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ABSTRACT 

 

This study analyses the internal and external factors influencing school 

development and student enrollment at Santa Maria 1 Senior High 

School, Cirebon. Student numbers have fluctuated in the past five 

years, showing the need for institutional improvement. This research 

adopts a qualitative method, applying the Root Cause Analysis (RCA) 

technique to identify the root of the problem and formulate appropriate 

development strategies. The data for this study were obtained through 

in-depth interviews with various stakeholders, including the founda-

tion, principal, teachers, students, alumni, and parents. The results of 

this study indicate that school development and the increasing number 

of students are influenced by a combination of internal factors such as 

the quality of education program, leadership system, facilities, and the 

school image, as well as external factors that covered the economic con-

ditions of the community, public perception, and competition with 

other schools. The root cause includes a lack of innovation in learning 

programs, promotion strategies were insufficient, and the misalign-

ment of school values with community expectations. This study sug-

gests the need for increased innovative learning programs, maximizing 

the strategic digital promotion, strengthening the school image, and in-

volvement from active stakeholders to raise the competitiveness and 

the number of students sustainably. 
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Background 
Education is a key factor in national de-

velopment. Education has a strategic role in 
producing the next generation of the nation. 
Schools as formal education institutions play a 
role in educating the next generation of the 

nation who are qualified and able to adapt to 
the challenges and needs of the nation’s future. 
In today’s era of rapid global development, 
schools are expected to integrate various 
advancements into the educational steps to 
strengthen their roles in educating the  
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students. Schools mustbe continuously adaptive 
to remain relevant and competitive. In doing so, 
schools can maintain their position as key in-
stitutions for self-development of the nation’s 
successors. However, regarding the chal-
lenges of globalization with its complex social 
dynamics, schools must also be able to 

fight for the purpose of their existence 
which plays an important part in contributing 
to national education. In order to meet the on-
going and future demands of the 21st century, 
educational institutions are required to in-
crease multi-education in order to produce 

alumni who are competitive and well-prepared 
to face the challenges of globalization 
(Kabatiah et al. 2024). 

Santa Maria 1 Senior High School Cirebon is 
one of the prominent private educational insti-
tutions in Cirebon for its distinctive character-
istics and strong core values. Since its estab-
lishment, this school has been considered as 
one of the most favourite schools. Even though, 
during the past five years, it has experienced 
notable fluctuations in student enrolment, 
showing the need for strategic evaluation and 
institutional development.

 
 
 
 
 
 
 
 
 
 
 
 

 
Graphic of the number of student enrolment in Santa Maria 1 Senior High School Cirebon for the last 
five years. 

 
The internal factors which cause the cur-

rent situation at Santa Maria 1 Senior High 
School Cirebon include the limited availability 
of proper facilities and infrastructure. Both are 
either insufficient or unsupported with the 
needs of students. In addition, the leadership 
and school management practices have im-
pacted the education quality which is expected 
by students and parents. On the other hand, the 
school is also facing competitiveness due to the 
existence of other new schools which offer bet-
ter facilities and more efficient management 
systems. Furthermore, social media which has 
made it easier for students and parents to ac-
cess the school information has intensified the 
competition for school enrolment. Even more, 
changes in government policy and economic 
factors also influence the decision-making of 
parents in selecting the school for their chil-
dren. 

In response, The Foundation of Santo 
Dominikus has initiated various solutions,  

including infrastructure upgrades, curriculum 
enhancement, and teaching staff quality devel-
opment. While maintaining its core values, it 
continues to implement innovative policies un-
der the leadership of the principal and the man-
agement team. Development of various pro-
grams are designed to ensure the continuity for 
the relevancy of this school in a dynamic edu-
cational environment and sustaining appeal 
among prospective students and parents. 

School development is a strategic and con-
tinuous process at intentionally enhancing in-
stitutional quality across several aspects, 
including management, infrastructure, curricu-
lum, and school culture. The factors that are 
mainly influencing school development in-
clude leadership, effectiveness,  the compe-
tence of teaching staff, the availability and 
quality of school facilities, and the support from 
surrounding community and school com-
mittees. According to (Triana 2024), organi-
zational development is shaped by two  
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principal dimensions; internal and external 
factors. The internal factors cover structures, 
systems, processes, and facilities must align to 
enable organizational renewal. Externally the 
factors cover intensified competition between 
organizations, rapid advancements in science 
and technology (IPTEK), and changes in both 
physical and social environment that require 
the urge for organizations to design strategies 
for acquiring external resources ensuring the 
future of institutional sustainability. Improving 
educational quality also involves systematic 
evaluation aligned with national standards–
most notably,  school accreditation. As man-
dated by Indonesia’s Law No. 20 of 2003 con-
cerning the National Education System, the 
purpose of accreditation as a strategic factor 
for determining the eligibility and accounta-
bility of institutions in implementing their ed-
ucational programs. The eight national educa-
tion standards include curriculum content, 
teaching processes, alumni competencies, edu-
cator qualifications, infrastructure, school 
management, financing and assessment 
mechanism (Sumaryanti and Purwanto 2023). 

Organizational development serves few 
goals and objectives. As stated by (Ma`arif et al. 
2023), in general the objectives of this develop-
ment are as follows; enhancing individual com-
petencies, changes in value systems which are 
made in such a way so each individual can also 
improve their skills, creating intergroup and in-
tra-group development in preventing conflict 
with improved resolution mechanism com-
pared to traditional bureaucratic methods used 
by the organization so far. The preferred shift 
is toward an organic organizational system that 
promotes adaptability and innovation. 

On a functional level for institution and or-
ganizational development in broader scope 
aims to boost the performance of individual, 
team, and organizations while increasing mem-
ber satisfaction (Ma`arif et al. 2023). Through 
this process, it requires leaders to quickly 
adopt the appropriate responsive management 
style to be able deal with new problems that 
must be handled by collaboration involving the 
subordinate roles in the authority division (not 
authority application hierarchically) based ac-
tion research principle. Meanwhile, in the or-
ganizational development with the aim of  

developing a system that is able to self-assess 
and manage the realisation of organization on 
its own through various ways, to adjust the na-
ture of the task, increase mutual trust and help 
each other among members because of the 
foundation of knowledge and skills which cre-
ate an environment that showing the increas-
ingly expanding authority role. The occurrence 
of a multi-directional communication system is 
increasing the sense of both individual and 
group responsibility in the field of planning 
and implementation, increasing cooperation 
system and interdependence and reducing un-
healthy competition, raising functional conflict 
in organization, collective decision making is 
being done based on accurate information in-
stead of organizational roles, the encourage-
ment from the managers in outlining realistic 
and challenging goals for each individual. 
These elements help create a resilient and high-
performing institution. 

Influenced factors for quality of education 
that emphasized by Directorate General of 
Higher Education (DIKTI) are the standard as-
pects which consist of ten indicators as follow 
are learning process, curriculum, human re-
sources, students, infrastructure and facilities, 
academic atmosphere, finance, research and 
publication, community service, and govern-
ance (Chalim 2018). Those factors determine 
the school’s success in differentiation strate-
gies include curriculum and education offering 
program, facilities and infrastructure availabil-
ity, accessibility, education process, services 
quality and post- education services. The more 
aspects owned will certainly strengthen the or-
ganizations and institutional optimal capacity 
and competitiveness. 

(Ma`arif et al. 2023) also proposed that or-
ganizational development strategies other than 
approaching, there is also an action plan or 
strategy which can be used to manage the or-
ganizational development and changes to hap-
pen. Some of the strategies include the follow-
ing, linking the present time with the future. 
Concerning the work as something beyond the 
continuity of the past, also about challenge and 
opportunities in the future and involve them in 
today’s satisfaction, applying learning as a life-
style, adaptive organization will excel at shar-
ing the insight and management, actively  
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support and encourage daily improvement, 
which can cause success either big or small, 
guarantee the team diversity that showing 
things will not be done traditionally. Encourag-
ing unconventional people because their ideas 
and approaches are outside the box so they 
able to drive radical change, keep new break-
throughs and the adaptive-friendly organiza-
tion who always find ways to make innovations, 
integrate and use technologies to implement 
change, build and cultivate the trust that lead-
ing people tend to support their trustworthy 
organizational culture also given credibility 
and integrity by the managers. 

The increasing number of students can be 
seen as the success of educational institutions 
in building public appeal and trust. Student ad-
mission is essentially the process of searching, 
selecting, and determining relevant students 
who will join the school institution. In the Im-
plementation of Student Admissions (PPDB), 
usually each school forms a committee involv-
ing all elements of teachers, staff from general 
administration (Tata Usaha), and school coun-
cils. In addition, the school posts an announce-
ment about new student admission openly so 
the public can get clear and comprehensive in-
formation regarding the admission and catch 
their interest. Although the result of PPDB for 
each school differs every year, depending on 
the success of the school management in en-
hancing its quality and promoting it to the pub-
lic (Yudiastuti 2024). 

One of the possible designed strategies to 
keep and strengthen the resilient ability of 
school institutions is the adoption of competi-
tive strategy. This strategy is an effort to iden-
tify and secure an advantageous market  
position in a fundamental arena where the 
competition takes place. The objective of this 
strategy enables the winning over competition. 
Furthermore, explained by (Learning 2004), 
that the purpose of competitive strategy is to 
cultivate where the institution is either able to 
protect itself well against the pressure of com-
petition or influence the pressure positively. 
Thus, creating an established safe position, an 
effective competitive strategy is needed which 
include attacking or defensive actions. There-
fore, investigating and analysing the sources of 
each internal strength and external threats is 

key to developing a certain strategy (Learning 
2004). 

When it comes to consumer decision- mak-
ing in school selection, there are four factors in-
fluenced by culture, social, personal, and psy-
chological factors. Culture shapes deeply in 
broader impact on consumer behaviour in pur-
chasing decision-making. Marketers must un-
derstand the role played by culture and subcul-
ture, and the social class of buyers. The behav-
iour is also impacted by social factors such as 
reference groups, family, roles, and social sta-
tus of consumers. One’s decision can also be in-
fluenced by personal characteristics such as 
age and life cycle, occupation, economic condi-
tions, lifestyle, personality, and self-concept of 
the consumer concerned. Buyer choices also 
play a significant role that contributes to school 
choice impact, as do psychological factors like 
motivation, perception, learning, beliefs, and 
attitudes. The growing demand for educational 
change so it can be relevant to the needs of so-
ciety. This has shifted schools in many aspects 
of concept, process, function, goals, and the 
management of school institutional as well as 
educational resources. Quality of educational 
programs and services plays as a critical factor 
in enhancing student excellence and heavily in-
fluencing teacher competence and profession-
alism (Chalim 2018), (Diana et al. 2022). 

From the side of parents, they often con-
sider a range of factors when choosing a school, 
including the quality of educational services, 
curriculum relevance, the institution reputa-
tion, positive image through school achieve-
ment and extracurricular activities, school ac-
cessibility, parents’ affordability, and the suc-
cess of the offered programs. Schools must 
also make sure the education cost remains fi-
nancially accessible and the effectiveness of 
their services. Education services that priori-
tize the improvement of their quality, such as 
better teaching methods and resources availa-
bility will also enhance the students’ excellence 
(Firdaus, Fadhilah, and Masuwd 2024). 

Based on these challenges, this study aims 
to analyse the internal and external factors that 
influence school development and the increas-
ing number of enrolled students at Santa Maria 
1 Senior High School Cirebon. 
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The findings are expected to provide clear 
understanding and valuable insight into how 
educational institutions face the competitive 
challenges, address enrolment fluctuations, 
and recommend strategic responses that can 
be applied to strengthen the demands of Santa 
Maria 1 Senior High School Cirebon in the edu-
cation sector. 
 
Methods 

This study adopts a qualitative approach 
applying the Root Cause Analysis (RCA) tech-
nique. The research was conducted at Santa 
Maria 1 Senior High School Cirebon and em-
ployed structured interview techniques as the 
primary data collection method using the ques-
tion items that had been provided in advance. 
Regarding this study case, the Root Cause Anal-
ysis (RCA) was used to analyse the identified 
problems. 

As described by (Bhattacharya et al. 2014), 
Root Cause Analysis is a problem- solving pro-
cess involving systematic investigation into the 
identified problem to uncover the root cause of 
the issues. It also facilitates the formulation of 
corrective actions to solve the problems. RCA 
was chosen because it enables researchers to 
systematically uncover the underlying causes 
of problems rather than stopping at surface-
level symptoms. Unlike other qualitative meth-
ods, RCA provides a structured framework that 
links problems directly to corrective actions, 
making it highly suitable for identifying institu-
tional challenges in education (Meyers and 
VanGronigen 2020). In this study, RCA contrib-
uted by clarifying the connections between in-
ternal weaknesses, external pressures, and 
enrollment fluctuations, thus supporting the 
development of actionable recommendations 
for school leaders. 

A total of 20 respondents participated in 
structured interviews, including school lead-
ers, teachers, alumni, students, parents, and 
foundation representatives. The RCA method-
ology processes are as follows: (1) identifica-
tion of the incidents (problems); (2) determi-
nation of the root cause; (3) analysis of the po-
tential impacts of the problem; (4) proposed 
corrective actions; and (5) implementation 
within the school institution. 

 

Result and Discussion 
In this section, the researcher presents the 

findings related to the educational dynamics at 
Santa Maria 1 Senior High School Cirebon. Us-
ing qualitative approach and Root Cause Anal-
ysis, this study analyses the factors affecting 
school development and the fluctuation num-
ber in student enrolment. Data were collected 
through in-depth interviews with notable 
stakeholders, including the foundation repre-
sentatives, the principal, teachers, students, 
alumni, and parents. This study also highlights 
the school’s vision and mission as the main ba-
sis for shaping a fundamental reference in de-
signing school development and shaping insti-
tutional strategies to boost the number of stu-
dents. The school’s vision– “To become an indi-
vidual who learns and loves the truth”– which is 
translated through various missions emphasiz-
ing Christian character formation, quality edu-
cation, and the integration of information tech-
nology. This vision and mission are the core of 
all school policies and development strategies 
initiatives. Regarding the quality of education 
at Santa Maria 1 Senior High School Cirebon, 
the majority of respondents considered it to be 
good marked by capable teachers and educa-
tion staff competencies, the implementation of 
adaptive curriculum (Indonesia’s Independent 
Curriculum or the Merdeka), continuous up-
graded facilities and infrastructure, a focus on 
character education, and a conducive learning 
environment. However, several alumni ad-
dressed that teaching methods in this school 
require further innovation to remain more rel-
evant with current educational trends and stu-
dents’ needs. The school expects to boost 
the number of students through new student 
enrolment matched with its class capacity and 
resources (ideally around 120 to 150 students 
per study year). The expectation is accompa-
nied by efforts to achieve that by committedly 
continuing to improve education quality ser-
vice and strengthen school reputation within 
the public community. Several strategic initia-
tives that school have implemented to boost 
enrolment growth included: (1) digital promo-
tion via social media such as Instagram,  
TikTok, and Youtube, (2) held an open house 
events and visits to local churches, (3) offering 
scholarship programs, (4) providing a safe and 
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comfortable learning environment which sup-
ports student growth and development, (5), 
lastly, involving alumni and establishing part-
nership. The analysis results of the factors 
which contribute to school development and 
student enrolment trends are divided into cat-
egories of internal and external factors. Inter-
nal factors covered the quality of education 
(teacher competence, curriculum, learning 
methods), school facilities (classrooms, labora-
tories, libraries, sports fields, canteens, and toi-
lets sanitation), school management and lead-
ership effectiveness, school image and institu-
tional reputation, school culture and alumni 
character, the attractiveness of flagship pro-
gram (such as extracurricular activities, schol-
arships, and religion study program). While ex-
ternal factors consist of the parents’ economic 
conditions, public perception of the school, 
government policies, and demographic shifts 
and population mobility. 

Interviews with students, alumni, teachers, 
and parents reinforced these findings. Some re-
spondents highlighted that decisions to choose 
other schools were strongly influenced by 
clearer program offerings and more consistent 
promotional efforts elsewhere. Teachers em-
phasized that while digital platforms were 
used, the content often lacked consistency and 
failed to showcase the school’s strengths. 
Alumni and current students pointed out the 
importance of positive branding and attractive 
extracurricular activities, noting that the dis-
continuation of certain programs reduced the 
school’s appeal. Parents stressed the role of 
scholarships, tuition flexibility, and active pro-
motion through social media in influencing en-
rollment choices. Together, these perspectives 
underline that effective digital promotion and 
innovative learning are critical to improving 
the school’s competitiveness. 

According to the field data and interview 
findings, the Root Cause Analysis (RCA) was 
able to identify the problem using this tech-
nique indicating underlying challenges as fol-
lows: first, lack of innovation in learning meth-
ods – although teacher quality is generally 
strong, the adoption of updated methods has 
not been fully optimized. Second, strict compe-
tition between public and private schools, par-
ticularly from the cost wise, often leads parents 

to most likely choose public schools, becoming 
one of the significant challenges for many pri-
vate schools. Third, ineffective systematic pro-
motional strategies – while the school already 
did the digital promotion to get exposure from 
various social media platforms, its content 
lacks consistency which does not sufficiently 
provide informational needs of students and 
parents. Fourth, the incompatibility between 
public expectation and school values–the 
school highlights spiritual and character devel-
opment whereas some parts of society are still 
judging the school based on academic achieve-
ment or facilities. Last, diverse economic condi-
tions of students’ parents and family – educa-
tion costs are a major concern, even more for 
the lower- middle class students’ family. 

Among these, ineffective promotion strate-
gies and limited innovation in learning meth-
ods had the strongest impact on enrollment 
trends. Without effective outreach and adap-
tive learning, the school struggled to compete 
with institutions offering modern facilities and 
strong digital visibility (Labausa, Pinca, and 
Cruda 2023). The dominance of these two fac-
tors is consistent with interview responses: 
parents and alumni repeatedly emphasized the 
importance of clear, engaging information 
about school programs and modern teaching 
practices. When promotion content failed to 
showcase the strengths of Santa Maria 1 Senior 
High School, potential students were easily at-
tracted by competitors with stronger online 
presence (Ghosal, Prasad, and Kaur 2020). 
Likewise, although the school had qualified ed-
ucators, the limited use of technology-en-
hanced and student-centered learning meth-
ods reduced its appeal among digitally lit-
erate youth. These shortcomings created a per-
ception gap: the school was seen as traditional 
rather than innovative, making promotion and 
pedagogy closely linked in shaping enrollment 
outcomes (Galin Anggraini and Saputra 2024). 

Moreover, it can be concluded from the 
findings that the increasing number of student 
enrolment at Santa Maria 1 Senior High School 
Cirebon does not depend on the school’s in-
ternal quality alone. External factors –such as 
the school’s public reputation, community eco-
nomic conditions, and the local competition– 
also set critical roles towards this challenge. 
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Therefore, the school’s strategic efforts must be 
implemented directly to both internal and ex-
ternal development. The focus internally 
should be on improving educational quality, 
enhancing facilities, and expanding high-value 
programs. Meanwhile from the external side, 
the highlight should be placed on strategic dig-
ital promotion, partnership, and engaging 
alumni and the broader community. The key to 
sustainable school development required vi-
sionary leadership, continuous evaluation and 
quality enhancement, also a strategic adaptive 
approach to changes in the educational and di-
verse social environment. Above all, this would 
not succeed without the active involvement of 
all stakeholders in shaping the school’s devel-
opment in the future. 

 
Conclusion 

This study demonstrates that the develop-
ment of Santa Maria 1 Senior High School and 
the increase in student enrollment are influ-
enced by internal factors such as the quality of 
teaching, teacher competence, facilities, and in-
stitutional image, as well as external factors in-
cluding community economic conditions, pa-
rental expectations, and competition among 
schools. Through Root Cause Analysis (RCA), 
three main causes were identified: limited in-
novation in teaching methods, insufficient pro-
motional strategies, and misalignment be-
tween school values and community expecta-
tions. Among these, weak promotional strate-
gies and limited innovation in learning 
emerged as the dominant factors most strongly 
affecting enrollment trends. These shortcom-
ings made it difficult for the school to compete 
with institutions offering modern facilities and 
stronger digital visibility. 

The findings emphasize that improving in-
ternal quality alone is not sufficient to ensure 
the sustainability of the school. Internal im-
provements must be integrated with external 
engagement through stronger institutional 
identity, more targeted digital promotion, and 
learning innovations aligned with the needs of 
the current generation. The school should opti-
mize the use of social media platforms such as 
Instagram, TikTok, and YouTube to deliver con-
sistent and engaging content, showcasing stu-
dent achievements and alumni testimonials so 

that its strengths are widely recognized. At the 
same time, innovations in the learning process 
using technology-based and student-centered 
approaches will increase the school’s appeal to 
prospective students. Furthermore, enhancing 
the involvement of alumni, parents, and the lo-
cal community in supporting school programs, 
along with providing scholarships and flexible 
tuition schemes for families from diverse eco-
nomic backgrounds, will broaden educational 
access while strengthening institutional sup-
port. All these efforts must be accompanied by 
regular evaluation and monitoring to ensure 
that teaching quality, promotional effective-
ness, and stakeholder satisfaction are continu-
ously improved, enabling the school to main-
tain competitiveness and achieve sustainable 
development. 

The findings of this study offer direct bene-
fits for school administrators by providing 
strategies to design more effective promotional 
efforts and pedagogical innovations. They also 
serve as a useful reference for policymakers in 
formulating regulations and programs that 
strengthen the competitiveness of private 
schools. More broadly, the study contributes to 
the field of educational management by pre-
senting a practical example of applying Root 
Cause Analysis (RCA) to identify fundamental 
institutional challenges and develop solutions 
that can be adapted to other educational con-
texts. 
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