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 This study evaluates the implementation of the Teacher Leadership 
Program (Program Guru Penggerak/PGP) for Physical Education (PJOK) 
teachers in Dharmasraya Regency using the CIPP (Context, Input, Process, 
Product) model. A qualitative descriptive-evaluative approach was 
employed with eight informants, including teachers, principals, practice 
instructors, and education office representatives. Data were collected 
through interviews, observations, and documents, then analyzed using 
Miles and Huberman’s interactive model with source and method 
triangulation. Findings indicate that the PGP is relevant to teacher needs 
and policy, supported by adequate modules and institutional resources, 
and fosters reflective and collaborative practices. However, technical 
constraints, time management challenges, and variation in teacher 
engagement were noted. The program enhances pedagogical 
competence, instructional leadership, and teacher roles as change agents, 
though impacts on student outcomes and long-term sustainability 
require further evaluation. 
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Introduction 
Education plays a strategic role in shaping character, intellect, and the overall quality of human 
resources. Research indicates that strong educational leadership enables teachers and schools to act as 
agents of change rather than merely routine implementers (Brown et al., 2022; Hwang & Lai, 2017; 
Kershner & Mcquillan, 2016; Mulford, 2003). In Indonesia, Law No. 20 of 2003 on the National 
Education System emphasizes that education functions to develop capabilities and establish a dignified 
national character (Depdiknas, 2003). Teachers, as frontline practitioners, are crucial in achieving these 
goals, yet evidence suggests that teacher professionalism is strongly influenced by collaborative school 
culture and leadership quality (Muhsin et al., 2020; Nelianti et al., 2021; Parlar et al., 2017). 

Teachers are not merely transmitters of knowledge but also role models, mentors, and drivers of 
school-based transformation. This aligns with research emphasizing that teachers must undergo an 
identity shift to become “teacher-leaders” capable of initiating meaningful instructional and 
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organizational change (Gul et al., 2022; Reid et al., 2025). Despite this ideal, many teachers, particularly 
in specialized subjects like Physical Education (PJOK), face challenges in integrating leadership and 
reflective practices into their daily work. 

Physical Education (PJOK) teachers occupy a strategic role in national education by fostering 
discipline, sportsmanship, cooperation, and responsibility among students. Literature highlights that 
effective physical education should address cognitive, affective, and social development, not just motor 
skills (Condello et al., 2021; Syaukani et al., 2023). However, field observations and previous studies 
indicate that PJOK instruction in many schools remains dominated by traditional, skill-focused 
approaches, revealing a persistent need for professional development and pedagogical innovation 
(Handoyo et al., 2020; N et al., 2021). 

To address these challenges, the government launched the Teacher Leadership Program (Program 
Guru Penggerak/PGP), aimed at cultivating reflective, empowered teachers capable of leading 
instructional innovation. Through the PGP, teachers are expected to transform conventional teaching 
into student-centered, contextual, and values-based learning aligned with the Pancasila Student 
Profile. The program emphasizes reflective practice, collaborative engagement, and instructional 
leadership, yet its effectiveness in rural and resource-limited contexts remains under-explored (Gul et 
al., 2022; Reid et al., 2025). 

Dharmasraya Regency, West Sumatra, represents a relevant setting for examining PGP 
implementation, as the region combines urban and rural areas with varying levels of educational 
access. Rural teachers often face structural and personal challenges in professional development 
programs, including limited infrastructure, technology access, and the dual burden of teaching and 
administrative tasks (Cadero-Smith, 2020; Şahin et al., 2024; Obrad, 2020; Ravi et al., 2021). These 
conditions may affect teacher engagement and the translation of program learning into classroom 
practice, highlighting the need for context-specific evaluation. 

Preliminary observations suggest that while some PJOK teachers in Dharmasraya show 
improvements in reflective practice, collaboration, and student-centered instruction, others encounter 
difficulties in adapting program content or balancing it with teaching responsibilities. Such variability 
underscores the importance of evaluating not only program outcomes but also factors that support or 
hinder implementation, including institutional, social, and technical conditions (Guyadeen & Seasons, 
2016; Yan et al., 2021). 

A comprehensive evaluation using the CIPP (Context, Input, Process, Product) model is therefore 
essential to understand the program’s effectiveness, identify strengths and weaknesses, and provide 
evidence for policy and program improvements. This study advances prior research by applying the 
CIPP model specifically to PJOK teachers, examining the impact on pedagogical competence, 
instructional leadership, and collaborative school culture, and offering empirical insights to guide 
efforts in strengthening teacher capacity and educational quality at the regional level (Albareda-Tiana 
et al., 2018). 

 

Method 
This study employed a qualitative descriptive-evaluative approach to assess the implementation of the 
Teacher Leadership Program (Program Guru Penggerak/PGP) for Physical Education (PJOK) teachers in 
Dharmasraya Regency. The qualitative approach was chosen to capture in-depth insights into teachers’ 
experiences, program processes, and outcomes in real-life contexts. The evaluation applied the CIPP 
(Context, Input, Process, Product) model developed by Stufflebeam, which provides a comprehensive 
framework to assess program relevance, resource readiness, implementation quality, and outcomes 
(Aziz, 2018; Darama et al., 2018). The focus was on how the PGP influences pedagogical, professional, 
and leadership competencies of PJOK teachers while identifying supporting and inhibiting factors in 
program implementation. 

The research involved eight key informants: three PJOK teachers, three school principals, one 
practice instructor, and one representative from the Dharmasraya District Education Office, selected to 
represent multiple perspectives on program implementation. Primary data were collected through 
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semi-structured interviews and direct classroom observations, while secondary data were obtained 
from official documents, training modules, and participant reflection notes. Data were analyzed using 
the interactive Miles and Huberman model consisting of data reduction, display, and conclusion 
drawing (Mezmir, 2020), and triangulation of sources and methods was applied to ensure credibility, 
dependability, and confirmability of findings. This approach allowed the study to present a 
comprehensive, context-sensitive understanding of the PGP implementation in PJOK education. 

 

Results and Discussions 
General Description of the Research Location and Subjects 
This study was conducted in Dharmasraya Regency, West Sumatra Province, one of the regions that 
has implemented the Teacher Leadership Program (Program Guru Penggerak/PGP) since 2022. The 
regency has diverse geographical characteristics, encompassing both urban and rural areas with 
varying levels of educational access. These conditions make Dharmasraya a relevant setting for 
examining the effectiveness of a teacher competency development program, particularly for Physical 
Education (PJOK) teachers. The local government, through the Dharmasraya District Education Office, 
demonstrates strong commitment to supporting national policies aimed at improving teacher quality 
through the implementation of the PGP. The program is designed to nurture reflective, innovative 
teachers who are capable of becoming instructional leaders in their schools. Within the Dharmasraya 
context, PJOK teachers hold a strategic role, as physical education contributes to shaping students’ 
character by instilling values of sportsmanship, discipline, and responsibility. 

The research subjects comprised eight informants representing key roles in the program’s 
implementation, as presented in Table 1. These include three PJOK teachers (G1–G3) as program 
participants, three school principals (KS1–KS3) from their respective schools, one practice instructor 
(PP1) from the Teacher Leadership Training Center, and one representative from the District Education 
Office (D1).  

Table 1. Research Subject Identity 

Code Position / Role Educational Unit / Institution Description 
G1 Physical Education 

Teacher 
Public Elementary School 
(Dharmasraya) 

PGP Cohort X Participant 

G2 Physical Education 
Teacher 

Public Elementary School 
(Dharmasraya) 

PGP Cohort X Participant 

G3 Physical Education 
Teacher 

Public Junior High School 
(Dharmasraya) 

PGP Cohort XI Participant 

KS1 Principal Public Elementary School 
(Dharmasraya) 

Principal of G1 

KS2 Principal Public Elementary School 
(Dharmasraya) 

Principal of G2 

KS3 Principal Public Junior High School 
(Dharmasraya) 

Principal of G3 

PP1 Practicing Instructor Teacher Training Center (Balai 
Guru Penggerak) 

Mentor for PJOK Teacher 
Participants 

D1 Head of Teacher 
Affairs Division 

Dharmasraya Education Office Representative of Local 
Education Policy 

This composition of informants enabled the researcher to gain comprehensive insights from 
multiple levels of program stakeholders, ranging from individual teachers to government institutions. 
To provide an initial overview of the interview results, Table 2 presents a summary of the preliminary 
findings according to each informant category.  
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Table 2. Summary of Preliminary Findings Based on Informant Categories 

Informant 
Category 

Interview Focus Main Key Findings Supporting Evidence / Key 
Quotes 

PJOK Teachers 
(G1–G3) 

Impact of PGP on 
competence and 
motivation 

Increased reflective ability 
and differentiated 
instruction 

“Now I understand that PE 
learning can shape student 
character.” (G1) 

Principals 
(KS1–KS3) 

Changes in teacher 
behavior and school 
culture 

Teachers are more active, 
innovative, and lead school 
activities 

“Our PE teacher often leads 
Pancasila Student Profile 
projects.” (KS2) 

Practicing 
Instructor 
(PP1) 

Mentoring and module 
implementation 

PJOK teachers adapt 
quickly and demonstrate 
reflective learning 

“PJOK teachers are among 
the most progressive 
participants.” (PP1) 

Education 
Office (D1) 

Policy and 
institutional support 

The office facilitates 
communication and 
technical support 

“We ensure participants 
receive adequate learning 
support.” (D1) 

The results indicate that all informants hold a positive view of the program’s implementation. PJOK 
teachers reported improvements in their reflective abilities and differentiated instruction practices; 
school principals observed more innovative and active teacher behavior; practice instructors noted the 
adaptability and progressiveness of PJOK participants; and the Education Office affirmed its strong 
institutional support. Overall, these early findings demonstrate that the PGP implementation in 
Dharmasraya has been effective and has produced tangible improvements in PJOK teacher competence. 

Program Evaluation Based on the CIPP Model 
Context Evaluation 
The context evaluation aimed to determine the extent to which the Teacher Leadership Program aligns 
with the professional needs of PJOK teachers in Dharmasraya Regency and its relevance to regional 
education policies. This component focuses on program relevance, policy support, school culture, and 
the role of practice instructors in strengthening program implementation. Interview findings indicate 
that the program offers genuine opportunities for PJOK teachers to develop leadership competence and 
reflective capacity. Support from school principals and the Education Office also plays an essential role 
in enabling teacher participation in learning activities and training. 

Table 3. Summary of Interview Results for Context Evaluation 

Evaluated 
Aspect 

Core Statements from 
Informants 

Informant 
Code 

Meaning of Findings (Data 
Reduction) 

Program 
relevance 

“This program meets our needs to 
develop more meaningful PE 
learning.” 

G1 The program is relevant to 
PJOK teachers’ professional 
needs. 

Policy support “We want all teachers to have 
equal learning opportunities.” 

D1 PGP supports equitable 
teacher competence 
development. 

School culture “The PJOK teacher is more 
enthusiastic and shares learning 
experiences.” 

KS1 The program fosters a 
collaborative school culture. 

Role of 
practicing 
instructor 

“PJOK teachers are among the 
most enthusiastic participants.” 

PP1 The program builds reflective 
learning habits among 
teachers. 

Based on the data presented in Table 3, the implementation of the PGP demonstrates strong 
relevance to the professional needs of PJOK teachers. PJOK teachers (G1) perceive the program as 
responsive to their needs in designing more meaningful, student-centered PJOK instruction. The 
District Education Office (D1) emphasizes that the policy promotes equitable learning opportunities, 
while school principals (KS1) note increased enthusiasm and collaboration within their institutions. 
Practice instructors (PP1) highlight participants’ high levels of motivation and reflective engagement. 
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Collectively, the findings show that the PGP is highly relevant, well-aligned with regional needs, and 
capable of fostering a collaborative school culture. 

Input Evaluation 
Input evaluation measures the readiness of human resources, institutional support, and facilities 
available to sustain the PGP implementation for PJOK teachers in Dharmasraya. This component also 
considers learning module quality, principal support, participant motivation, and technical constraints 
encountered during training. Overall, the results show that program implementation is systematically 
designed with adequate policy support and mentoring. PJOK teachers perceive the training content as 
relevant to their needs in developing innovative, student-centered learning practices. 

Table 4. Summary of Interview Results for Input Evaluation 

Input 
Component Key Findings Informant 

Code 
Meaning or Initial 

Interpretation 
Module quality “The materials are complete and 

relevant, including educational 
philosophy.” 

PP1 The modules effectively 
enhance teacher competence. 

Principal 
support 

“We provide time so teachers can 
focus on learning.” 

KS1 Strong institutional support. 

Participant 
motivation 

“It was difficult at first, but over time I 
got used to it and enjoyed learning.” 

G2 High learning motivation 
among participants. 

Technical 
constraints 

“Internet connectivity is sometimes a 
problem.” 

D1 Digital infrastructure needs 
improvement. 

Based on the findings in Table 4, the learning modules are considered highly effective, as they 
incorporate educational philosophy that strengthens teachers’ understanding of differentiated 
instruction. Principals (KS1) provide administrative support and allow dedicated learning time for 
teachers. Participants (G2) display strong motivation to learn, despite initial challenges of adjusting to 
additional tasks. Practice instructors (PP1) confirm high enthusiasm among PJOK teachers, while the 
Education Office (D1) acknowledges technical issues related to uneven internet connectivity. Overall, 
the input component suggests strong resource readiness and institutional support, though 
improvements in digital infrastructure remain necessary. 

Process Evaluation 
The process evaluation describes how the PGP is implemented in practice, particularly in relation to 
mentoring, module application, and teacher collaboration. This component is essential for 
understanding the extent to which training activities are translated into classroom practices. In 
Dharmasraya, PJOK teachers show strong enthusiasm in participating in workshops and mentoring led 
by practice instructors. Through these activities, teachers develop reflective skills and design 
innovative learning tailored to student needs. 

Table 5. Summary of Interview Results for Process Evaluation 

Process Aspect Field Findings Description Informant 
Code 

Preliminary Conclusion 

Mentoring “We conducted two to four 
mentoring sessions for each 
module.” 

PP1 Effective and continuous 
mentoring. 

Module 
implementation 

“We immediately applied the 
training results in the 
classroom.” 

G1 Contextualized learning 
implementation. 

Teacher 
collaboration 

“PJOK teachers now frequently 
share best practices.” 

KS2 Program encourages cross-
subject collaboration. 

Time constraints “Reflective tasks sometimes 
accumulate.” 

G2 Better time management is 
needed. 
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The findings in Table 5 indicate that program implementation is effective and continuous. Practice 
instructors (PP1) conduct mentoring two to four times per module, assisting teachers in deepening 
their understanding. PJOK teachers (G1) directly apply program concepts in their classes through 
contextual instruction. School principals (KS2) observe increased teacher collaboration, evidenced by 
frequent sharing of best practices across subject areas. However, some participants (G2) experience 
time constraints due to substantial reflection task requirements. Overall, the program process is 
effective, collaborative, and has enhanced the culture of learning among PJOK teachers. 

Product Evaluation 
Product evaluation assesses the outcomes of the PGP, including improvements in teachers’ individual 
competencies and institutional impacts on schools and students. This component measures the extent 
to which PJOK teachers apply program learning in practice and their contribution to creating active, 
reflective learning environments. Interviews show significant changes in teachers’ mindsets, attitudes, 
and instructional practices after completing the program. School principals observe enhanced 
instructional leadership and teacher participation in school activities, while the Education Office 
reports strengthened professional networks among teachers. 

Table 6. Summary of Interview Results for Product Evaluation 

Product Aspect Achieved Outcomes Informant 
Code 

Actual Meaning or Impact 

Teacher 
competence 

“Now I can design differentiated 
instruction.” 

G2 Increased pedagogical 
competence. 

Instructional 
leadership 

“The PJOK teacher actively leads 
school activities.” 

KS1 Emergence of teacher 
instructional leaders. 

Impact on 
students 

“Students are now more 
enthusiastic and active.” 

KS3 Learning becomes more 
meaningful and enjoyable. 

Systemic impact “Teacher leaders now serve as 
MGMP resource persons.” 

D1 The program produces 
change agents. 

The findings in Table 5 indicate that program implementation is effective and continuous. Practice 
instructors (PP1) conduct mentoring two to four times per module, assisting teachers in deepening 
their understanding. PJOK teachers (G1) directly apply program concepts in their classes through 
contextual instruction. School principals (KS2) observe increased teacher collaboration, evidenced by 
frequent sharing of best practices across subject areas. However, some participants (G2) experience 
time constraints due to substantial reflection task requirements. Overall, the program process is 
effective, collaborative, and has enhanced the culture of learning among PJOK teachers. 

The evaluation findings indicate that the Teacher Leadership Program (PGP) effectively addresses 
the professional challenges faced by PJOK teachers in Dharmasraya, particularly in enhancing 
pedagogical skills and fostering collaborative school cultures. The program demonstrates alignment 
between teacher needs, regional policy support, and structured learning modules, which collectively 
reinforce its relevance and quality of implementation. High levels of teacher engagement, reflective 
practice, and adaptive mentoring contribute to a continuous cycle of professional growth, suggesting 
that the program successfully integrates theoretical learning with practical application (Ezzani, 2019; 
Kilag & Sasan, 2023). 

Analysis of the contextual component shows that the PGP not only strengthens pedagogical capacity 
but also promotes reflective and collaborative school cultures. Alignment with regional policies 
ensures equitable access to professional development, supporting the findings of prior research on 
systemic and policy support in teacher development programs (Pharis et al., 2019; Thannimalai & 
Raman, 2018; R. Wang & Shih, 2022). Contributions from practice instructors enhance teachers’ 
reflective practices, while principal support facilitates a conducive learning environment, consistent 
with studies emphasizing the role of ongoing coaching and mentoring in motivating teacher 
engagement (Ali et al., 2018; Geletu, 2023). 

The input component reflects a generally strong support ecosystem in Dharmasraya, although 
implementation is not entirely uniform across schools. Learning modules are relevant and 
contextualized, supporting instructional leadership and authentic assessment practices (Ogut et al., 
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2025; Yulando et al., 2019). Administrative and moral support from principals fosters a positive 
learning climate, consistent with research showing that leadership significantly influences teacher 
commitment in professional development (Ican et al., 2021; Tambajong et al., 2020). Participant 
motivation is high, demonstrating the importance of intrinsic drive for successful professional growth 
(Bukhari et al., 2021; Tang et al., 2020), and social-professional support mitigates technological 
limitations in training (Nurutdinova, 2021; C. Wang et al., 2023). 

Process evaluation shows that PGP implementation fosters a collaborative and reflective learning 
ecosystem. PJOK teachers engage in sharing best practices, indicating a shift from isolated teaching to 
active participation in professional learning communities (Antinluoma et al., 2021; Khasawneh et al., 
2023). Reflective practice is increasingly recognized as a foundation for instructional improvement, 
aligning with literature emphasizing its central role in effective teacher development (Stăncescu et al., 
2019; Zakaria, 2020). Flexible mentoring helps teachers manage time constraints while maintaining 
engagement with program demands (Candeias et al., 2024; Ma et al., 2018). 

The product component demonstrates meaningful outcomes at individual and institutional levels. 
PJOK teachers report enhanced competencies in designing differentiated instruction, managing 
authentic assessments, and creating engaging learning environments (Lewis & Lewis, 2020; Nugroho, 
2024). Professional behavioral changes are visible in increased participation in leading school activities 
and MGMP forums, consistent with research on teacher leadership strengthening school culture 
(Jakavonytė-Staškuvienė & Barkauskienė, 2023; Wang’ombe, 2023). Teacher-led initiatives based on 
the Pancasila Student Profile reflect emerging transformative leadership, supporting studies showing 
that sustained professional development cultivates teachers as change agents (Hauge, 2019; Saleem et 
al., 2021). 

Institutional impacts include improved teaching practices, enhanced cross-level collaboration, and 
strengthened professional networks, echoing findings that teacher networks contribute to 
instructional quality and school performance (Antinluoma et al., 2018; Prenger et al., 2021; F. Sahin & 
Yenel, 2021). Despite positive results, variations in infrastructure, technological access, and mentoring 
intensity suggest that program outcomes may differ across schools, highlighting the importance of 
adaptive strategies tailored to local contexts. 

The discussion underscores that the PGP has been effective in developing reflective, innovative, and 
collaborative PJOK teachers while also fostering a network of educational change agents in 
Dharmasraya. The findings provide empirical evidence for policymakers and stakeholders to 
strengthen teacher leadership programs, emphasizing the need to balance resource provision, 
mentoring support, and contextual adaptations to maximize professional development impact. 

 

Conclusions 
Based on the research findings, it can be concluded that the implementation of the Guru Penggerak 
Program (PGP) for PJOK teachers in Dharmasraya Regency has been effective and has produced 
significant impacts on the improvement of professional, pedagogical, and instructional leadership 
competencies. The program is highly relevant to the needs of teachers in the field and aligns with 
regional education policies that support the enhancement of educator capacity. Support from school 
principals, practice instructors, and the District Education Office serves as a key factor ensuring the 
continuity of the program. Although technical challenges such as limited internet access and time 
constraints still occur, these issues do not diminish participants’ enthusiasm for engaging in the 
learning process. The program has proven successful in shaping PJOK teachers who are reflective, 
collaborative, and adaptive to change, while also cultivating change agents who actively contribute to 
improving the quality of learning in schools. Therefore, the PGP can be considered an effective teacher 
professional development model for strengthening the educational ecosystem at the regional level. 
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