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Abstract

This study analyzes the role of collaborative leadership in the effectiveness of the 2025 Eid
Transportation Post at Hunimua Ferry Port, Central Maluku. In the face of complex
challenges such as high traffic volume, limited infrastructure, and cross-agency operational
demands, this research adopts a qualitative embedded single case study design. Data was
collected through in-depth interviews, direct observations, and institutional document
analysis. Findings reveal that the success of the post is closely linked to leadership figures
who perform three collaborative functions: steward (ensuring inclusive and transparent
coordination), mediator (managing inter-agency relationships and resolving conflicts), and
catalyst (driving adaptive innovation and cross-sector mobilization). These roles were
effectively carried out by the Post Team Leader and the Post Manager, despite minimal
institutional protocols. The prevailing leadership style identified was that of an organic
leader, which fostered responsive coordination through informal networks. However, the
absence of formal facilitation systems and integrated SOPs limits the institutionalization of
collaboration. The study recommends the development of a hybrid leadership style that
combines relational legitimacy with professional facilitation to ensure sustainable cross-
agency coordination. This research contributes to the theoretical development of
collaborative governance in the context of transport services and provides practical insights
for institutional reform of temporary integrated command posts.

Keywords: collaborative leadership, Eid transportation post, ferry port, cross-sector
coordination, public service effectiveness

Introduction
Background

Quality public services are a fundamental
component in supporting national
development, particularly in the public
transportation sector, which has a significant
impact on socioeconomic stability and
interregional connectivity. In the context of
Eid al-Fitr transportation, this sector faces
complex challenges such as congestion,
limited-service capacity, and high safety
risks (Banjo, 2017; Camporeale et al., 2021;
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Green, 2016). In order to respond to these
challenges, the government needs to
consider political, economic, social, and
technological factors that influence the
accessibility of services (Totum &
Tossamas, 2024), and strengthening
collaboration across government agencies
(Bello-Gomez & Cheng, 2024). Evaluations
of the 2024 Christmas and

2025 New Year's transportation programs
showed a high level of user satisfaction,
although several issues persisted, such as
departure delays, difficulty obtaining tickets,
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and limited supporting infrastructure (UGM,
2025).

The Ministry of Transportation has
prepared the 2025 Eid Transportation
Operational Plan which includes traffic
engineering, service digitalization,
transportation mode integration, and
logistics vehicle regulations through one-
way, contraflow, and odd-even traffic control
mechanisms (Kemenhub, 2025b, 2025a). In
Maluku Province, transportation challenges
are more complex due to the geographical
conditions of the archipelago, which includes
around 1,340 islands and water areas
amounting to 92.4% of the total province
(Pelupessy & Manuhutu, 2019). Ferry
transportation is the main backbone of inter-
regional connectivity, although it still faces
obstacles such as high costs, minimal
accessibility, mode disparities, and less than
optimal safety facilities (Kelwulan et al.,
2023; Sihaloho & Jinca, 2019; Siswoyo,
2018).

The Hunimua-Waipirit route is a
strategic route connecting Ambon Island and
Seram Island. Previous research has noted
that the service capacity of this route has
exceeded its optimal limit, necessitating
improvements to the fleet, shipping

schedules, and port facilities to reduce
queues and shorten waiting times
(Mandaku, 2022; Maspaitella, 2021;

Ohorella et al., 2023). On the other hand,
user loyalty is greatly influenced by service
quality, safety, and accessibility (Usman et
al., 2020), which until now have not all met
standards, especially in terms of safety

equipment (Surnata et al.,, 2021), and
implementation of minimum  service
standards (Tanasale et al, 2023).

Therefore, improving the quality of service at
Hunimua Ferry Port requires a strategy that
includes increasing infrastructure capacity,
operational efficiency, and reforms in safety
and public service aspects.

As a major port connecting various
districts in Maluku, Hunimua serves as a
crucial distribution hub, especially during
peak mobility periods like Eid al-Fitr.
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However, the challenges faced in managing
the service are not only technical but also
social, legal, and institutional, such as
smuggling of prohibited goods, business
demonstrations, and land conflicts (Ameks
Online, 2024; Media Citra Nusantara, 2025).
This complexity emphasizes that no single
institution can solve the problem alone,
making cross-agency collaboration a
necessity. In response, the Maluku Class Il
Land Transportation Management Agency
(BPTD) established the 2025 Eid
Transportation Post as a coordinating forum
in the field to ensure operational oversight
and integrated services involving various
cross-sector actors (Tribun Ambon, 2025).
Studies on collaborative governance
increasingly highlight the importance of
collaborative  strategies and collective
leadership in enhancing the effectiveness of
public services. Jazlan et al. (2025)
emphasize that, in sectors involving multiple
stakeholders—such as transportation—
collaborative approaches become essential
to navigate complex interests and ensure
service efficiency. The success of such
approaches is closely tied to the quality of
collaborative leadership, a leadership model
that moves beyond a single-command
hierarchny toward one that facilitates
cooperation, builds synergy, and supports
joint problem-solving among stakeholders.
This perspective aligns with the
conceptual framework proposed by Ansell &
Gash (2012) in their article “Stewards,
Mediators, and Catalysts: Toward a Model of
Collaborative Leadership.” They argue that
in collaborative governance settings, leaders
function not as commanders but as
facilitators who steward shared goals,
mediate conflicts, and catalyze innovation.
Their model provides a useful analytical lens
for understanding how leadership shapes
collaborative processes across institutions.
Building on this theoretical
foundation, the present study examines how
collaborative leadership roles—steward,
mediator, and catalyst—manifest in and
influence cross-agency collaboration during
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the operation of the Eid Transportation Post.
This context is particularly relevant because
the post requires the involvement of various
institutions to ensure safe, orderly, and
integrated holiday transportation services.

To ground the analysis, the study
focuses on the Maluku Class |l Land
Transportation Management Center
(BPTD), a technical implementing unit under
the Directorate  General of Land
Transportation, Ministry of Transportation.
Maluku BPTD’s organizational mandate and
structure are regulated under Minister of
Transportation Regulation Number 1 of
2025, which outlines its functions through
the Administration Subsection, the Road,
River, Lake, and Crossing Infrastructure
Section, as well as the Road, River, Lake,
Crossing, and Supervision Traffic Section,
supported by functional units and field
service units.

In an archipelagic region like
Maluku—where inter-island mobility
depends heavily on land and ferry

transportation—the role of BPTD becomes
especially strategic. The institution manages
key operational facilities, including the
Passo vehicle weighing unit and eight ferry
port service units located in Hunimua,
Galala, Amahai, Geser, Tual, Dobo,
Saumlaki, and Kisar. Given this extensive
operational scope, the Maluku BPTD serves
not only as a provider of physical and
technical infrastructure but also as a cross-
sector coordinator responsible for ensuring
that collaborative-based public services
function effectively, particularly in the
supervision and organization of ferry
transportation.

By bridging the conceptual discussion
with this institutional context, the study
positions the Eid Transportation Post as an
ideal arena to explore how collaborative
leadership roles contribute to strengthening
inter-agency coordination and improving the
quality of public service delivery.
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Hunimua Ferry Port Service Unit Post

The Hunimua Ferry Port Service Unit
Post is a strategic operational unit
established through the Decree of the Head
of BPTD Class Il Maluku Number SK-BPTD
KLS Il MLK 15 of 2025 concerning the
Establishment of  the 2025 Eid
Transportation Coordination Post. The
establishment of this post was carried out in
response to the need to manage the flow of
homecoming and return travelers on the
Hunimua - Waipirit route which is the main
crossing route in Maluku Province. This post
is not established as an ad-hoc entity but is
an implementation of the national
institutional structure regulated in the
Regulation of the Minister of Transportation
Number 1 of 2025. In this regulation, the
River, Lake, and Ferry Port Service Unit is
designated as a technical implementing unit
directly under the Head of the Land
Transportation Management Center
(BPTD), including the Hunimua Executing
Unit which is the location of this study. Thus,
the Hunimua Post operates within a formal,
strategic and systematic institutional
framework.

Institutionally, the post structure is
established with reference to functional
principles and hierarchical command. This
post is chaired by the Supervisor of the
Hunimua Ferry Port Service Unit as Team
Leader, with direct supervision from the Post
Manager (Head of Maluku Class || BPTD)
and administrative support from the Post
Secretary and Post Coordinator from the
structural officials. Two work teams are
prepared in rotation with a shift system that
adjusts to the operational schedule of ferry
transport vessels, consisting of technical
and administrative personnel from the
Hunimua Ferry Port Service Unit and
additional staff from various sections within
the Maluku Class Il BPTD.

The main tasks of the command post
team include regulating the flow of vehicles
and passengers, recording daily data
consisting of the number of ferry trips, the
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number of passengers and vehicles,
documentation and significant events, and
reporting operational conditions to the
Command Post Secretariat. The reporting
flow is carried out in a hierarchical and
structured manner, from team members to
the team leader, then to the secretariat, and
finally to the Command Post Officer to be
forwarded to the national command center
through the Directorate General of Land
Transportation. This process is depicted in
detail in Figure 4.2, which shows that the
reporting and coordination mechanisms are
simultaneous and adaptive to field
dynamics.

Hunimua Ferry Port located in Liang
Village, Salahutu District, Central Maluku
Regency, Maluku Province, is a class | port
that has a strategic position in the ferry
transportation system in Maluku Province.
Based on geographic coordinate data, this
port is located at 03°30’38.2” South Latitude
and 128°20°45.7” East Longitude and has
been operating since 1980. With an area of
+15,000 m? and a dock capacity for ships
measuring 300 to 500 GT, Hunimua Port is
equipped with various marine facilities such
as plengsengan (9 x 8 meters), two units of
breasting dolphins (6 x 6 meters), one
mooring dolphin (6 x 6 meters), two units of
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catwalks (36 x 1.2 meters), and one unit of
trestle. The ground facilities consist of a
ticket counter (2 x 2 meters), a terminal
building (14 x 11.5 meters), a parking area
of £1,500 m?, seven lighting units, a guard
post, and a generator house (BPTD Class Il
Maluku, 2025).

This port serves commercial ferry
services within the province on the Hunimua
- Waipirit route, approximately 11.5 nautical
miles, connecting Ambon Island with Seram
Island. Daily operations are served by two
main operators, namely PT. ASDP
Indonesia Ferry Ambon Branch and PD.
Panca Karya, with a total of five ferry units.
Ferry fares for economy class passengers
are set at Rp. 27,500 for adults and Rp.
2,700 for infants, while business and
exclusive classes are provided at a higher
price. For vehicles, fares vary according to
class, including Rp. 63,000 for Class I
(motorcycles), Rp. 303,445 for Class 1V(a)
(private cars), and Rp. 904,597 for Class VI
(large trucks). (Corporate Secretary PT
ASDP Indonesia Ferry, 2024). The following
map shows the spatial context and
importance of the existence of the post as a
mobility control center.
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Figure 1. Map of Ferry Transportation Routes in Maluku Province
Source: BPTD Maluku, (2023)

The personnel composition and two-
team shift system were designed to ensure
continuity of service according to the ferry
vessel's operational schedule. Each team
works in shifts to maintain field readiness.
Although this system was designed with
efficiency in mind, field findings revealed
implementation challenges, such as the
unexplained absence of several personnel,
which created an additional workload for
those present.

Beyond its internal structure, the
Hunimua Ferry Port Service Unit Post Post
also serves as a deliberative and
coordinating space across agencies. The
post's duties involve external actors such as
PT ASDP Ambon Branch, PD Panca Karya,
the Indonesian National Armed Forces
(TNI), the Indonesian National Police (Polri),
the Maluku Provincial Transportation
Agency, Jasa Raharja, and other technical
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agencies. In this context, the Head of the
Command Post Team plays the role of
steward which maintains the integrity of the
coordination process, as well as mediator
which facilitates communication between
actors with different mandates and
institutional logics. This practice represents
a leadership approach inshared-power
world, as presented (Ansell & Gash, 2012),
where decision-making is not command-
hierarchical, but rather based on consensus,
trust, and direct interaction between
stakeholders. This adaptive and deliberate
work pattern demonstrates how the
command post team leader must develop
leadership capacities that are not only
administrative, but also reflective and
facilitative in responding to the technical,
social, and institutional dynamics in the field.

The Hunimua Public Order Agency
(Satpel PP) Command Post cannot be
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understood solely as an administrative
structure, but rather as an institutional
instrument that integrates service, oversight,
and decision-making functions within a
collaborative management system. The
existence of this post reflects a hybrid
institutional form that combines top-down
national regulations with flexible and
contextual local organizing practices. In the
context of an archipelagic region like
Maluku, this design is crucial for ensuring the
continuity of public services, particularly
during peak periods of seasonal and
stressful exodus and return travel.
Furthermore, the operational experience of
this post provides a baseline for
understanding how a formally established
system can transform into a dynamic
coordinating arena, as analyzed in an
embedded case study approach (Yin, 2018).
Therefore, the institutional mapping of this
post serves as an important foundation for
further analyzing collaborative practices,
cross-sector leadership, and service
effectiveness, which will be discussed in the
following sub-chapters.

Methods

This study applies a qualitative research
design with an embedded single case study
approach as outlined by Yin (2018). This
methodological choice is particularly suitable
for examining collaborative leadership
because it enables an in-depth exploration of
relational dynamics, multi-actor interactions,
and contextual conditions that shape
leadership  practices within  real-world
settings. Collaborative leadership—
characterized by  shared authority,
negotiation, and joint decision-making—
requires a research design capable of
capturing complexity across multiple levels
of activity, which the embedded case study
effectively provides.

The research focuses on the 2025 Eid
al-Fitr Transportation Post at Hunimua Ferry
Port. The primary unit of analysis is the role
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of the post leader, while the embedded sub-
units include inter-agency interactions,
coordination mechanisms, and actors’
perceptions of service effectiveness. This
structure allows the study to examine
leadership not only at the individual level but
also in relation to cross-sector collaboration.

Data were collected through in-depth
interviews, direct observation during the
post’'s operations, and documentation
review. Informants were selected using
purposive sampling to ensure relevance and
depth of insight. Interviews explored
stakeholders’ views on leadership roles;

observations captured real-time
coordination processes; and documents
provided institutional and procedural

context. Methodological triangulation across
these sources enhanced the validity and
reliability of the findings.

The data were analyzed using a
theory-based thematic approach. Interview
transcripts were coded according to the core
dimensions of collaborative leadership—
stewardship, mediation, and catalytic roles.
Observational and documentary data were
incorporated to verify and strengthen the
thematic patterns. To connect empirical
findings with theoretical expectations, the

analysis applied Yin’s (2018) pattern
matching and  explanation building
techniques, enabling a structured

interpretation of how collaborative
leadership contributes to the effectiveness of
the transportation post.

The study was conducted at Hunimua
Ferry Port, Salahutu District, Central Maluku
Regency—an essential transportation hub
requiring complex cross-sector coordination.
As a major operational point for the 2025 Eid
Transportation Post managed by BPTD
Class Il Maluku, this location provides a
relevant and dynamic environment for
observing collaborative leadership in
practice. Data collection was carried out
throughout the post’s operational period
from March 21 to April 11, 2025.
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Results and Discussion

The success of cross-agency collaboration
within the Hunimua PP Implementation
Command Post during the 2025 Eid al-Fitr
Transportation Period cannot be separated
from the role of collaborative leaders who
appear at various structural levels. In the
context of horizontal, temporary work-based
collaboration such as this command post,
leaders function not only as instruction
providers but also as facilitators of shared
values, guardians  of  collaborative
processes, and drivers of collective action.
These three roles are known as steward,
mediator, and catalyst in the collaborative
leadership model byAnsell & Gash (2012)
and becomes particularly relevant when
formal structures are not fully reliable due to
time pressures and resource constraints.

Role as Steward
Collaborative Process)

(Guardian  of

In the frame collaborative governance
according to Ansell & Gash (2012), the role
steward is the main pillar in maintaining the
continuity of the collaborative process. As
teward not acting as the sole authority, but
rather as the guardian of inclusivity,
transparency, and continuity of cooperation.
In the context of the 2025 Eid al-Fitr
Transportation Post at Hunimua Ferry Port,
this role is carried out in a distributed manner
by two main actors: the Head of the Maluku
Class Il BPTD as the Post Manager, and the
Hunimua PP Service Unit Supervisor as the
Post Team Leader. Both demonstrate a form
of distributed stewardship which is typical in
non-hierarchical collaborative structures.

Head of the Command Post as
Operational Steward
Stewardship at the operational level, it refers

to the ability of field leaders to build an
inclusive work environment, maintain trust
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between actors, and ensure that the entire
collaborative process runs fairly and
accountably (Ansell & Gash, 2012). A
steward at the front-line acts not as a holder
of structural power, but as a facilitator who
maintains social cohesion and horizontal
coordination among actors from different
backgrounds.

The Team Leader of the Post at
Hunimua Ferry Port demonstrates this role
in action. In the context of a post comprised
of representatives from various agencies,
including the Regional Transportation
Agency (BPTD), the Civil Service Agency
(ASDP), Jasa Raharja, the Provincial
Transportation  Agency (Dishub), the
National Police (POLRI), the Marine Military
Police (POMAL), and two ship operators
(ASDP and PD Pancakarya), the work
dynamics are highly susceptible to sectoral
dominance, miscommunication, and rigid
segregation of duties. This is where the
Team Leader's role as a operational
steward. It is important not to use a coercive
approach towards officers or agency
partners. He builds social capital based on
trust (trust) through an informal approach,
open communication, and rapid response to
complaints in the field. This approach
creates a sense of security and openness in
raising operational issues, even among
agencies with different hierarchies. This is
demonstrated in the following in-depth
interview.

“The squad leader knows how to

bring together diverse agencies.

He has a style that doesn't

impose but instead inspires

confidence in us to follow his
direction” (informant CP).

This demonstrates that trust is not
built through formal authority, but rather
through interpersonal relationships built on
shared work experiences and social
sensitivity. In collaboration studies, trust is a
prerequisite for healthy and cooperative
deliberation (Ansell & Gash, 2012).
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The steward's role is also reflected in
the Team Leader's consistency in involving
all actors in decision-making and post
evaluation, regardless of position or the size
of institutional contribution.

“We don't feel marginalized. In

fact, we're invited to sit down with

them to discuss technical
aspects of work and services.

That's why we can maintain a

consistent work rhythm during

peak traffic’ (Informant CP).

“We, as a non-technical agency,

sometimes only provide support.

But the Team Leader always

invites us to discuss things

directly. We feel
appreciated”(Informant AA).

The involvement of all parties in this
coordination forum shows that the Team
Leader applies the principle procedural
fairness, namely ensuring that all voices
have equal access and weight in the post's
deliberations. In addition to maintaining trust
and inclusion, the Post Team Leader also
actively aligns the agency's work orientation
with the collective goals of public service, not
simply the implementation of sectoral duties
and functions.

“The post team leader always

reminds us that we're not just

working for the agency, but also
for public service. During the Eid
transportation post period, many

agencies are involved, so
coordination is essential’(BSH
informant).

This statement shows that the Squad
Leader acts as a guardian of the public
mission (guardian of shared mission), which
consistently reminds us that the ultimate
goal of a post is not individual or institutional
performance, but rather safe, comfortable,
and fair service for service users. This is a
key principle value stewardship in the
literature governance collaborative (Ansell &
Gash, 2012).
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As a steward, the Team Leader also
ensures that technical and strategic
information is accessible to all parties. He
encourages open evaluations, a cross-shift
reporting system, and openness to input
from operational staff. In this regard, the
Team Leader positions himself not as an
information filter, but as a liaison between
agencies. This is demonstrated by
information from one of the staff members at
the command post secretariat.

“The Head of the Public Order

Agency Command Post,

Hunimua, helped us summarize

the reports because he also

diligently receives reports from the
field. So, not everything was
forwarded to the secretariat. He
knows the field and helped us
check the data as well” (informant
HT).

This function reflects collaborative
transparency, namely the alignment
between technical information and collective
decision-making to maintain public trust and
team performance.

The Squad Leader's role as an
operational steward was confirmed by
narrative triangulation from internal actors
(squad members), external actors
(operators,  vertical agencies), and
supervisory officers (secretariat and security
personnel). None of the narratives
mentioned an authoritarian, exclusive, or
discriminatory leadership style. Instead, all
informants described a work style that was
open, inclusive, and prioritized shared
values. This strengthens construct validity
because the Squad Leader's behavior meets
the theoretical indicators of stewardship.
Trust-building, inclusiveness, shared
commitment, and procedural fairness
(Ansell & Gash, 2012). Internal validity is
also maintained because the logic of this role
explains why inter-sectoral coordination can
take place harmoniously in a complex and
temporary post structure (Yin, 2018).
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As steward Operationally, the Head of
the Hunimua PP Implementation Unit
Command Post plays a crucial role in
maintaining trust, inclusivity, and shared
direction within a multi-actor and dynamic
structure. His leadership is not only
technical, but also relational and strategic.
Within a collaborative leadership framework,
the command post's success is not solely a
result of its structure, but also due to the
presence of a steward at the executive level
who is able to maintain collective legitimacy
in every decision and action in the field.

Person in Charge of the Post as Strategic
Steward

Apart from creating space, the person in
charge of the post also displays low ego
leadership by not taking over the image of
the command post's success. He allowed
the team leaders and field officers to be
recognized for their contributions, fostering a
sense of collective ownership between
agencies. However, there was no
documented delegation of tasks or written
protocol system, so the entire process
remained based on trust and personal
relationships, rather than a documented
institutional framework.

In the organizational structure of the
2025 Eid al-Fitr Transportation Post at
Hunimua Ferry Port, the Head of the Maluku
Class Il BPTD holds the position of Post
Manager. As the actor with the highest
authority, this role is not only administrative
or structural, but also strategic in maintaining
the integrity of the collaborative process,
preventing institutional disintegration, and
ensuring all actors feel valued and involved.
In collaborative leadership literature, the role
of stewardship strategic refers to leaders
who act as guardians of the process,
facilitators of justice between actors, and
caregivers of collective goals at the macro
level. Ansell & Gash (2012). Steward
strategically does not take the path of
command domination, but rather creates a
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safe and fair cross-sector
collaboration.

One of the primary forms of strategic
stewardship is the delegation of trust to
operational implementers. The Command
Post Manager explicitly grants the
Command Post Team Leader and field team
the freedom to manage daily dynamics while
maintaining  ongoing  reporting  and
coordination channels.

“I entrust field coordination to the

Team Leader. They understand

the dynamics better. My job is to

ensure all agencies operate in

harmony and that no one feels

left out” (Informant HB).

space for

This statement shows that the Person
in Charge is not trying to control in a top-
down manner but is strengthening the
model, distributed leadership, which enables
rapid and adaptive responses on the ground,
while maintaining institutional lines of
accountability.

As a strategic steward, the person in
charge also carries out the function of
guarding inclusiveness, namely by ensuring
that all agencies, large and small, technical
and supporting, receive equal treatment and
participation. This is crucial to maintaining
the legitimacy of collaboration and
preventing sectoral jealousies that could
potentially disrupt synergy.

“We feel appreciated, even

though the nature of our post

operation is...mobile, We remain
involved in all relevant meetings

and are informed of any

accidents. The person in charge

isn't dominant; instead, he unites

us” (Informant AA).

“‘He provided space.

Coordination wasn't just about

issuing orders, but also about

open, cross-agency evaluations,
which he facilitated” (Informant
1Y).
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This shows that the person in charge
of building institutional trust, namely trust in
an open and non-discriminatory
collaborative structure, is a characteristic of
strategic stewards according to collaborative
governance theory (Ansell & Gash, 2012).
Steward Strategic planning also plays a role
in directing collaboration toward public
service goals, not just the sectoral targets of
each agency. In an in-depth interview, the
person in charge of the command post
provided the following information.

“‘We all have the same goal: to
ensure people can travel home
safely and comfortably. That's
what I'm ensuring, so that all
agencies don't go their separate
ways” (Informant HB).

This statement reflects an effort to
maintain shared purpose, a key dimension of
stewardship, in a potentially fragmented
coordination situation. Without a strategic-
level guidepost for collaboration, synergies
on the ground will be technical, not
substantive.

In addition to maintaining equality and
direction, the Post Manager also actively
facilitates daily and final evaluation forums,
involving all stakeholders across agencies.
These forums are not just for reporting, but
also serve as a platform for providing input,
acknowledging shared mistakes, and
building commitment to improvement. This is
demonstrated in the following interview.

“The Head of the Center (the

person in charge of the BPTD

Post) was active in the

evaluation. But he didn't get

angry. He listened to everyone
first, then gave directions. This
created a conducive atmosphere

at the post”. (Informant RM)

In collaborative theory, forums like
this are important for creating procedural
legitimacy, namely a sense of ownership of
the shared process, which is a source of
long-term motivation and cohesion(Ansell &
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Gash, 2012)The role of the Person in
Charge as a strategic steward is also
confirmed through the convergence of
narratives from various actors, including
vertical agencies, supporting agencies, and
operators. None of the narratives
demonstrate  sectoral dominance or
exclusivity in decision-making. Instead, the
leadership style demonstrated is dialogic,
facilitative, and oriented toward institutional
inclusion.

Thus, this role meets construct
validity criteria, as strategic stewardship
indicators (delegation, neutrality, shared
purpose, reflective forums) are clearly
present in practice. Internal validity is also
maintained because there is a strong logical
link between this strategic leadership style
and successful cross-actor coordination in
the field, as evidenced by the stable and
responsive performance of the command
post.

As a strategic steward, the Post
Manager plays a crucial role in maintaining
the integrity of cross-agency collaboration at
Hunimua Ferry Port. He or she does not
assume a commanding managerial role, but
rather through delegation of trust, facilitation
of equality, maintenance of shared
orientation, and creation of a collective
evaluation space. This role demonstrates
that the effectiveness of the post structure
depends not solely on the formal system but
also on the presence of strategic leaders
capable of nurturing the collaborative
process as a just and productive social
space.

Role as a Mediator (Guardian of
Relationships Between Actors)

Within  the  collaborative  leadership
framework, the mediator's role focuses on
maintaining the quality of relationships
between actors through facilitating open
communication, managing conflict, and
creating shared meaning (shared meaning).
The mediator acts as an honest broker
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maintaining open and equal collaborative
dynamics and encouraging problem-solving
through a dialogical process. In the
implementation of the 2025 Eid al-Fitr
Transportation Post at Hunimua Ferry Port,
this role was primarily carried out by the Post
Team Leader through a collaborative
mediation approach that was not only
responsive to conflict but also proactive in
maintaining cross-sector relationships.

One concrete example of the
mediation role is seen in the Team Leader's
response to differing perceptions among
ship operators regarding ship schedule
rotation. In this situation, the Team Leader
facilitated an informal discussion to find a fair
compromise and focus on public service
interests. This is demonstrated in the
following interview.

“The Team Leader invited both

parties to a discussion. He

listened to all the differing
opinions first, then invited them

to resolve their differences and

focus on service” (AP informant).

Mediation like this reflects the
practice of facilitative leadership, where the
leader does not act as the sole decision-
maker, but rather as the manager of a
deliberative process that unites diverse
interests. A mediating role is also evident
within the internal context of the command
post, particularly in addressing varying
levels of participation from partner agencies.
In some cases, the Team Leader does not

immediately issue formal reprimands,
preferring to build mutual understanding
personally.

“At this post, there are squad
members who have not been
able to fully attend to their duties
without official notification, but
the squad leader has been
encouraging them to coordinate
slowly so that squad members
can continue to carry out their
duties with a full sense of
responsibility” (JP informant).

74

This approach is in line with the
principal restorative leadership, which seeks
to restore team cohesion through
communication and fostering empathy,
rather than through coercion or structural
punishment. Furthermore, in resolving
technical miscommunications, such as ship
schedules, the Team Leader also
demonstrated the ability to mediate,
maintaining the integrity of the service
system. One team member stated,

“There was once a problem with

the ship's schedule, but the

squad leader immediately spoke

to all parties, we are here to

serve the community and he

provided a solution without
blaming anyone” (informant RH).

This shows the role of the leader as a
guardian of informal governance, which is
able to direct the course of cross-institutional
coordination without always relying on
formal administrative procedures.

The transition to informal forms of
coordination has also become a key arena
for collaborative mediation. With a lack of
regular formal coordination  forums,
communication via personal WhatsApp and
face-to-face interactions have become the
primary channels for maintaining a collective
work rhythm. One informant emphasized
this.

“Coordination takes place

because of the personal

relationships that have been built,
not just from official letters” (RF
informant).

This coordination model is in line with
the characteristics of organic leadership,
namely a leadership pattern that grows
naturally from social networks and
interpersonal trust, not solely from structural
lines of authority.

In addition to unifying field operations,
the mediator's role is also evident in how the
Team Leader maintains neutrality in
decision-making. This is a crucial element in
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maintaining  the the
collaborative process.
‘He never blames; he tends to
invite us to find solutions together”

(informant RM).

legitimacy  of

Furthermore, the ability to bridge
organizational cultural differences is also an
important aspect of mediative leadership. An
official from a local government agency
acknowledged:

‘Indeed, each agency has a

different way of working, but the

Team Leader understands it well

and can bridge the gap well” (DP

Informant).

This finding confirms that the role of
the mediator is not only to resolve conflicts,
but also to establish institutional cross-
border relations which allows actors from
different backgrounds to continue working
within a shared vision of service.

Thus, mediation practices at the
Hunimua Post have facilitated collaboration
by strengthening three fundamental
components of collaborative theory: open
communication, trust between actors, and
orientation toward collective goals. These
three aspects are evident not only in
technical interactions but also in the informal
mechanisms established and maintained by
the Team Leader as mediation leader.

However, it's also important to note
that the role of mediator, performed
personally and informally, carries its own
structural burdens. The Team Leader must
manage the expectations of all parties,
maintain relationships between actors, and
resolve technical and social issues that arise
in the field, all within an environment of loose
coordination and minimal institutional
protocols. This imbalance creates emotional
stress and the risk of burnout, which can
impact the effectiveness of the overall
leadership role.

Furthermore, reliance on the Team
Leader's mediation capacity without the
support of a formal system carries the risk of
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dysfunction if personnel rotation or
leadership style changes. Several
informants noted that the same issues

frequently recur due to the lack of a forum for
ongoing cross-agency reflection and
evaluation. In other words, mediation
success is temporary unless institutionalized
in a mutually agreed-upon collaborative
procedure.

Therefore, the role of mediators in
collaborative leadership at the Hunimua
Command Post can be concluded as a key
element in  facilitating  cross-sector
collaboration. However, to ensure the
sustainability of this collaboration, individual
capacity needs to be strengthened through
institutional mechanisms such as conflict
resolution standard operating procedures
(SOPs), periodic coordination forums, and
cross-organizational collaborative
leadership training. These efforts will not
only reduce the personal burden on leaders
but also strengthen the resilience of cross-
sector collaboration in public service during
peak periods such as Eid al-Fitr.

Role as a Catalyst (Trigger for Innovation
and Action)

Within the framework of collaborative
leadership according toAnsell & Gash
(2012), role catalyst refers to the capacity of
a leader to drive change, open up space for
innovation, and mobilize actors across
organizations to act adaptively in the face of
complex situations catalyst. It's not just
about maintaining processes or nurturing
relationships, but rather acting as a
transformation agent capable of driving
collective action, reformulating problems as
opportunities, and creating value through
shared learning. In the context of multi-actor
public services like the Eid al-Fitr
Transportation Post, this role is crucial to
ensuring effective coordination amidst
structural limitations.

The research results show that the
catalytic role at the 2025 Eid al-Fitr
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Transportation Post at Hunimua Ferry Port
was carried out by the Post Team Leader.
His actions met the indicators of catalytic
leadership as defined in the theory. Ansell &
Gash (2012), from activating adaptive
responses, providing space for technical
improvisation, to efforts to encourage
structural change. One manifestation of this
role was when the barcode scanning system

for tickets failed. Without structural
instructions, post members immediately
shifted reporting through photo
documentation and sending data via

WhatsApp to the post secretariat. The Post
Team Leader, rather than restricting,
supported this step as a form of adaptive
resolution.
“l took a photo and immediately
sent it to the group. Because the
barcode was broken, | took action
myself to prevent a backlog®
(Informant R).
“‘Because the scanner is broken,
sometimes officers just check it
manually and send it to the
secretariat via photo” (Informant
ow).

The emergence of technical
innovations outside of official procedures is
a pattern of non-routine mobilization (Ansell
& Gash, 2012). This occurred due to the
support of leaders who provided discretion.
The Command Post Team Leader also
connected various actors through informal
channels like WhatsApp and personal phone
calls, particularly when there were vehicle
queues or miscommunications about ship
schedules.

‘“If there's a long queue, |

immediately contact the operator

or traffic control officer at the dock.

We don't wait for a meeting; we

coordinate directly over the
phone”. (Informant HS)
“The Command Post Team

Leader usually calls or WhatsApps
you directly if there's a problem,
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without the hassle of lengthy
bureaucracy”. (BSH Informant)

The use of this personal network is
evidence of how Robby operates as an
organic leader, which activates functional
relationships across institutions. Within the
framework of the case study, these actions
are part of a catalytic mechanism that
connects cause (crisis situation) with effect
(adaptive collective solution).

The Head of the Hunimua PP
Implementation Unit Command Post Team
was not only technically responsive but also
institutionally reflective. He identified the
lack of integrated inter-agency SOPs as the
root of the coordination problem and
emphasized the need to develop a common
reference for the future. This attitude
demonstrates capacity reframing which is an
important feature catalyst.

“We don't have a unified SOP yet. We

need to think about this in the future

so that all agencies have the same
references”. (HS informant)

Apart from the post team leader, the
role of Catalyst is also reflected in the push
for public service transformation through
digitalization and monitoring. PT. ASDP
Ambon Branch initiated an online ticketing
and monitoring system real time based
monitoring room at four ports including
Hunimua ferry port, which is shown in the
following interview results.

“‘We install CCTV, there’s audio, so

you can hear the officers'
conversations and coordinate
immediately if anyone  parks

carelessly or enters the ship without a
ticket”. (Informant C)

While this initiative hasn't been
entirely successful due to user resistance to
the online system and the persistence of
street vendors around the docks, it marks a
reformist step. On the user side, an interview
with one informant indicates that the
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community is beginning to feel the impact of

this intervention.
“The loading and unloading process
feels faster now. The officers are
more responsive. The ship's facilities
are also cleaner and less cramped
than last year”. (Informant RAH)
“The schedule is more organized, the
ships are also more ready, there are
no long queues outside the port like
before,” (RT informant).

However, innovations that emerged
during the post's operational period were
incidental and not systematically
documented. Post team members reported
that these good practices were not archived
as procedures, potentially preventing them
from continuing into the following year.

“We sometimes innovate in the field,

but unfortunately, it's not

standardized. It might be forgotten
next year”. (Informant OW)

“There's no standard operating

procedure (SOP) to refer to. So,

innovation sometimes just gets lost”.

(Informant RK)

This situation confirms that the
catalyst role played by field leaders will only
have a long-term impact if supported by
institutional learning mechanisms.
Nevertheless, during the post's operational
period, Robby's catalytic leadership was
significant in accelerating decision-making,
strengthening inter-agency collaboration,
and creating a more responsive service
experience for service users.

By  demonstrating how field
leadership can enable adaptive responses,
strengthen collaborative networks, and open
up learning spaces, the role of catalyst. In
this case, it becomes the focal point for the
overall effectiveness of the command post.
Beyond simply managing the process, this
role drives the collaboration toward
structural change. Therefore, this study
demonstrates  that in inter-agency
collaboration systems, the effectiveness of
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cooperation is not always determined by the
highest structural authority, but rather
depends heavily on the ability of functional
actors in the field to activate cross-border
action contextually.

Thus, the case of Posko Hunimua
extends the analytical generalization of the
theory. Ansell & Gash (2012), that catalytic
leadership can emerge from operational and
leadership-level figures who possess social
credibility, contextual understanding, and
the ability to build trusting relationships
between actors. This study emphasizes the
importance of recognizing and documenting
such transformational roles as a foundation
for future systemic learning.

Leadership Style

Research by Ansell & Gash (2012), put
forward two leadership styles in
collaboration, namely organic leader And
professional facilitator. These two styles are
not antagonistic dichotomies, but rather two
approaches that can complement each
other. Organic leaders within the
stakeholder community and based on social
networks,  personal legitimacy, and
contextual understanding. In contrast,
professional facilitators are more neutral and
technocratic, with the capacity to facilitate
deliberative processes through structure,
mediation skills, and the creation of inclusive
participatory spaces.

In the context of the 2025 Eid
Transportation Post at the Hunimua PP
Satpel Post, the most dominant leadership
style is the type of organic leader, as
reflected in the figure of the Head of the Post
Team. He is part of the Maluku Class Il
BPTD and has built strong working
relationships with relevant stakeholders at
the port. His legitimacy stems from his
familiarity with working across timeframes,
his adaptability to emergency situations, and
his ability to convey instructions quickly and
informally.
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“The Head of the Satpel PP
Command Post is used to working
with us, so communication is easy.
He immediately coordinated with

us regarding some technical
issues, and we immediately
understood what he meant’

(Informant BNY).

“We usually ask the Command
Post Team Leader directly if
there's a problem. He understands
the terrain and can take action
quickly. Sometimes we don't have
to hold a formal meeting” (CSP
Informant).

This leadership style has proven
effective in dealing with dynamic situations,
such as surges in traffic,
miscommunications over ship scheduling,
and inter-sectoral field coordination. A
leader who functions as an organic leader
able to build trust and speed of execution
through informal communication and
established social networks. This creates
what is called Ansell & Gash (2012) as
collaborative momentum, namely the spirit
of cooperation that flows from social
closeness and interpersonal trust.

However, this style also has serious
limitations, particularly in building
sustainable collaborative structures. Ad-hoc
coordination and reliance on specific figures
de-institutionalize collaborative processes.
Without scheduled deliberative forums and
integrated cross-agency SOPs, participation
can become exclusive, and not all actors feel
fully engaged.

“Unfortunately, not all problems

can be solved with just words.

Sometimes we need a written

system to clarify responsibilities”

(Informant ABD).

Absence of style professional
facilitator The post system widens this gap.
The Post Manager (Head of BPTD), despite

having structurally strategic authority,
prefers to delegate operational
78

responsibilities to the Team Leader and
Secretariat without actively facilitating formal
collaborative processes.
‘In practice, coordination in the
field takes place between the
Team Leader and each agency”
(PJP Informant).

The absence of a professional
facilitator results in weak documentation,
minimal collaborative reflection, and the
absence of an evaluation forum to discuss
the implementation of service standards
(Directorate General of Maritime Affairs and
Fisheries Regulation 5062/2020s). In this
situation, problem-solving occurs through
personal relationships and field intuition,
rather than through systematic and
participatory  deliberative  mechanisms.
Recommendations from several internal
officers also indicate the need for
institutional strengthening and increased
facilitation capacity going forward, as
demonstrated in the following interviews.

“‘Perhaps in the future there

should be some kind of cross-

agency facilitation training, so we
don't just rely on personal
communication” (Informant OW).

Thus, it can be concluded that the
style organic leader has made a significant
contribution to building fluid and responsive
coordination amid operational pressures.
However, to ensure sustainability and
fairness in cross-agency collaboration,
strengthening of these elements s
necessary. professional facilitator in the
command post structure. Hybridization of
these two styles is a necessity in the context
of complex and multi-sectoral public
collaboration.

However, it is also necessary to
consider alternative explanations (rival
explanation) that the absence of a formal
forum and SOP for the command post is not
solely due to leadership style, but also due
to limited administrative and logistical
resources during the command post's
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operational period. In addition, the
dominance of the command post's
leadership style organic leader may not be a
conscious strategic choice, but rather an
adaptation to weak institutional support that
does not yet provide a well-established
framework for facilitating collaboration.
Therefore, the development of a hybrid
leadership style is necessary (hybrid
leadership style), as suggested(Ansell &
Gash, 2012)which combines the social
closeness of organic leaders with the order
of the process of professional facilitator This
effort will ensure that speed and field
familiarity are balanced with accountability
and sustainability of the cross-agency
service system.

Conclusion

The results of this study indicate that
collaborative leadership plays a crucial role
in the successful implementation of the
Lebaran Transportation Post at Hunimua
Ferry Port, especially in the context of
temporary and non-hierarchical cross-
agency coordination. The three main roles in
collaborative leadership as stated by Ansell
& Gash (2012), namely steward, mediator,
and catalyst were proven to be present and
carried out effectively by two key actors: the
Head of the Post Team and the Person in
Charge of the Post.

This is evident through efforts to
maintain inclusiveness, build trust, and
maintain a shared orientation toward public
service. The Command Post Team Leader
exercises operational stewardship by
creating a fair, open, and participatory work
environment, while the Command Post
Officer demonstrates strategic stewardship
by supporting non-dominant coordination,
facilitating cross-agency evaluations, and
maintaining the integrity of collective goals.

As mediator The Team Leader
successfully maintained relationships
between actors through a dialogic approach,
informal conflict resolution, and
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strengthened interpersonal communication
that transcended the limitations of formal
forums. This enabled adaptive, functional
cooperation amidst the weakness of formal
institutional structures.

This is reflected in the command post
leader's ability to spark technical innovation,
activate social networks for rapid response,
and facilitate procedural changes based on
field learning. These practices demonstrate
how collaborative leadership can drive
transformation even within a limited
operational space.

However, the research also revealed
that the effectiveness of collaborative
leadership at the Hunimua Command Post
depended heavily on individual figures with
social legitimacy and contextual
understanding, rather than on established
institutional  systems. The  dominant
leadership style was organic leader, which is
effective in a crisis context but has the
potential to hinder the institutionalization of
collaborative practices if not complemented
by the role of professional facilitator. The
absence of reflective forums, integrated
cross-agency SOPs, and collaborative
facilitation training are weaknesses that
need to be addressed.

Therefore, the development of
collaborative leadership in the future must be
directed at the formation of a hybrid
leadership style that combines the power of
social closeness and personal legitimacy,
organic leader, with the systemic facilitation
capacity of professional facilitators. This will
ensure that coordination is not only
responsive in the short term, but also
sustainable and accountable in the long
term.

This research contributes to the
literature on collaborative leadership in the
context of cross-sector public services and
recommends follow-up actions in the form of.

1. Preparation of collaborative inter-
agency SOPs for integrated posts.

2. Strengthening cross-sector
leadership facilitation training.
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3. Further studies in ports or other
service sectors are needed to
strengthen the generalizability of the
findings and formulate a collaborative
leadership model that is applicable in
Indonesia.
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