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Abstract. Creating a literate generation requires a sustained pedagogical process,
a goal often challenged by resource limitations in formal education. This study
addresses this gap by examining an innovative, low-cost strategy. Introduction:
This research describes a literacy learning strategy using a 'Class Literacy Tree'
(POLIKEL) to support the 'One Week One Book' (SAMI SAKU) program and
its impact on the reading interest and literacy skills of fifth-grade elementary stu-
dents. Method: A qualitative, descriptive case study design was employed at two
elementary schools in Sumedang Regency, Indonesia. Data were collected via
observation, in-depth interviews, and documentation analysis, then analyzed us-
ing an interactive model. Results: The 'Class Literacy Tree' strategy successfully
creates a joyful, participatory, and goal-oriented learning environment. The pro-
gram effectively fosters continuous reading and writing habits, with teachers act-
ing as crucial facilitators. Students' consistent, tangible engagement with the 'tree'
demonstrated marked improvement in reading interest, comprehension of intrin-
sic text elements, and basic writing skills. Discussion: The strategy's success is
contingent on a supporting management cycle strong school leadership, validat-
ing the PDCA cycle as a framework for sustainable pedagogical innovation. This
strategy serves as an effective, sustainable, and scalable alternative model to en-
hance foundational literacy in elementary education.

Keywords: Literacy Strategy, Class Literacy Tree, Reading Motivation, One
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1 Introduction

The cultivation of foundational literacy is a cornerstone of global educational pol-
icy, recognized as the primary conduit for critical thinking, creative expression, and
effective communication in the 21st century [1]. Literacy transcends the mere mechan-
ics of decoding text; it encompasses the complex abilities to comprehend, critically
evaluate, synthesize, and utilize information as a basis for lifelong learning and active
citizenship [2]. In an era of rapid digital transformation, where individuals are inun-
dated with information, the capacity to navigate this landscape adaptively is not merely
an academic skill but a prerequisite for personal, social, and economic stability

1 This is an openaccess article under CC-BY-SA license



Journal of Science and Education (JSE)

Vol 6, Special Collection 2.1, March 2026, Pages 1-12
ISSN: 2745-5351 (Media Online)

DOI: https://doi.org/10.58905/jse.v6i2.1.707

Despite this global consensus, international assessments consistently reveal persis-
tent challenges in achieving deep literacy. The Programme for International Student
Assessment (PISA) results, for instance, highlight a significant literacy gap in many
nations, including Indonesia, where a large cohort of students struggles to move beyond
basic retrieval of information to the higher-order skills of interpretation and evaluation
[3]. This challenge is often exacerbated in educational contexts contending with signif-
icant resource disparities, particularly in public primary schools. These schools fre-
quently face a dual obstacle: limited access to diverse, high-interest reading materials
and inadequate technological infrastructure, such as a lack of computers or reliable in-
ternet access, which are often posited as solutions for personalized learning [4]. This
environment necessitates the development and validation of innovative, low-cost, and
sustainable pedagogical strategies that can function effectively without heavy reliance
on technology.

In response, the Indonesian education system has instituted broad policy frame-
works aimed at fostering a robust literacy culture. Initiatives such as the School Literacy
Movement (Gerakan Literasi Sekolah or GLS), mandated by the Ministry of Education
and Culture (Kementerian Pendidikan dan Kebudayaan Republik Indonesia, 2015), and
the flexible Kurikulum Merdeka (Emancipated Curriculum) [5], signal a systemic shift.
These policies emphasize literacy as a foundational competency underpinning all sub-
jects, not just language arts. They explicitly encourage pedagogical creativity and the
development of the 'Pancasila Student Profile', a holistic vision of student character that
includes critical reasoning, creativity, and collaborative [6].

Within this supportive policy landscape, grassroots pedagogical innovations have
emerged. Programs such as One Week One Book (Satu Minggu Satu Buku or SAMI
SAKU) represent a practical strategy to operationalize these national goals, aiming to
instill a consistent, habitual reading culture. This approach is strongly supported by
decades of literacy research, most notably by Krashen [7], who has demonstrated that
Free Voluntary Reading (FVR) is arguably the most powerful tool in a school's arsenal
for developing vocabulary, reading comprehension, and a positive disposition toward
reading.

However, the implementation of such programs is fraught with challenges. Simply
mandating a reading program, while necessary, is often insufficient to cultivate sus-
tained student motivation. The modern student's attention is a finite resource, fiercely
competed for by the immediate, gamified feedback loops of digital media. The core
pedagogical problem, therefore, is how to make the solitary, often invisible act of read-
ing as engaging, visible, and intrinsically rewarding as its digital counterparts. As es-
tablished by foundational reading motivation scholars, student engagement is a com-
plex interplay of cognitive strategies (knowing how to read), conceptual knowledge
(having what to read), and social motivation (having a reason to read) [8].

This study investigates a specific, low-cost pedagogical innovation designed to ad-
dress this motivational and social component directly: the Class Literacy Tree (Pohon
Literasi Kelas or POLIKEL). This strategy, observed in the case study schools, is a
tangible, visually interactive medium, often co-created by students and teachers. In its
typical application, a large tree is drawn or constructed on a classroom wall. When a
student completes a book as part of the SAMI SAKU program, they write a brief re-
view, summary, or analysis of its intrinsic elements on a paper leaf, which is then
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physically added to the communal tree. This simple act transforms reading from a pri-
vate, internal process into a collective, visible, and celebrated public achievement.

A growing body of practitioner-focused research has affirmed the motivational
power of such visual interventions. Studies specifically on literacy trees, including
those thematically linked to local culture, have demonstrated a marked increase in read-
ing interest by creating a meaningful and context-proximate learning experience [9],
[10]. These artifacts are effective because they tap into foundational theories of reading
motivation, creating a literacy-rich classroom environment where progress is tangible,
peer engagement is high, and the classroom's print environment becomes a dynamic
record of student achievement [11]. Further studies confirm that the tool can serve as a
synergistic motivator, engaging teachers, students, and parents, thereby fostering a sus-
tainable, school-wide literacy culture [12], [13].

Despite this clear pedagogical validation, a significant and critical gap persists in
the academic literature. Existing research focuses almost exclusively on the pedagogi-
cal and motivational effects of the Literacy Tree, treating it as a static, isolated inter-
vention. There is a conspicuous lack of inquiry into the managerial and strategic pro-
cesses required to implement such a program effectively and ensure its long-term sus-
tainability. A pedagogical tool, no matter how innovative, is destined for failure if it is
not supported by a robust, cyclical process of planning, implementation, evaluation,
and continuous improvement [14]. This deficiency is particularly acute in public
schools, where resources are finite and teacher time is overburdened; a strategy must
be not only effective but also efficient and manageable [15].

This study explicitly addresses this gap by employing the Plan-Do-Check-Act
(PDCA) cycle, a cornerstone of Total Quality Management (TQM) pioneered by W.
Edwards Deming, as its primary analytical framework. The PDCA cycle, also known
as the Deming Wheel or Shewhart Cycle, provides a simple yet profound framework
for analyzing a pedagogical strategy as a dynamic system rather than a one-time activity
[16], [17]. This study posits that the novelty of the Literacy Tree strategy lies not only
in the artifact itself but in its potential to be integrated into a strategic management cycle
that fosters continuous improvement. This lens allows for an examination of how the
program is conceived (Plan), how the tree is implemented as a learning tool (Do), how
its impact on literacy is measured and evaluated (Check), and, most critically, how that
data is used to refine the strategy (Act).

This research, therefore, moves beyond the simple question of Does the Literacy
Tree work? to ask, What management strategies make the Literacy Tree work effec-
tively and sustainably? By analyzing the implementation of the POLIKEL strategy
within the SAMI SAKU program through the PDCA lens, this study aims to describe
and analyze the strategic processes, enabling factors (such as supportive leadership and
school culture), and barriers to implementation (such as resource gaps or a lack of an
evaluation loop). The research seeks to provide a conceptual and practical model for
strengthening a school's literacy culture that is directed, measurable, and sustainable,
offering a significant contribution to both pedagogical practice and educational man-
agement theory.
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2 Method

This study employed a qualitative approach with a descriptive case study design .
This methodology was selected for its strength in providing a deep, holistic, and con-
text-rich understanding of a specific, bounded phenomenon—in this case, the imple-
mentation of the 'Class Literacy Tree' (POLIKEL) strategy within the 'One Week One
Book' (SAMI SAKU) program. The case study approach allowed for an in-depth ex-
ploration of the how and why behind the program's processes, capturing the roles, strat-
egies, and lived experiences of participants, as well as the emergent dynamics, barriers,
and solutions within their specific school contexts [18].

The research was conducted from January to April 2025 at two public elementary
schools in Sumedang Regency, West Java, Indonesia: SDN Ciluluk 1 (Tanjungsari Dis-
trict) and SDN Citali (Pamulihan District). These sites were purposefully selected as
they were both actively implementing the POLIKEL and SAMI SAKU programs,
providing a rich context for comparative analysis. Key participants included three fifth-
grade teachers directly involved in the program, one headmaster from each school, and
the fifth-grade students (observed as a group).

Data were collected using a triangulation of three primary techniques [19]: (1) in-
depth, semi-structured interviews with teachers and headmasters to explore their plan-
ning processes, implementation experiences, evaluation methods, and perceived im-
pacts; (2) direct, non-participant observation of classroom literacy activities, focusing
on student-teacher and student-tree interactions, and school-wide literacy habits; and
(3) documentation analysis of relevant artifacts, including lesson plans (RPP), school
strategic plans (RKS), student-generated leaves from the trees, photographs of the
classroom environment, and teacher evaluation notes.

Data analysis followed the interactive model proposed by Miles, Huberman, and
Saldafia [20]. This process involved three concurrent streams: (1) data condensation
(reducing, selecting, and focusing data from field notes, interview transcripts, and doc-
uments), (2) data display (organizing the condensed data into matrices structured
around the PDCA framework for each school), and (3) conclusion drawing and verifi-
cation (interpreting the displayed data to identify patterns, contrasts, and a tacit theory
of implementation). To ensure trustworthiness, credibility was established through per-
sistent observation, prolonged engagement, and member-checking, where key inform-
ants reviewed interview transcripts and preliminary interpretations to confirm their ac-
curacy.

3 Result

3.1  Planning (Plan): Strategic Foresight as a Precondition for Success

The Planning (Plan) phase was found to be the most significant point of divergence
between the two case-study schools, establishing a foundational trajectory that directly
predicted the program's subsequent efficacy. The findings show a stark contrast be-
tween a proactive, integrated strategic model and a reactive, routine-based operational
model.
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At SDN Ciluluk 1, the planning phase was characterized by a proactive, participa-
tory, and deeply integrated strategic approach. Documentary analysis of the School
Work Plan (RKS) and the School Activity and Budget Plan (RKAS), triangulated with
headmaster interviews, revealed that the literacy program was not a standalone add-on.
Instead, it was a core, embedded component of a multi-year, school-wide positive cul-
ture initiative. This initiative was itself the product of a formal needs analysis conducted
at the beginning of the academic year, which actively solicited input from all key stake-
holders: teachers, the school committee, and, crucially, parents. This collaborative pro-
cess ensured buy-in from the outset and aligned the program with the community's per-
ceived needs. The Headmaster of SDN Ciluluk 1 (Interview, 2025) stated, Every new
academic year, we hold a major planning session. All teachers, coaches, and even par-
ent representatives are involved. Their suggestions are recorded... All are integrated
with the school's vision so that the activities are genuinely relevant to the children's
needs. This participatory planning directly aligns with strategic management principles,
which posit that stakeholder integration is essential for effective resource allocation and
long-term goal alignment [15], [21].

This strategic integration was most evident in the formulation of specific, measur-
able, and resourced goals. The RKS and RKAS documents from SDN Ciluluk 1
showed that the literacy program (SAMI SAKU) and its visual tool (POLIKEL) were
linked to clear key performance indicators (KPIs), such as participation in inter-school
arts and literacy competitions (FLS2N). This transformed the program from a mere
habituation activity into a goal-oriented strategy. The arts coach (Interview, 2025) ex-
plained, Habituation activities are always included in the annual program, with the tar-
get of performing at the arts festival. We have a clear training schedule and support
from parents. So, it's not just routine practice; it's directed toward a specific achieve-
ment. This foresight had tangible results, as school records confirmed SDN Ciluluk 1
had won first place in a district-level speech competition for three consecutive years,
an outcome the headmaster directly attributed to the confidence and skills fostered by
the literacy program. This proactive, data-driven, and goal-oriented planning exempli-
fies the Plan stage as Deming [22] intended: a deep analysis of the system, its goals,
and its resources, designed to predict and prevent problems before they occur.

In stark contrast, SDN Citali demonstrated a reactive and routine-based planning
model. Interviews with the fifth-grade teacher (2025) and analysis of their program-
matic documents indicated that planning was largely an administrative formality, fo-
cused on fulfilling reporting requirements rather than strategic design. The literacy pro-
gram was continued because it was done last year, not because a new needs analysis
had reaffirmed its efficacy. The teacher noted, For now, the literacy habituation is not
limited to just reading storybooks, but also religious, artistic, and language literacy in
rotation so the children don't get bored... but because of limited learning time, some-
times it isn't documented or we don't add new programs (Interview, 2025). This quote
is revealing: the plan was simply to continue existing activities, and the strategy was to
change the name (literacy was varied) rather than the method or the resources.

This superficial planning phase resulted in a critical, unaddressed systemic failure:
a severe shortage of reading materials. While the POLIKEL strategy was planned, the
prerequisite resource (i.e., books for the One Week One Book program) was over-
looked. The school library was described as kurang variatif (lacking variety), and the
plan to mitigate this—instructing students to bring books from home—was an
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abdication of systemic responsibility, placing the burden on individual families and
guaranteeing inequitable access. This failure to identify and address a predictable bot-
tleneck in the Plan phase rendered the subsequent Do phase (implementation) critically
vulnerable. Where SDN Ciluluk 1's planning was an act of design, SDN Citali's was an
act of repetition. This fundamental difference in the Plan phase was the single greatest
predictor of the divergent outcomes observed.

3.2. Implementation (Do): Pedagogy, Participation, and the Lived Experience

The Implementation (Do) phase, where the plan is executed, revealed how the
foundational strengths and weaknesses of the Plan phase translated into lived pedagog-
ical reality. This phase focuses on the process of interaction—with the texts, the
teacher, and the POLIKEL artifact itself—and the resulting student engagement.

The core pedagogical process, as observed in both schools, was constructivist in
nature and remarkably effective when implemented with high fidelity. It transformed
the passive act of reading into an active, multi-step process of meaning-making: (a)
students read a book, (b) they analyzed it by writing down its intrinsic elements (e.g.,
characters, plot, setting), (¢) they identified and articulated the moral message, (d) they
transcribed this analysis onto a paper leaf, (e.g) they physically attached their leaf to
the communal tree, and (f) the teacher then facilitated a discussion linking these moral
messages to the formal curriculum. This process aligns perfectly with constructivist
learning theories (Piaget, 1970; Vygotsky, 1978), where learning is an active process
of organizing new information and a social process of negotiating meaning. The
POLIKEL artifact itself functions as a scaffold and a Zone of Proximal Development
(ZPD), as students can observe and learn from the leaves posted by their peers. Further-
more, it transforms the invisible cognitive process of reading comprehension into a vis-
ible, tangible artifact (the leaf).

At SDN Ciluluk 1, the implementation was executed with high fidelity, con-
sistency, and enthusiasm. Observation data showed student participation rates consist-
ently above 80%. This success was a direct result of the Plan phase: the literacy pro-
gram (dubbed SERASI - Selasa Literasi) was given a dedicated, protected time slot in
the school schedule every Tuesday. Because it was an official, school-wide event, it
was prioritized by both teachers and students. The teacher (Observation, 2025) actively
facilitated the interaction, dedicating time for students to complete their leaves and pre-
sent them to the class before adding them to the tree. This created a powerful, gamified
feedback loop. The tree became a living document, a visual record of collective
achievement. Students were observed (Observation, 2025) checking the tree, compar-
ing their number of leaves with peers, and expressing a desire to make the tree rimbun'
(lush). This created positive peer pressure and tapped directly into intrinsic motivators
of mastery, autonomy, and social relatedness [8], [23]. The teacher's role was not to
police reading, but to act as a facilitator and motivator, celebrating each new leaf. This
high-fidelity implementation, supported by strong planning, created a literacy-rich en-
vironment where reading was socially valued, visible, and rewarding [11].

Conversely, the implementation at SDN Citali was characterized by inconsistency,
low fidelity, and systemic friction. The failures of the Plan phase manifested immedi-
ately in the Do phase. The fifth-grade teacher (Interview, 2025) lamented, Literacy is
implemented after the habituation period outside... many children are already tired. Of
the 30 students present, sometimes only 15 bring a reading book from home. This single
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quote reveals a cascade of failures. First, poor planning (scheduling) meant the program
was implemented when students were already fatigued. Second, the resource failure
(book shortage) meant that even motivated students could not participate. Observation
data confirmed this: Children actually enjoy reading; they exchange books... but be-
cause not everyone brings a book, some students get bored waiting for their friends to
finish... as a result, the time to interact with the class literacy tree is not optimal (Ob-
servation, 2025).

At SDN Citali, the POLIKEL artifact existed on the wall, but the pedagogical in-
teraction with it was broken. The multi-step constructivist process (read, analyze, write
leaf, post) could not be completed because the first step (reading) was systematically
undermined. The teacher's role, therefore, shifted from facilitator to crisis manager,
spending their time trying to find books for students or manage the boredom of non-
participants rather than facilitating comprehension. This finding is critical: it demon-
strates that the pedagogical tool (the tree) is powerless when the system supporting it is
flawed. The Do phase at SDN Ciluluk 1 was a virtuous cycle of motivation and engage-
ment, while at SDN Citali, it was a vicious cycle of resource scarcity and disengage-
ment, perfectly illustrating the path-dependent nature of strategic implementation.

3.3. [Evaluation (Check): The Mismatch Between Formal and Informal Assess-
ment

The Evaluation (Check) phase of the PDCA cycle is the brain of the operation—
the point at which the organization systematically asks, Is our plan working, and how
do we know? This phase, like the Plan phase, revealed a profound difference in mana-
gerial maturity between the two schools, specifically in their ability to use data for im-
provement.

SDN Ciluluk 1 demonstrated a robust, multi-layered evaluation system that oper-
ated at both the macro (administrative) and micro (pedagogical) levels. At the macro
level, the Plan phase had already established a formal Check mechanism. The head-
master (Interview, 2025) confirmed, At the end of each semester, we evaluate all activ-
ities. Both extracurriculars and student habituation... For example, the arts literacy ha-
bituation succeeded in winning a competition; that is recorded as a success. But there
are also notes on shortcomings, such as the sports activities being less popular. This
formal, bi-annual review, which included activity reports, photographic documentation,
and coaching meetings, provided a systemic loop for evaluating the program against its
stated goals (e.g., winning the FLS2N).

More importantly, the POLIKEL strategy itself functioned as a powerful, real-time
micro-level evaluation tool for the classroom teacher. This was an emergent finding not
explicitly stated by the participants but overwhelmingly evident from observation. The
tree, with its collection of leaves, served as a dynamic, visual, formative assessment
dashboard. With a single glance, the teacher could check critical literacy data: Quantity
and Participation: Who is reading? Who is not? How many books has each student
completed? [24]. This provided immediate data on student motivation and engagement.
Quality and Comprehension: What is the quality of the analysis on the leaves? Are
students able to identify intrinsic elements, or are they only writing superficial sum-
maries? Is their writing improving over time? This provided longitudinal data on stu-
dent comprehension and writing skills. The teacher at SDN Ciluluk 1 was observed

7 This is an openaccess article under CC-BY-SA license



Journal of Science and Education (JSE)

Vol 6, Special Collection 2.1, March 2026, Pages 1-12
ISSN: 2745-5351 (Media Online)

DOI: https://doi.org/10.58905/jse.v6i2.1.707

using this data formatively—praising students who were prolific and quietly checking
in with students whose leaves were absent. The tree, therefore, was not just a motiva-
tional tool; it was a data-gathering tool that made student learning, which is often in-
visible, visible and trackable [9].

SDN Citali, in contrast, demonstrated an almost complete absence of a formal
Check phase. Evaluation was conflated with administrative reporting. The teacher (In-
terview, 2025) admitted, We usually just make a report on the number of activities. If
there are shortcomings, we talk about them briefly. There is no special forum to discuss
evaluations in detail. This is a critical distinction: SDN Ciluluk 1 evaluated perfor-
mance, while SDN Citali reported compliance. The consequence of this missing loop
was stated plainly by the teacher: So, the problem often repeats from year to year (In-
terview, 2025).

Because the systemic failures (book shortage, poor scheduling) were never for-
mally evaluated (Checked), they were never systematically addressed in the next Plan
phase. The organization itself was incapable of learning from its mistakes. While the
teacher at SDN Citali also had a POLIKEL artifact, the data it provided was not being
systematically used. The teacher was too consumed by the failures of the Do phase
(managing bored, bookless students) to have the capacity to step back and engage in
the reflective, data-driven Check phase. This finding demonstrates that without a dedi-
cated, formal Check mechanism, any pedagogical innovation, no matter its potential,
will stagnate and fail to produce sustainable results. The repetition of the problem was
not an accident; it was the inevitable outcome of a broken management cycle.

3.4. Improvement (Act): Closing the Loop for Sustainable, Iterative Growth

The Act (Act or Adjust) phase is the final, and most critical, component of the
PDCA cycle. It represents the organization's ability to do something with the data gath-
ered in the Check phase to improve the next Plan phase. This is what transforms a static
project into a dynamic, self-improving process. The findings showed that SDN Ciluluk
1 had successfully closed the loop, while SDN Citali's loop remained wide open.

At SDN Ciluluk 1, the Act phase was visible at both the macro and micro levels.
At the macro (school leadership) level, the data from the formal, bi-annual Check phase
was directly fed back into the next planning cycle. The headmaster provided a concrete
example: From this evaluation, we follow up. For example, [we might] change the
coaching method [for the less popular sports activity] (Interview, 2025). This demon-
strates a mature, adaptive organization that uses data to make informed strategic
changes, aligning with the core principles of TQM and effective educational manage-
ment [21]. This iterative improvement cycle was the reason for their sustained, multi-
year success in competitions.

More impressively, the Act phase was functioning at the micro (classroom) level,
driven by the formative data from the POLIKEL. Both schools, including SDN Citali,
reported that the Act phase, in the form of pedagogical differentiation, was occurring.
This was the one area of similarity. Teachers from both schools described their follow-
up strategies: (a) Remedial and Reinforcement for students who have difficulty reading
long texts... (b) Variation of methods so that students who get bored quickly remain
motivated... (¢) Monitoring and evaluation of progress (Interview, 2025). This shows
that the teachers themselves, as reflective practitioners, were acting on their
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observations. They were providing remedial support, differentiating their methods, and
exploring creative extensions. This confirms the POLIKEL's utility as a formative as-
sessment tool that triggers pedagogical action [12].

However, the crucial difference lies in the #ype of problem being Acted upon. At
SDN Ciluluk 1, the teacher was free to Act on pedagogical problems (e.g., student com-
prehension, motivation) because the systemic problems (resources, scheduling) had al-
ready been solved by the macro-level PDCA cycle. The system supported her. At SDN
Citali, the teacher was also Acting, but her actions were limited to pedagogical worka-
rounds for systemic failures. She was attempting to remedy students who were bored
because they didn't have books—a problem no pedagogical strategy can fix. Her Act
phase was a heroic but unsustainable effort to compensate for a broken system.

This final finding synthesizes the entire study: the Act phase at SDN Ciluluk 1 was
a system-wide process of continuous improvement, which is sustainable and scalable.
The Act phase at SDN Citali was an individual teacher's effort, which is unsustainable
and leads to teacher burnout and program stagnation. The data from both schools clearly
demonstrate that the POLIKEL strategy is a powerful pedagogical tool, but its true po-
tential is only unlocked when it is embedded within a complete, high-fidelity Plan-Do-
Check-Act management cycle driven by reflective, data-driven, and supportive school
leadership [25].

4 Discussion

The The findings of this research offer significant theoretical and practical impli-
cations for the fields of literacy education and educational management. By analyzing
the 'Class Literacy Tree' (POLIKEL) strategy through the Plan-Do-Check-Act (PDCA)
framework, this study moves beyond a simple evaluation of a pedagogical tool and
instead provides a model for understanding the systemic conditions required for its sus-
tainable success. The stark contrast between the two case study schools—one a model
of strategic, iterative improvement, the other a case of well-intentioned stagnation—
validates the central thesis: pedagogical innovation, without a supporting managerial
framework, is insufficient.

Theoretically, this study provides a critical bridge between the practitioner-focused
literature on literacy artifacts [9], [13] and the high-level principles of Total Quality
Management (TQM) [22]. Much of the existing literature on interventions like the
POLIKEL is enthusiastic but methodologically thin, focusing on the what (the tool) and
its immediate effect (motivation) without analyzing the how (the long-term strategic
process). This study addresses that gap, demonstrating that the tool's success is not in-
herent in its visual appeal but in its integration into a process. The POLIKEL, when
used effectively, is not just a motivational artifact; it is a data-gathering artifact. It is
the physical manifestation of the Check phase, transforming the invisible, cognitive
work of reading into a visible, public, and trackable dataset. This dataset (the number,
quality, and frequency of leaves) allows a reflective practitioner to Check engagement
and comprehension in real-time, and then Act upon that data through pedagogical dif-
ferentiation (e.g., remedial support, enrichment activities). SDN Ciluluk 1 institution-
alized this process, while SDN Citali treated the tree as mere decoration.

9 This is an openaccess article under CC-BY-SA license



Journal of Science and Education (JSE)

Vol 6, Special Collection 2.1, March 2026, Pages 1-12
ISSN: 2745-5351 (Media Online)

DOI: https://doi.org/10.58905/jse.v6i2.1.707

This research also extends constructivist learning theory [26], [27] into the realm
of classroom management. The observed pedagogical process—reading, analyzing,
writing the leaf, and social-sharing—is a powerful constructivist cycle. The student is
not a passive receiver of information but an active constructor of meaning. The leaf is
a scaffold that externalizes their internal comprehension. The tree itself becomes a Zone
of Proximal Development (ZPD), where students can learn from and be motivated by
the work of their peers. This study's findings confirm that this constructivist engine only
runs if the system provides the fuel (books) and the time (a protected schedule). The
failure at SDN Citali was not a failure of constructivism, but a failure of the system that
must support it.

Practically, this study offers a scalable, low-cost model for public schools that face
resource and technology deficits. The POLIKEL strategy's elegance lies in its simplic-
ity and its analog nature. In an environment lacking digital infrastructure [4], the
POLIKEL serves as an effective, non-technical platform for gamification, social moti-
vation, and formative assessment. It aligns perfectly with the creative and student-cen-
tered ethos of Kurikulum Merdeka [5] and the goals of the Pancasila Student Profile [6]
by fostering critical reasoning (analyzing the text), creativity (designing the leaf), and
collaboration (gofong-royong, or mutual effort, in building the tree).

The most critical implication, however, is for school leadership [25], [28]. The
headmaster at SDN Ciluluk 1 demonstrated strategic leadership: they facilitated a par-
ticipatory Plan, protected the Do phase through resource and schedule allocation, insti-
tutionalized the Check phase with formal reviews, and led the Act phase by using data
to improve the next plan. The leadership at SDN Citali, by contrast, appeared to be in
a mode of administrative management, focusing on compliance and reporting rather
than systemic improvement. This research provides clear evidence that for a grassroots
innovation (like a teacher's POLIKEL) to become a sustainable program, it requires
top-down strategic support [29], [30]. Schools seeking to replicate this program's suc-
cess must replicate its management cycle, not just its visual artifact.

5 Conclusion

This qualitative case study investigated the implementation of the 'Class Literacy
Tree' (POLIKEL) strategy within the 'One Week One Book' (SAMI SAKU) program
at two elementary schools. The research confirms that the POLIKEL is a highly effec-
tive, low-cost, and sustainable pedagogical tool that successfully enhances student mo-
tivation, comprehension, and writing skills by transforming reading into a visible, tan-
gible, and socially-celebrated act.

However, the study's central finding, derived from a Plan-Do-Check-Act (PDCA)
analysis, is that the fool itself is not enough. The vast difference in outcomes between
the two schools was not due to the tool, but to the quality of the strategic management
cycle supporting it. The successful school (SDN Ciluluk 1) embedded the strategy
within a robust, iterative PDCA loop characterized by participatory planning, high-fi-
delity implementation, systematic data-driven evaluation, and continuous improve-
ment. The struggling school (SDN Citali) suffered from a broken cycle: superficial
planning led to critical resource failures during implementation, which, due to a non-
existent evaluation phase, were never corrected, leading to program stagnation.

10 This is an openaccess article under CC-BY-SA license
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The novelty of this research lies in its synthesis of grassroots pedagogical innova-
tion with formal management theory. It provides a practical model for school leaders,
demonstrating that the sustainability of any educational program—especially in re-
source-constrained public schools—is contingent on a leader's ability to foster a process
of continuous improvement, not just to approve a project. For educators seeking to en-
hance literacy, the 'Class Literacy Tree' is a powerful strategy, but only when it is rooted
in the fertile ground of a complete, data-driven, and supportive management cycle.

References

[1] S. Anwar and H. Umam, ‘Transformative Education: Emphasizing 21st
Century Skills and Competencies in The Independent Learning Curriculum’,
AIM J. Islam. Educ. Manag., vol. 1, no. 1, pp. 1-16, 2020, doi:
10.15575/aim.v1i1.28886.

[2] H. G. Tarigan, Menyimak Sebagai Suatu Keterampilan Berbahasa. Bandung:
Angkasa, 2008.

[3] OECD, ‘PISA 2022 Results: Combined Volume I, II, and III’, 2023.

[4] L. Hakim and I. Windayana, ‘Analisis penggunaan media pembelajaran
interaktif dalam pembelajaran Bahasa Indonesia di sekolah dasar’, J. Pendidik.
Dasar, vol. 13, no. 1, pp. 55-62, 2023.

[5] Kementerian Pendidikan dan Kebudayaan Republik Indonesia, ‘Kebijakan
Merdeka Belajar’. 2020. [Online]. Available:
https://merdekabelajar.kemdikbud.go.id/

[6] Kementerian Pendidikan, Kebudayaan, Riset, dan Teknologi Republik
Indonesia, ‘Panduan implementasi Profil Pelajar Pancasila’. 2021. [Online].
Available: https://cerdasberkarakter.kemdikbud.go.id/

[7] S. D. Krashen, The Power of Reading: Insights from the Research. Libraries
Unlimited, 2004.

[8] J. T. Guthrie and A. Wigfield, ‘Engagement and motivation in reading’, in
Handbook of Reading Research, Vol. III, M. L. Kamil, P. B. Mosenthal, P. D.
Pearson, and R. Barr, Eds. Erlbaum, 2000, pp. 403—422.

[9] Z. Faizza, L. A. Khoirun Nisa, and N. K. Prameswari, ‘Penggunaan media
pohon literasi pada keterampilan membaca siswa kelas III SD Negeri 202
Gresik’, Pendas J. llm. Pendidik. Dasar, vol. 10, no. 3, pp. 705-716, 2025.

[10] D. Rosdiani and D. R. Puspitasari, ‘Media Policindo (Pohon Literasi Cinta
Produk Indonesia) Untuk Meningkatkan Minat Baca Peserta Didik’, J. Innov.
Prim. Educ., vol. 1, no. 2, pp. 163-172,2022.

[11]  S. Suryani, J. Taher, and R. Y. Kasenda, ‘Strategi Guru Bimbingan Dan
Konseling Dalam Meningkatkan Efikasi Diri Peserta Didik Di SMK Negeri 2
Tondano’, J. Sains Ris., vol. 13, no. 3, pp. 790-796, 2023, doi:
10.47647/jsr.v1313.2004.

[12] I Irwan et al., ‘Penerapan Media Pohon Literasi Untuk Meningkatkan Minat
Baca Siswa Sekolah Dasar’, J. Hum. Educ., vol. 5, no. 1, pp. 936-942, 2025,
doi: 10.31004/jh.v5i1.2268.

[13] Karyani and Roban, ‘Penerapan Pohon Literasi untuk Tingkatkan Minat Baca
dan Antusiasme Kelas I SDN Kutajaya I1I’, ABDIMA J. Pengabdi. Mhs., vol.

11 This is an openaccess article under CC-BY-SA license



Journal of Science and Education (JSE)

Vol 6, Special Collection 2.1, March 2026, Pages 1-12
ISSN: 2745-5351 (Media Online)

DOI: https://doi.org/10.58905/jse.v6i2.1.707

4, no. 1, pp. 7981-7989, 2025.

[14] J. Hattie and G. M. Donoghue, ‘Learning strategies: A synthesis and
framework’, Nieuw Arch. voor Wiskd., vol. 17, no. 1, pp. 32-35, 2016.

[15] S. Anwar and I. Sulaeman, ‘SWOT Analysis as a Strategic Approach in
Improving Education Quality’, Shibyan J. Pendidik. Guru Madrasah
Ibtidaiyah, vol. 3, no. 1, pp- 1-13, 2025, doi:
https://doi.org/10.30999/shibyan.v3il1.3786.

[16]  American Society for Quality, ‘PDCA Cycle (Plan-Do—Check—Act)’. 2024.
[Online]. Available: https://asq.org/quality-resources/pdca-cycle

[17] Lean Enterprise Institute, ‘PDCA (Plan—-Do—Check—Act)’. 2023. [Online].
Available: https://www.lean.org/lexicon-terms/pdca/

[18] J. W. Creswell and C. N. Poth, Qualitative Inquiry and Research Design:
Choosing Among Five Approaches, 4th ed. Thousand Oaks, CA: Sage
Publications, 2018.

[19] S. Sugiyono and I. Iskandar, ‘Integrasi Sains Dan Teknologi Dalam Sistem
Pendidikan Islam Menurut Pandangan Al-Qur’An’, Southeast Asian J. Islam.
Educ.,vol. 4, no. 1, pp. 127-144, 2021, doi: 10.21093/sajie.v0i0.4102.

[20] M. B. Miles, A. M. Huberman, and J. Saldana, Qualitative Data Analysis, A
Methods Sourcebook. London: SAGE Publications, Inc, 2014.

[21]  A. Hidayat, ‘Manajemen strategis pendidikan dasar: Teori dan praktik’, J.
Manaj. Pendidik., vol. 12, no. 1, pp. 15-29, 2024.

[22]  W.E. Deming, Out of the Crisis. Cambridge, MA: MIT Press, 1986.

[23] L. B. Gambrell, ‘Seven rules of engagement: What is developmentally
appropriate for motivation in reading?’, Read. Teach., vol. 65, no. 1, pp. 17—
25,2011.

[24] Wiranto, Munirah, and S. A. Latief, ‘Peningkatan Kemampuan Membaca
Pemahaman Dengan Menggunakan Pohon Literasi Pada Murid Kelas IV SD
Negeri Ujung Tanah 2 Kota Makassar’, JKP J. Khasanah Pendidik., vol. 2, no.
1, pp. 165-172,2023.

[25]  U. Suherman et al., ‘Implementing a Kindness-Based Leadership Strategy in
Islamic Elementary Education’, EDUKASIA J. Pendidik. dan Pembelajaran,
vol. 6, no. 1, pp- 281-292, 2025, doi:
https://doi.org/10.62775/edukasia.v6il.1384.

[26] 1. Piaget, The science of education and the psychology of the child. Grossman,
1970.

[271 L. S. Vygotsky, Mind in Society: Development of Higher Psychological
Processes. Cambridge, MA: Harvard University Press, 1978.

[28] H. Hidayat, ‘Synergy of Public Administration and Education in Efforts to
Improve the Quality of Education in Indonesia’, Int. J. Adm. Bus. Organ., vol.
5,no. 5, pp. 85-92, 2024.

[29] F. A. Susanto, ‘Manajemen pendidikan boarding school dalam meningkatkan
karakter religius peserta didik: Studi kasus di SMA Muhammadiyah 2
Sidoarjo’, J. Tarb. dan Ilmu Pendidik., vol. 17, no. 1, pp. 77-89, 2025.

[30]  A. Sulastri and M. S. Nugraha, ‘Implementasi Pengelolaan Kesiswaan Dalam
Peningkatan Kualitas Pendidikan Berdasarkan Instrumen Akreditasi Satuan
Pendidikan (Iasp) Tahun 2020 Di Mi Manba’ul Huda Kota Bandung’, J. Manaj.
Pendidik. Al Hadi, vol. 4, no. 2, p. 62,2024, doi: 10.31602/jmpd.v4i2.15368.

12 This is an openaccess article under CC-BY-SA license



	1 Introduction
	2 Method
	3 Result
	3.1 Planning (Plan): Strategic Foresight as a Precondition for Success
	3.2.  Implementation (Do): Pedagogy, Participation, and the Lived Experience
	3.3.   Evaluation (Check): The Mismatch Between Formal and Informal Assessment
	3.4. Improvement (Act): Closing the Loop for Sustainable, Iterative Growth


	4 Discussion
	5 Conclusion
	References



