development of
bilingual education policies that address the linguistic and
cultural diversity of Asian and Southeast Asian societies.
Educational leaders collaborate with policymakers,
educators, and community stakeholders to design policies
that prioritize linguistic equity and cultural preservation
(Cruickshank, 2019). By advocating for inclusive policies,
leaders create a framework for promoting bilingualism as
an asset for individual development and societal cohesion.

2.2.2 Resource Allocation and Support

Leadership influences resource allocation and support
mechanisms for bilingual education programs in Asia and
Southeast Asia. Educational leaders advocate for adequate
funding, professional development opportunities, and
instructional materials to support bilingual education
initiatives (Thao & Garcia, 2021). Additionally, effective
leaders create a supportive environment that empowers
educators to implement bilingualism policies with fidelity
and creativity. By investing in human and material
resources, leaders demonstrate their commitment to
promoting linguistic diversity and academic success for all
students.

Karatas, S., et. al. (2024) found that that there is a positive
and significant correlation between effective leadership
qualities and effective school characteristics. Specifically,
there is a significant correlation between democratic and
tolerant leadership, and the efficacy of removing obstacles
to learning. They also found that a significant correlation
exists between the leaders’ ability in communication,
building up excitement, and the dimensions of flexible
resources, as well as focusing on basic skills.

2.2.3 Advocacy and Community Engagement
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Leadership involves advocacy for bilingual education and
community engagement to garner support for language
policies and programs. Leaders serve as advocates for
bilingual education, articulating its benefits and addressing
concerns raised by stakeholders (Nguyen, 2020). Through
proactive communication and collaboration with diverse
community groups, leaders build trust and consensus
around bilingual education initiatives. By fostering
partnerships with parents, community organizations, and
advocacy groups, leaders ensure that bilingual education
policies are responsive to the needs and aspirations of
diverse linguistic communities. Lastly, there is a
significant  correlation between communication,
excitement, vision, and monitoring students’ progress
within effective schools.

2.2.4 Promotion of Inclusive Practices

Effective leadership fosters inclusive practices that
celebrate linguistic diversity and promote equitable access
to educational opportunities. Leaders cultivate a culture of
respect for multilingualism within educational institutions,
valuing students' home languages as valuable resources for
learning (Garcia & Kleifgen, 2018; Nguyen & Luo, 2020).
Moreover, leaders promote culturally responsive
pedagogies that honor students' linguistic and cultural
backgrounds, fostering a sense of belonging and academic
success among bilingual learners. By championing
inclusive practices, leaders create an environment where
all students can thrive academically and socio-culturally.

2.2.4  Supervisory Curriculum

Development

In a study by Muniroh, S., et. al. (2022), they found that
low English competencies of both teachers and leaders
prevented them from teaching effectively and developing
suitable bilingual instructional materials. They were never
trained to manage bilingual programs. In addition, they
faced the challenge of combining both national and
international curricula to further bilingual outcomes. For
these teachers and leaders, it took years to figure out how
to manage bilingual programs successfully through
experiences of trial and error, and by learning on the job.
Researchers recommended that proper training and
development be put in place in both developing the
curriculum, and in delivering lessons. This training should
be ongoing i.e. pre-service or in-service, and should
preferably be in the preparation stage of both teachers and
leaders before they take up appointments.

Leadership in

In summary, leadership exerts a significant influence on
bilingual education policies and their implementation in
Asia and Southeast Asia. Visionary leadership is essential
for developing inclusive policies, allocating resources, and
fostering community engagement. By advocating for
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bilingual education, investing in resources, and promoting
inclusive practices, leaders create supportive environments
where linguistic diversity is celebrated, educational equity
is promoted, and social cohesion is strengthened.

1. METHODOLOGY

This study used a descriptive qualitative approach focusing
on three schools in Indonesia. By school leadership, the
researchers are referring to management positions like
Principal, Vice-Principal, Heads of Department, Teacher
Mentors, and the like based on the organizational structure
of the schools. The participants were chosen based on
purposive sampling. Creswell & Creswell (2018) suggests
being purposeful in identifying participants that might
provide insight to research questions. The researchers
selected three principals and two heads of department to
participate in the study.

Semi-structured interviews were conducted with three
school principals, and two heads of department for
languages. They were interviewed to explore leadership
practices, challenges, strategies to overcome them, and
perspectives  on  effective  bilingual  education
implementation. The interviews were conducted in Bahasa
Indonesia, the language that all participants were most
comfortable with. After that the interview notes were
translated into English for the purpose of analysis and
report writing.

The interview data was thematically analyzed following
Braun and Clarke's (2006) six-step framework to identify
themes, trends, and insights regarding leadership in
bilingual education implementation. This involved
identifying recurring themes or concepts that emerged
from the data.

During coding, data were segmented into meaningful units
to capture key concepts (Creswell & Creswell, 2018). For
instance, codes such as "collaborative leadership," "teacher
training,"” "resource allocation,” and ‘"community
engagement™" were noted. Codes related to “collaborative
leadership™ and "inclusive decision-making" were grouped
under the theme "leadership practices," while codes like
"curriculum integration" and “bilingual curriculum
development®  formed the  theme  "curriculum
development”. Challenges such as "resource constraints"
and “teacher shortages” were categorized under
"challenges and proactive strategies."”

1. FINDINGS & DISCUSSION

The researchers set out to investigate what leadership
practices were employed by school leaders, how their
practices impacted the effectiveness of bilingual education,
what challenges they faced, and how they overcome them.
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From the analysis of the interview data from the three
principals, several recurring themes emerged that
supported all three research questions.

4.1 Data from School Principals

The recurring themes identified from the interviews of the
three principals provide a comprehensive understanding of
the factors that support the effective implementation of
bilingual education in schools. These themes collectively
highlight the multifaceted approach required to
successfully implement and sustain bilingual education in
schools. These themes can be organized into four key
areas, namely, leadership practices, collaboration and
community engagement, addressing challenges, and vision
for bilingual education.

4.1.1 Leadership Practices

Effective leadership in bilingual education involves
inclusivity, resilience, clear vision, strong commitment,
and continuous professional development. What the
researchers found agrees with Cruickshank’s earlier study
where he found that effective leaders collaborate with
policymakers, educators, and community stakeholders to
design policies that prioritize linguistic equity and cultural
preservation. By advocating for inclusive policies, leaders
create a framework for promoting bilingualism as an asset
for individual development and societal cohesion
(Cruickshank, 2019).

One principal who was interviewed described a
collaborative, inclusive, and empowering leadership
approach, emphasizing shared decision-making and active
participation. Another principal shared how it was
important to demonstrate resilient and positive leadership,
maintaining open communication and a shared vision
despite challenges. This was resonated by the third
principal who highlighted clear vision, strong
commitment, cultural understanding, and continuous
professional development as key leadership practices.

4.1.2 Collaboration and Community Engagement

Leaders serve as advocates for bilingual education,
articulating its benefits and addressing concerns raised by
stakeholders (Nguyen, 2020). This is achieved through
proactive communication and collaboration with diverse
community groups, where leaders build trust and
consensus around bilingual education initiatives by
involving various stakeholders and building strong
community partnerships are crucial for program success.
The researchers also found that collaboration with
stakeholders (teachers, parents, community members) and
building strong community partnerships are essential for
the successful implementation of bilingual education
programs in the three schools involved in this case study.
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One principal emphasized that he invested time and effort
to collaborate with teachers, parents, and community
members. He attributed the successful implementation of a
dual-language program was only possible through
stakeholder involvement. Another principal said that she
focused on building awareness among staff, leveraging
community partnerships, and engaging in small-scale
bilingual activities and cultural events to celebrate
diversity. The third principal stressed the importance of
engaging parents, teachers, administrators, and community
members in program development and implementation.

In terms of the third research question on challenges faced
by school leadership, all three principals agreed that
identifying and proactively addressing challenges (e.g.,
resource constraints, teacher recruitment, instructional
materials) are crucial for the success of bilingual education
programs. This was exactly in line with what Thao &
Garcia (2021) argued for when they said that educational
leaders advocate for adequate funding, professional
development opportunities, and instructional materials to
support bilingual education initiatives.

One principal acknowledged challenges such as resource
constraints and finding qualified teachers. How he
addressed this issue was through partnerships with
universities, securing grants, and implementing learning
support strategies like extra lessons for students who could
not catch up with lessons. Another principal identified
challenges like resistance from staff, limited funding, and a
shortage of qualified educators. He addressed them
through open communication and leveraging community
resources such as sharing teachers.

The third principal listed challenges including finding
qualified teachers, developing instructional materials, and
parental involvement. While it was a struggle to solve
these big issues, he was aware that strategies such as using
research, developing tailored materials, and facilitating
communication would help him address the challenges he
faced. He acknowledged that it would take time and effort
to do this, and was positive and determined.

4.1.3 Vision for Bilingual Education

Data also revealed that all three principals were clear about
sustaining their programs for the long-term, and this they
championed by having a vision for bilingual education.
Existing literature emphasizes that one of the pivotal roles
of effective leadership practices includes vision-setting
(Ahmed, Ahmed, & Rahman, 2021). This is defined as
maintaining a clear, optimistic vision that emphasizes
equity, diversity, and global readiness guides the effective
implementation of bilingual education programs (Phan,
Nguyen, & Tran, 2020).
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Data from one principal showed how he articulated a
vision of providing every student the opportunity to
become bilingual and biliterate, promoting social justice,
equity, and global readiness. Another principal maintained
an optimistic vision for a future where all students have
access to high-quality bilingual education that celebrates
diversity and promotes academic success. Another
principal emphasized early language acquisition, engaging
learning environments, parental involvement, and
sustainability as part of their vision for bilingual education.

4.2 Data from Heads of Department (HODSs)

Analyzing the interview data from the HODs, several
recurring themes emerged that support the effective
implementation of bilingual education in schools. The
recurring themes identified from the interviews of the
HODs provided an understanding of the factors that
support the effective implementation of bilingual
education in schools at the middle management level, as
HODs have more opportunities to work closer with
teachers and parents compared to principals. The themes
are as follows:

4.2.1 Curriculum Development and Integration

Both HODs advocated that effective implementation of
bilingual  education  requires  robust  curriculum
development and the integration of bilingual elements to
improve student learning outcomes and engagement. The
incorporation of bilingual components such as bilingual
literature and cultural studies into the curriculum enhances
student engagement and language proficiency. Both HODs
agreed that integrating bilingual elements into the English
curriculum has a positive impact on student engagement
and cultural awareness.

4.2.2 Teacher Training and Professional Development

Continuous professional development and training for
teachers are crucial to overcoming challenges and ensuring
the successful delivery of bilingual education. One HOD
stressed the importance of continuous professional
development opportunities for teachers to effectively
deliver bilingual education. While the other, focused on
providing ongoing training and support to teachers to
address resistance and build a culture of openness and
collaboration. This is in line with what Muniroh, S., et. al.
(2022) had recommended in their earlier study about
raising competencies in teachers.

4.2.3 Challenges and Proactive Strategies

Like the principals, both HODs acknowledged challenges
such as resistance from stakeholders, resource limitations,
and equitable access, and outlines strategies like building
awareness, seeking funding, and implementing targeted
interventions. One HOD addressed resistance from staff by
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providing support and fostering a culture of collaboration
and openness. Like the principals, HODs agreed that
identifying challenges and implementing proactive
strategies, such as building awareness, securing resources,
and fostering collaboration, are essential for overcoming
barriers in bilingual education.

4.2.4 Participatory and Supportive Leadership

In terms of leadership, it was clear that inclusive and
supportive leadership practices that empower stakeholders
and promote collaboration are key to fostering a positive
school culture and successfully implementing bilingual
education. One HOD described a participatory leadership
approach, involving teachers, students, and parents in
decision-making processes, prioritizing communication
and transparency. The other HOD described a supportive
leadership approach, empowering teachers to take risks
and try new approaches, and providing guidance and
celebrating successes. This was in line with what was
found by Karatas, S. et. al (2024) in their study about
democratic leadership that focuses on helping to solve
problems on the ground that hinder learning.

4.2.5 Vision for Bilingual Education

Like the principals, both HODs agreed that a clear and
aspirational vision for bilingual education that emphasizes
its broader societal benefits, such as cultural
understanding, academic success, and global citizenship, is
fundamental to guiding effective implementation efforts.
As HODs, they take reference from their respective
principals in articulating a vision where bilingualism is
celebrated and seen as an asset, promoting cultural
understanding, academic achievement, and social equity
(Phan, Nguyen, & Tran, 2020). One HOD further refined
her principal’s vision by envisioning all students
developing proficiency in multiple languages and gaining
a deeper understanding of diverse cultures, enhancing
academic achievement, and promoting global citizenship.

V. CONCLUSION

Data from the principals and HODs showed huge overlaps
in what they perceived to be important for effective
bilingual education. They are as follows:

a) Supervisory Leadership in Curriculum Development
and Integration by incorporating bilingual elements into
the curriculum to enhance student engagement and
learning outcomes.

b) Teacher Training and Professional Development by
providing continuous professional development to equip
teachers with the necessary skills and knowledge.

c) Proactive Strategies should be employed to address
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challenges  through strategic  planning, resource
acquisition, and building stakeholder awareness and
support for the long-term.

d) Participatory and Supportive Leadership that employ
inclusive and visionary leadership practices to empower
and involve stakeholders in the decision-making process is
crucial at every step of implementation.

e) Clear and aspirational envisioning that highlights the
societal and academic benefits of bilingual education must
be championed, communicated, and maintained.

This study has several limitations, as it focused on only
three schools in Indonesia, and it may limit the
generalizability of the findings. Data collection was
through semi-structured interviews, so it is from a
descriptive qualitative study perspective. One way to
improve would be to include an instrument that can
capture quantitative data e.g. an objective questionnaire,
given to a larger sample size. Another way for future
research would be to expand the scope to include a larger
number of schools and explore the impact of leadership on
bilingual education in different cultural and linguistic
contexts.

Through a modest investigation of school leadership in
bilingual education implementation, this research aims to
add knowledge and practice in educational leadership and
policy within the Indonesian context. By examining
leadership practices, challenges, and outcomes, the study
seeks to inform better decision-making and promote
effective strategies for bilingual education implementation
in Indonesian schools. Bilingual education is the way
forward for Indonesia, and effective leadership is key in
promoting successful bilingual education initiatives.
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