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Abstract

The contestation of authority between zakat management institutions, represented by the
government through the National Zakat Agency (BAZNAS) and the community through the Zakat
Management Institutions (LAZ), is an unavoidable dynamic in zakat governance in Indonesia.
Therefore, concrete steps are needed to build harmony and collaboration to optimize zakat
collection in accordance with existing potential. This study uses a descriptive qualitative approach
with research objects including BAZNAS, LAZ, and the Pati Regency Government. Data were
collected through interviews, observations, and documentation, then analyzed using a descriptive
analysis model. The results of the study indicate that a constructive synergy has been formed
between zakat management institutions in Pati Regency through two main pillars, namely
communication synergy and coordination synergy. This synergy has produced several important
achievements: (1) strengthening zakat regulations, including through the issuance of a Regent
Regulation on zakat and the initiation of the preparation of a Regional Regulation on zakat; (2)
institutional development, such as the establishment of new Zakat Collection Units (UPZ), data
collaboration between zakat managers and religious instructors, and the implementation of
quarterly coordination between institutions; and (3) synergy of zakat programs, including zakat
education and socialization, UPZ development, and zakat distribution not only for the eight ashnaf
but also for humanitarian programs such as disaster management. These findings confirm that
participatory communication and structured coordination are the keys to the success of zakat
institutional synergy at the regional level.
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I. INTRODUCTION

Axiologically, the function of zakat carried out by the Zakat Collection Agency (BAZ) and
the Zakat Collection Institution (LAZ) is actually aligned with the state's mission to improve public
welfare, create jobs, and narrow the socioeconomic gap between the rich and the poor. However, to
date, the synergy between regional BAZNAS and local governments has not been fully implemented
optimally in their various programs.

Based on the BAZNAS (2024) Puskas report, national zakat fund collection shows that LAZ
is the largest collecting institution with a total of IDR 5.972 trillion (57.78%), followed by BAZNAS
cities with IDR 2.021 trillion (19.56%), and funds from ZIS-DSKL off-balance sheet amounting to
IDR 21.984 trillion (40.54%). ZIS-DSKL funds (Zakat, Infak, Sedekah, and Other Religious Social
Funds) are funds managed by the community but are not recorded in the official balance sheets or
financial reports of BAZNAS and LAZ. In terms of distribution, LAZ also distributed the largest
amount of zakat, namely IDR 5.265 trillion (16.88%), followed by the city BAZNAS at IDR 1.885
trillion (6.04%), while the ZIS-DSKL funds reached IDR 21.984 trillion (70.46%) of the total funds
distributed in 2023 (BAZNAS Puskas Compilation Team, 2024).

From this data, it can be concluded that districts are the primary spearheads in zakat
collection, with the largest contributions coming from LAZ (Islamic Zakat Institutions), rather than
from the district-level BAZNAS (Islamic Zakat Agency), which is part of the government structure.
This fact demonstrates the importance of strategic synergy and collaboration in zakat management,
not only between the government and BAZNAS, but also with LAZ and civil society.
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Interestingly, research conducted by Amelia Fauziyah (nd) shows that tensions between the
state and Islamic philanthropic organizations are likely to persist, as Islamic philanthropy—especially
zakat—is a crucial part of the religious identity of Indonesian Muslims. The contestation between the
two groups managing zakat, namely the government and the community, has divided zakat
management in Indonesia into two major domains. The government, through BAZNAS, focuses more
on collecting zakat from state civil servants (ASN), while LAZ targets the general public and the
private sector as potential muzakki (recipients of zakat).

From the perspective of siyasah syar'iyyah (Islamic politics), zakat is part of sharia,
necessitating an active role for the government in its implementation (Anton Afrizal Chandra, 2021).
However, Heru Susetyo (2017) describes Indonesia as a semi-secular state, where zakat management
is largely delegated to civil society, while regulation and oversight remain under the authority of the
government. This finding is corroborated by research by Amelia Fauziyah (nd), who asserts that the
contestation between the government and society in zakat governance will continue in the future.

The wide gap between potential and realized zakat in Indonesia indicates the suboptimal
performance of zakat institutions, particularly in terms of collection, administration, distribution,
monitoring, and evaluation (Nurhayati, July 2016). This is reinforced by a BAZNAS report (2024)
which shows that many muzakki are reluctant to distribute zakat through official institutions (OPZ),
with the value of funds managed informally reaching Rp21.984 trillion (BAZNAS Puskas
Compilation Team, 2024).

Specifically, Pati Regency, Central Java, which has a fairly large geographical area of
approximately 75 km long and 57 km wide, faces unique challenges in terms of coordination between
zakat administrators in various sub-districts (BPPS Kab. Pati, 2024). Therefore, the focus of this
research is directed at examining the communication and coordination patterns between BAZNAS,
LAZ, and the Pati Regional Government in zakat management, including innovations developed to
improve the effectiveness of zakat management at the local level.

Based on empirical conditions in the field, this research is expected to demonstrate a strong
synergy pattern among various stakeholders in zakat management in Pati Regency, while also refuting
the assumption of intense contestation between government and community institutions. Good
communication and coordination synergy are expected to bridge the gap between zakat potential and
realization, as well as strengthen zakat's role as an instrument for empowering the community's
economy.

Il. METHODS

This research uses a descriptive gualitative approach aimed at deeply and comprehensively
understanding the dynamics of communication synergy and coordination in zakat management in Pati
Regency. This approach is not oriented towards statistical analysis or data quantification, but rather
focuses on exploring meanings and social processes in a natural context. Data were obtained through
field observations, in-depth interviews, and analysis of relevant documents, resulting in a
comprehensive understanding of patterns of interaction and collaboration between zakat management
institutions.

111 RESEARCH FINDINGS
A. Communication Synergy

Synergy between zakat management institutions will not be realized without effective
communication patterns. Communication is the primary foundation for building collaboration
between BAZNAS (National Zakat Agency), zakat collection institutions (LAZ), and the Pati
Regency Government. This communication includes direct interaction through face-to-face meetings
and indirect interaction through various media channels, including mass media and digital media. This
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communication takes place both in formal forums such as coordination meetings and in informal,
personal and flexible settings.

Communication between BAZNAS and LAZ in Pati Regency is dynamic and continuous,
starting from the program planning stage, implementation, reporting, and activity evaluation.
Information exchange takes place in various forms, such as joint coordination meetings and thematic
discussions regarding the collection and distribution targets for zakat, infag, and alms (ZIS). For
example, LAZ Muhammadiyah (LAZISMU) regularly participates in discussion forums with
BAZNAS regarding the fundraising targets set by BAZNAS Central Java Province.

The communication relationships established between these institutions demonstrate a high level
of familiarity. Intense interpersonal interactions minimize structural barriers between organizations
and strengthen a sense of togetherness. In this context, messages conveyed by BAZNAS, as the
information sender, can be received more quickly and effectively by LAZ and related parties.
Communication skills, openness, and the credibility of the communicator are crucial factors in
determining the success of the information exchange process. Furthermore, communication
effectiveness is also influenced by local social and cultural systems—for example, time discipline,
formal-informal communication styles, and norms of politeness prevailing within bureaucratic and
socio-religious institutions.

Nriyana's (2022) research confirms that interpersonal communication plays a crucial role in
deepening understanding of communication partners' values, attitudes, and behaviors, enabling them
to predict and respond to subsequent communication behavior more quickly and accurately. Thus,
intense interpersonal communication between zakat management institutions in Pati creates a more
adaptive and collaborative work environment.

In addition to communicating with LAZ, BAZNAS Pati Regency is also actively building
constructive relationships with local governments and vertical institutions, such as the Ministry of
Religious Affairs and the Regional People's Representative Council (DPRD). Communication is
carried out both directly and through digital media such as WhatsApp and telephone. The Deputy
Chair of BAZNAS Pati, Amari, together with BAZNAS Chair Imam Zarkasi, confirmed that
communication with the Regent is carried out almost daily to discuss social issues, including
addressing extreme poverty. Other forms of communication are realized through cross-agency
coordination meetings involving the Regional Secretary, heads of Regional Apparatus Organizations
(OPD), PSSD Muria-Kendeng Region, empowerment experts, and sub-district heads throughout Pati
Regency (Pati Regency Public Relations, n.d.).

Integrated communication between zakat management institutions has generated positive
feedback from various parties and has improved institutional performance. One indicator of the
success of this productive communication is the issuance of Regent Regulation No. 75 of 2021
concerning Zakat Management in Pati Regency. Furthermore, BAZNAS regularly holds coordination
meetings at least once a year with the Zakat Collection Unit (UPZ), various LAZ (Zakat Collection
Institutions) (such as LAZISMU, LAZISNU, LAZ Jabal Nur, and LAZ SEFA), the Ministry of
Religious Affairs, and local governments to discuss distribution programs and strategies for increasing
the number of muzaki (recipients of zakat).

Effective communication not only facilitates the flow of information but also serves as a conflict
resolution mechanism. When differing views arise, communication forums serve as a means to
diagnose problems, negotiate solutions, and build new understandings among institutional actors
(Ambar Sri Lestari, 2021). Thus, consistent collaborative communication has become a key catalyst
for the formation of sustainable synergy in zakat governance in Pati Regency.

B. Coordination Synergy

Coordination synergy in zakat management in Pati Regency is realized through a series of

systematic and collaborative strategies between zakat administrators, including BAZNAS, LAZ, and
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the Zakat Collection Unit (UPZ). Generally, this coordination process occurs in three main stages:
planning, implementation, and coordination outcomes.

First, the coordination planning stage reflects the commitment of zakat management institutions
to prepare joint steps to ensure effective coordination. These efforts include: (a) setting objectives and
developing a joint work program plan and budget; and (b) identifying and mapping stakeholders in
accordance with applicable government regulations. These steps ensure that each institution has a
aligned policy direction and objectives for zakat management at the regional level.

Second, the coordination implementation stage represents the actualization of the coordinating
function, both internally among zakat managers and externally with government agencies and the
community. This implementation includes reporting, monitoring, and evaluation activities guided by
Pati Regent Regulation Number 75 of 2021 concerning Zakat Management. Zakat collection for local
government officials is carried out through the zakat payroll system, while optimization of collection
and distribution is supported by digital innovations such as the use of e-commerce, QR codes, and
online zakat applications. Furthermore, the amil certification process is also carried out as part of
efforts to professionalize and standardize zakat governance.

Third, the coordination results stage reflects the level of implementation and effectiveness of the
coordination function. The Ministry of Religious Affairs plays a role in conducting supervision and
audits, not only regarding sharia compliance, but also regarding the quality of governance and
performance of zakat institutions. This form of supervision includes: (a) monitoring and evaluation of
zakat cash flow as stipulated in PERBAZNAS No. 4 of 2018 Article 5 Paragraph 3; (b) sharia audits
and financial audits by preparing financial reporting standards and providing guidance to OPZ/LAZ;
and (c) participatory monitoring by the community, through providing input, complaints, or
participation in zakat education activities initiated by BAZNAS Pati Regency.

In addition, BAZNAS, along with LAZ and UPZ, also conducts collaborative program
evaluations as a form of shared responsibility. The principles of zakat management in Pati are
embodied in the motto "Safe Sharia, Safe Regulation, Safe Unitary State of the Republic of
Indonesia," which serves as a moral and institutional guideline for all zakat management activities.

One of the best coordination practices is seen in the Pati Regency LAZISMU, which implements
a monitoring and evaluation mechanism based on measurable stages. This process includes a series of
activities ranging from proposal socialization and selection, interviews, business surveys,
announcements of aid recipients, tiered training and mentoring, to the final stage of program
evaluation and business development surveys. This tiered coordination model demonstrates that
strong coordination between BAZNAS, LAZ, and the Regional Government can produce a more
transparent, accountable zakat management system oriented towards the sustainable empowerment of
mustahik.

IV. RESULTS AND DISCUSSION
Communication Synergy in Zakat Management

The concept of synergy is generally understood as the process of combining several elements or
components to produce a more optimal output than the work of each element alone. Thus, synergy can
be defined as a form of active collaboration carried out in a planned and collaborative manner to
achieve maximum results through the integration of strategic roles within it. In an organizational
context, synergy is built through effective communication and coordination mechanisms.

Sulasmi (nd) explains that synergy can be formed both between individuals and between groups
when there is a mutually reinforcing communication and coordination process, accompanied by
contributions, innovation, and mutual trust between parties. Communication in this case functions as a
medium for transferring meaning, ideas, or information from one party to another through various
forms of delivery such as verbal language, facial expressions, intonation, and other nonverbal
symbols. Djamarah (2004) emphasizes that well-established communication allows for the creation of
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deeper mutual understanding, while Nugraha (nd) adds that communication is the process of
conveying information between parties to achieve mutual understanding and goals.

In the context of zakat management in Pati Regency, communication synergy is established
between three main actors, namely the Regional Government, BAZNAS Pati, and a number of private
Zakat Collection Institutions (LAZ) such as LAZISNU, LAZISMU, LAZ Senyum Dhuafa, and LAZ
Jabal Nur. However, public and civil servant awareness to pay zakat is still not optimal. As stated by
the Head of BAZNAS Pati, most employees have not distributed their zakat through BAZNAS due to
low awareness and trust in the institution. This is in line with Article 5 paragraph (3) of Law Number
23 of 2011 which emphasizes that zakat collection by BAZNAS is not coercive. In fact, in Pati Regent
Regulation Number 75 of 2021 it is stated that zakat deductions through the payroll system can only
be made if the employee concerned states their willingness in writing.

Communication patterns between BAZNAS, LAZ, and the Regional Government are carried
out through two approaches: direct communication (face-to-face) and indirect communication through
various media, including mass media and digital media. This communication can be formal, such as
coordination meetings and policy dissemination, or non-formal through informal meetings or personal
communication. Non-formal communication has proven effective in strengthening relationships
among organizational members, creating a sense of togetherness, and reducing structural barriers
between institutions (Machmud et al., 2022). Fluid and responsive communication accelerates the
process of message delivery and increases the effectiveness of cross-institutional teamwork.

BAZNAS and LAZ in Pati Regency also regularly share information regarding programs,
activity implementation, and outcome evaluation. Joint discussions are frequently held to align zakat,
infag, and alms collection targets. For example, LAZISMU is periodically invited by BAZNAS Pati to
attend coordination meetings regarding collection targets set by BAZNAS Central Java Province. This
open communication pattern strengthens a sense of belonging and facilitates the exchange of
information between parties.

In addition to LAZ, BAZNAS Pati also actively communicates with the local government, the
Ministry of Religious Affairs Office, the Regional People's Representative Council (DPRD), and
regional apparatus organizations (OPD). According to the Deputy Chair of BAZNAS Pati, intensive
communication is carried out almost daily with the Pati Regent through digital media such as
WhatsApp and in-person meetings. This cross-sector communication is further strengthened through
official forums such as coordination meetings on extreme poverty management with the Regional
Secretary, heads of OPDs, and sub-district heads throughout Pati Regency. This was also emphasized
in the remarks of the Acting Regent of Pati at the socialization event for optimizing zakat collection in
2023 (Pati Regency Public Relations, n.d.).

Communication effectiveness is also determined by the integrity and ethics of the
communicator. Hanani (2017) emphasized that the credibility and behavior of the communicator
influence the extent to which the message is received well. Communication based on a spirit of
brotherhood, honesty, empathy, and respect will result in an effective communication process (Taufik
Wal Hidayat, n.d.). This type of communication ethics is an important foundation for relationships
between zakat institutions, ensuring a harmonious and productive work climate.

This concrete manifestation of productive and mutually supportive communication is evident in
cross-institutional feedback and responses, which are manifested, among other things, in the issuance
of Pati Regent Regulation Number 75 of 2021 concerning Zakat Management. Furthermore,
BAZNAS regularly holds annual coordination meetings with the Zakat Collection Unit (UPZ), LAZ
(LAZ) (LAZISMU, LAZISNU, LAZ Jabal Nur, and LAZ SEFA), the Ministry of Religious Affairs,
and local governments to discuss distribution strategies and increase the number of muzakki (zakat
payers). Effective communication enables early identification of potential conflicts and facilitates a
collaborative resolution process. Thus, zakat managers can reach a common understanding and
collectively formulate strategic steps (Ambar Sri Lestari, 2021).
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B. Coordination Synergy in Zakat Management

Coordination is essentially the process of managing the interrelationships and
interdependencies between activities within an organizational system. This interdependence
encompasses not only the relationships between activities but also between individuals and work units
in carrying out institutional functions and missions. Robbins (1992) defines an organization as a
consciously coordinated social entity with identifiable boundaries, functioning sustainably to achieve
common goals. Similarly, Malone and Crowstone, as well as McCann and Ferry, explain that
coordination is the process of synchronizing diverse activities that have interrelated directions and
objectives. The ultimate goal is to create unity of action that ensures organizational effectiveness,
efficiency, and productivity.

In the context of zakat management, coordination is a fundamental element for connecting
all zakat management actors: BAZNAS, LAZ, UPZ, and local governments. This coordination is
regulated by Law Number 23 of 2011 concerning Zakat Management, which covers aspects of
planning, distribution, and reporting. At the planning stage, BAZNAS Pati Regency leads the
mapping of zakat potential and develops an annual program agreed upon with amil institutions.
Programs such as the House Renovation program demonstrate cross-institutional collaboration in
proposing potential aid recipients. At the distribution stage, BAZNAS and LAZ emphasize the
integration of mustahik data to ensure more targeted distribution and avoid overlapping. Meanwhile,
at the reporting stage, coordination is carried out to develop transparent financial reporting standards,
monitor report preparation, and publish openly to the public as a form of public accountability.

The urgency of coordination is also evident in the ongoing collaboration between agencies,
such as BAZNAS with the Ministry of Religious Affairs and the Ministry of Finance, with zakat
institutions and partner institutions (Saputra, 2020). At the regional level, coordination involves the
Regency Government, the Regional People's Representative Council (DPRD), and other zakat
institutions to strengthen transparency, prevent program duplication, and ensure accountability in
accordance with the principles of "Safe Sharia, Safe Regulation, and Safe Unitary State of the
Republic of Indonesia." This principle is reinforced in various regulations such as Government
Regulation No. 14 of 2014 and PMA No. 19 of 2019, which stipulate the obligation of sharia audits
and financial audits for zakat managers. Evaluation is also an important part of the coordination
mechanism; according to Wandira Atmaja, Anggraini, and Syahira (2021), transparency in zakat
management forms a sound social control system because it involves the community, muzakki, and
zakat institutions. Evaluation results are then used as a basis for policy improvement and innovation,
as conveyed by Tayib Napis (2000).

Ministry of Religion & BAZNAS RI

A J
BAZNAS Central Java Province

A
BAZNAS Pati Regency
- Zakat Collection Institutions (LAZISMU, LAZISNU, Jabal Nur)
- Zakat Collection Unit (UPZ Agency/Village)
- Social Parmers & Local Government

A\J
Mustahik / Beneficiary
Fig 1. [Coordination Mechanism for Zakat Management in Pati Regency

The diagram above illustrates the vertical (from central to regional) and horizontal (between
institutions at the same level) coordination systems. The Regency BAZNAS serves as a coordinating
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hub that bridges national policy with local implementation through a joint coordination, reporting, and

oversight forum.

Management in Pati Regency

Table 1. Analysis of the Forms and Coordination Mechanisms of Zakat

Coog?;gztlon Form of Activity Main Actor Mechanism Key Results
. Annual Fulfillment of
Mappl_nglg of zakat . coordination alignment of zakat
Planning p?tentla I preparation |BAZNAS Kab., meeting and program direction
giva;gir;unao?wg:irzféas LAZ, UPz deliberation between
forum institutions
Synchronization of -l \ 7\ A | A7, [ICollaboration of |21t iution is
. zakat distribution, . i more targeted,
Distribution ||. . . [lUPZ, Social data and joint .
integration of mustahik Services field survevs without
database Y overlapping
Preparation of
reporting standards, BAZNAS. LAZ Digital systems & || Transparency and
Reporting monitoring and ' .. ' |lsharia/financial  |laccountability
o External auditor . .
publication to the audits increased
public
Audit, monitoring of || BAZNAS, LAZ,
. institutional Regional Internal, external .
EL\J/aIeL:?/tié?Qn& performance, Government, audit and rnl::tr):;;:sggrl'[rrljc);tand
P community Regional Office, |levaluation forums
participation Community
Formation of new
UPZ, zakat BAZNAS, LAZ, Cross-sector Rapid response
Synergy socialization, program ||Regional coordination & and increased
Development ||collaboration, disaster ||Government, Intearity Pact community
management BPBD grity participation
collaboration

The coordination mechanism in Pati operates through three main stages. First, planning,
emphasizing goal setting and stakeholder identification, including the roles of BAZNAS, LAZ, and
the Ministry of Religious Affairs in regional zakat regulations. Second, implementation, using a
digital approach, includes a civil servant zakat payroll system, amil certification, and the use of online
zakat applications (QR codes, e-commerce, and others). Third, evaluation involves sharia and
financial audits, as well as oversight by the community and government.

These coordination efforts have yielded various achievements, such as the issuance of Pati
Regent Regulation No. 75 of 2021 concerning zakat for Civil Servants (ASN), the drafting of a
Regional Regulation on zakat, and the establishment of an Integrity Pact that regulates the limits of
authority for zakat collection between institutions. Furthermore, BAZNAS' collaboration within the
Regional Disaster Response Team demonstrates a clear synergy between zakat institutions and
Regency agencies in providing rapid-response social assistance.

Overall, the synergy and coordination of zakat management in Pati Regency demonstrates the
integration of institutional aspects, transparency, and digital innovation. This pattern not only
strengthens accountability but also expands the socioeconomic impact of zakat on community
welfare.

V. CONCLUSION
1. Communication synergy of zakat managers in Pati Regency includes; a. Forms of
communication,; 1) Communication synergy between BAZNAS and LAZ. 2) Communication
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synergy between BAZNAS and the Regional Government 3) Communication between LAZ
and the Regional Government is carried out directly through discussions and collaboration with
OPDs according to the required needs. b. Communication messages contain: 1) Information to
LAZ, 2) Appeals to increase zakat socialization to the community, 3) Invitations to cooperate in
zakat distribution programs, 4) Information about programs, activities, and achievements of
zakat institutions to other zakat institutions, 5) Reports on zakat. c. Feedback in the form of: 1)
Support from all lines for all programs 2) Openness and sincerity between zakat managers c)
High enthusiasm and commitment through WTP and public accountant certificates.

2. The synergy of coordination between zakat managers in Pati Regency can be seen from; a.

Forms of coordination synergy: 1) Coordination in planning 2) Coordination in distribution 3)
Coordination in reporting. b) Coordination synergy mechanisms 1) Coordination planning. 2).
Implementation of coordination 3) Monitoring and evaluation of zakat management.
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