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Course: Organizational Leadership (1646) e Level: PGD (ELM)
Semester: Autumn 2026
Assignment No. 1 (Units 1-5)
SOLVED ASSIGNPAERT GUIDE

(For Stua, & n_ference)

Note: This guide is prepared for study ana -eje, C.ice purposes. Students are advised to read the relevant
units of the course book, understar. . the concepts, ana then write the assignment in their own words. Do

not copy :his guide verbatim.

Question 1: The Concept of Organization and the Role of Leadership

(20 Marks)

Q1. Define the concept of organization and explain the role of leadership in shaping the

structure and effectiveness of educational organizations. (20 Marks)

Introduction

An organization is not simply a building, a budget or a chart on a wall. It is a living pattern of
human relationships created deliberately so that people who could not achieve a purpose alone
can achieve it together. A school, a college, a university department and an education office are

all organizations in this sense: each brings together teachers, learners, administrators, support
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staff, parents and resources, arranges them in some order, and directs their combined effort
towards educational purposes. Understanding what an organization is, therefore, is the
necessary first step in understanding educational leadership, because a leader does not lead
people in a vacuum. The leader leads people inside a structu.=, an i that structure can either

help their work or hinder it at every step.

This answer first defines the concept of organi:ation drawing on the classical and modern
definitions used in organizational theory, ar.1 identifies the essential elements that every
organization possesses. It then examincs the formal and informal sides of organizational life,
explains the main structural choi-e. available in educational organizations, and analyses in
detail how leadership ship~, Yoth structuie and effectiveness. The argument running through
the answer is that sti.'ctu’ e and leadership cannot be separated: a good structure without good
leadership remains lifeless, wiile good leadership trapped inside a bad structure wastes its

energy fighting the system instead of improving learning.

The Concept of Organization: Definitions

Chester Barnard defined an organization as a system of consciously coordinated activities or
forces of two or more persons. This definition is valuable because it stresses three things:
people, coordination and consciousness of purpose. Etzioni described organizations as social
units deliberately constructed to seek specific goals, while Edgar Schein emphasised a rational
coordination of the activities of a number of people for the achievement of some common
explicit purpose, through a division of labour and a hierarchy of authority. Stephen Robbins

brought these strands together by defining an organization as a consciously coordinated social
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entity, with a relatively identifiable boundary, that functions on a relatively continuous basis to

achieve a common goal or set of goals.

From these definitions, five essential elements emerge. First, an organization consists of
people, and its quality can never rise far above the quality, motiation and relationships of
those people. Second, it has a purpose or goal that giv>s di zction and provides the standard
against which success is judged. Third, it has a st-uctu ‘e, that is, a deliberate arrangement of
roles, responsibilities and relationships. Fourti. it involves coordination, because divided work
must be reunited if the final producy, in education the learning of the student, is to be
coherent. Fifth, every organiza.icn exists insize an environment of parents, communities,
governments, technolog ' a~.u culture, from which it draws its resources and to which it must

remain responsive if \*is t ) survive.

Formal and Informal Giganization

Every educational organization has two sides. The formal organization is the official, planned
side: the organogram, the timetable, the job descriptions of the principal, vice-principal, heads
of department and teachers, the rules, the committees and the official channels of
communication. It can be drawn, written down and inspected. The informal organization is the
unofficial, spontaneous side: the friendships among teachers, the staffroom groupings, the
respected senior teacher whose opinion carries more weight than any circular, and the
unwritten norms about how much work is really expected. The informal organization is not a
defect to be eliminated. It meets social needs that the formal system ignores, it carries

information quickly, and it can support change powerfully when its leaders are won over. A
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wise principal studies both sides, because a decision that looks perfect on the formal chart may

fail completely if it collides with the informal life of the school.

Structure in Educational Organizations

Structure answers practical questions. Who reports to whoe.? How widely is authority spread?
How many people does one supervisor oversee, w.ul" is tae span of control? How strictly are
behaviour and procedures controlled by rules, wnich is formalization? And how far are
decisions taken at the top or pushed uown to those closest to the classroom, which is
centralization or decentralization? 11 = .mall primary school the structure is usually simple and
tall in miniature: a head teac.e., verhaps @ senior teacher, and classroom teachers who each
carry many duties. Irn a !arge secondary school or university the structure becomes
differentiated, with departments, sections, examinations cells, finance sections and student-
affairs offices, each requiring coordination. Bureaucratic features such as division of labour,
hierarchy and written rules, described by Max Weber, bring predictability, fairness and
continuity to schools, but when exaggerated they produce rigidity, slow decisions and teachers

who follow the rule book instead of serving the learner.

Table 1: Two broad structural patterns in educational organizations

‘ Structural choice ‘ Centralized / tall form Decentralized / flat form

Decision-making Decisions taken by the principal | Authority shared with
or head office departments and teachers

Communication Long chain; slower but Shorter chain; faster but needs
controlled trust

Best suited to Small schools, crises, strict Large institutions, professional
compliance tasks staff, innovation

Main risk Bottlenecks, low morale, Inconsistency, uneven quality if
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dependence on one person uncoordinated

The Role of Leadership in Shaping Structure

Leadership shapes structure first by clarifying purpose. A lr.ader v-t.0 defines the mission of the
school clearly, for example to raise literacy in the early srades or to improve science results,
gives the structure something to serve, and .oi>s that do not serve that purpose can be
redesigned or removed. Second, the le~xder u=signs and redesigns roles. When a principal
creates the post of literacy coordin .tnr, «stablishes a data or assessment committee, or groups
teachers into professional '~arrinz teams oy grade rather than leaving them isolated in
separate classrooms, the (cade r is literaily reshaping the organization. Third, leadership decides
how authority is disti.>.ced. A leader may retain every decision, or may practise distributed
leadership by giving heads of department real authority over budgets, timetables and
mentoring within their departments, thereby flattening the structure and building leadership

capacity throughout the school.

Fourth, leadership builds the coordinating mechanisms that make a divided structure work as
one whole: regular staff and departmental meetings with clear agendas, shared planning time,

common assessment calendars, and information systems that show everyone the same picture

of attendance and achievement. Fifth, leadership shapes structure through staffing and

development. Recruiting, inducting, mentoring and appraising people are structural acts,
because they decide who occupies each role and how competently that role will be performed.
Finally, leadership protects the structure from being captured by routine. Structures tend to

harden with time, so an effective leader reviews them periodically, asks whether the
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committee, report or approval step still earns its cost, and has the courage to change

arrangements that once worked but no longer fit the school and its environment.

Leadership and Organizational Effectiveness

Effectiveness in an educational organization means achie ‘in.g valued educational goals, using
resources responsibly, keeping staff and studentc sctisfied and committed, and adapting to
change without losing stability. Leadership influer,~es every one of these tests. It influences goal
attainment by setting clear, measurable pr.arities and monitoring progress honestly rather than
allowing every activity to claim equc| ':1,cortance. It influences the internal health of the school
by creating trust, fairness arn o ofessionzi respect, because teachers who feel trusted and
fairly treated give disci =~ti~nary effort that no rule can compel. It influences efficiency by
removing duplication, sequencing work sensibly and protecting teaching time from unnecessary
paperwork and interrupticns. And it influences adaptability by scanning the environment,
interpreting policy and technological change for staff, and preparing the school before a change

is imposed upon it.

Research and common experience agree that leadership effects on learning are largely indirect
but powerful. The principal rarely teaches every child, yet the principal decides the conditions

under which every teacher teaches: the timetable, the allocation of the strongest teachers, the

quality of feedback after classroom observation, the availability of materials, and the culture of

expectation. A school with strong instructional leadership, where the leader knows the
curriculum, visits classrooms supportively and discusses student work with teachers, will

normally outperform a school of equal resources where leadership is confined to
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administration and discipline. Effectiveness, therefore, is not produced by structure alone or by
personal charisma alone; it is produced when a leader aligns structure, people, culture and

resources behind a clear educational purpose and sustains that alignment over time.

Conclusion

To conclude, an organization is a consciously coorun.3tea group of people, with a purpose, a
structure, an identifiable boundary and a con:iinuing life inside a wider environment. In
educational organizations the formal structure of roles, rules and hierarchy and the informal
structure of relationships and ncrr.> operate together, and both must be understood.
Leadership is the force that g. /e structure its direction and its life: it clarifies purpose, designs
roles, distributes autho.ity, Luilds cccrdination, develops people and renews arrangements
that have outlived their usefulness. When leadership performs these tasks well, the structure
stops being a cage and becomes a scaffold that supports teachers and raises the effectiveness
of the whole institution. When leadership neglects them, even a well-drawn organogram
remains only paper, and the school drifts. The study of organizational leadership therefore

begins exactly here, with the union of structure and leadership in pursuit of learning.

Question 2: Organizational Culture and the Behaviour of Teachers and

Students (20 Marks)

Q2. Discuss the role of organizational culture in shaping the attitudes and behaviors of teachers

and students. Provide examples from educational institutions. (20 Marks)
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Introduction

Walk into two schools with the same syllabus, the same building standard and the same
qualifications on staff, and within an hour a visitor can feel that they are different places. In
one, teachers greet students by name, displays celebrat~ studer.t work, staff speak of our
school with pride and problems are discussed oper.y. 'n the other, corridors are silent and
suspicious, staff arrive and leave exactly on time, ~ynir.sm greets every new idea and students
describe the school as a place to be endired. hat felt difference is organizational culture. It is
one of the most powerful and least visib.= forces in education, because it shapes what teachers

and students believe is normal, a3s’reble and possible long before any formal rule is consulted.

This answer explains te merning and iayers of organizational culture, shows how culture is
formed and transmiticu, and awnalyses its role in shaping the attitudes and behaviour of
teachers and of students, supported by examples from schools and colleges. It also notes the
difference between strong and weak cultures and between a healthy culture and a toxic one,
because culture is never neutral in its effects: a strong culture can carry a school towards

excellence or lock it into failure, depending on the values that the culture contains.

Meaning and Layers of Organizational Culture

Organizational culture is commonly defined as the pattern of shared basic assumptions, values
and beliefs that a group has learned as it solved its problems, and that is taught to new
members as the correct way to perceive, think and feel. In simpler language, culture is the way
we do things around here. Edgar Schein described culture at three levels. At the surface are

artefacts, the visible things: the uniform, the assembly, the trophies in the cabinet, the
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language used in notices, the condition of the noticeboard and the way visitors are received.
Beneath artefacts lie espoused values, the stated beliefs of the institution, such as the motto on
the wall, the mission statement and the professed commitment to honesty, merit or service. At
the deepest level lie basic underlying assumptions, the taken #-.-g -anted beliefs that actually
govern behaviour, for example whether staff truly '.elie e chat every child can learn, or

privately believe that children from poor homes ci nnot succeed.

The deepest level matters most, because beha iour follows assumptions, not posters. A school
may espouse the value that all childre,» can learn, while its actual assumption, visible in low
expectations, early labelling of wezk studen’s and acceptance of failure in certain classes,
teaches the opposite les: or < ‘eiy day. Cuiture is formed through the history of the institution,
the behaviour and examp.e of its l=aders, the stories told about heroes and failures, the rituals
of assemblies, prize days and tarewells, the reward system that shows what is really valued, and
the daily experience of success or failure in solving problems together. Once formed, culture is
transmitted to newcomers through induction, mentoring, informal advice and observation, so
that a new teacher quickly learns what is praised, what is tolerated and what is never done

here.

How Culture Shapes Teachers: Attitudes

For teachers, culture shapes attitudes towards the profession, towards students, towards
colleagues and towards change. A culture of professionalism and trust produces teachers who
see teaching as a vocation, expect success from their students, and regard a colleague's success

as a credit to the whole school. Such teachers display what researchers call collective efficacy,
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the shared belief that together the staff can improve learning, and this belief is one of the
strongest cultural predictors of student achievement. By contrast, a culture of blame and low
expectation produces defensive attitudes: teachers attribute failure entirely to students,
parents or the government, protect themselves by doing ‘k: 1iinimum, and view every
innovation as extra unpaid work imposed from roove ittitudes towards change are
particularly cultural. In a learning culture, a nev/ me hod is an experiment to be tried and
judged; in a comfortable or fearful culture, the _ame method is a threat, and the informal

system quickly teaches the enthusiast . 5i2** down and conform.

How Culture Shapes Tea “heis. Behavicur

Attitudes become beha ‘io'r in observable ways. In a collaborative culture, teachers share
lesson plans, observe one another's classes, discuss assessment results openly, mentor new
colleagues and stay beyond the bell to help students, not because a rule compels them but
because that is what a good teacher does here. In an individualistic culture, described by Andy
Hargreaves as the culture of the closed classroom door, teachers work alone, guard their
materials, treat observation as inspection and compete quietly for the best classes and

timetable. Culture also governs punctuality, preparation, honesty in examinations and

willingness to take on co-curricular duties. Where the culture honours merit, a teacher who

coaches the debate team or improves board results is publicly appreciated and others follow.
Where the culture rewards connections and seniority alone, effort quietly withdraws, because

staff learn that performance changes nothing.
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How Culture Shapes Students: Attitudes and Behaviour

Students read the culture of a school even more quickly than adults do, and they respond to

the real culture, not the announced one. A culture of respect, fairness and high expectation

shapes students who value learning, believe effort leads t~. succes., feel safe to ask questions

and develop pride and belonging in their institution. Ricials such as morning assembly, house

competitions, student councils and celebration of 7chievement in academics, sports and

character teach identity and loyalty. Corverse:, a culture in which rules are applied unfairly,

teachers use humiliation, cheating < wii.ked at or success is believed to depend on tuition and

influence teaches students cvnicism, fear ana dishonesty. Students then behave accordingly:

attendance becomes relc~tan , homewark becomes copying, discipline problems multiply and

the ablest students .nvest their real energy outside the school. The hidden curriculum of

culture, in short, often teach«s more lasting lessons than the formal curriculum.

Table 1: How contrasting cultural features shape behaviour in a school

‘ Cultural feature

High expectations for all

‘ Effect on teachers

Teachers plan ambitiously and
persist with weak learners

Effect on students

Students believe effort
succeeds; aspiration rises

Collaboration and trust

Sharing, peer observation and
mentoring become normal

Cooperative learning and peer
support increase

Fair rewards and recognition

Effort and merit are repeated
and spread

Honesty and hard work are seen
as worthwhile

Blame, fear and favouritism

Defensiveness, minimum effort,
resistance to change

Cynicism, cheating,
disengagement and indiscipline
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Examples from Educational Institutions

Consider first a government high school in which the head teacher begins every term by
publicly reviewing results class by class, not to shame teachers but to set shared targets,
celebrates the most improved class as warmly as the top cluss. and protects a weekly period in
which subject teachers plan together. Within two y:ai - the staffroom conversation changes
from complaints about students to discussion 0. metnods, senior teachers begin mentoring
juniors voluntarily, and students respond witt, better attendance and a visible pride in inter-
school competitions. No rule was rhang~d; the culture was changed, and behaviour followed.
Consider, in contrast, a college wvie'e appointments to committees, examination duties and
promotions are widelv “~ue ed to foilow favouritism, where the principal communicates
mainly through warni~,gs and where a teacher who reported cheating was left unsupported. In
that culture, capable teachers stop volunteering, examination malpractice becomes an open
secret that students treat as normal survival, and new staff learn within months that silence is

the price of peace.

Universities show the same pattern at a higher level. An institution whose culture prizes
research, academic freedom and honest inquiry produces teachers who publish, supervise
seriously and encourage students to question and debate. An institution whose culture prizes
only enrolment numbers and administrative obedience produces teachers who avoid
intellectual risk and students who memorise for degrees rather than learn for understanding. In
Pakistan's context, the strong culture of a well-led cadet college, a missionary school or a high-

performing private school system, with its rituals, alumni loyalty, house system and

uncompromising expectation of discipline and effort, demonstrates how deliberately built
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culture can sustain standards across generations of staff and students, while the rapid decline
of once-famous public institutions often begins culturally, with the loss of expectation and

pride, before it appears in results.

Strong, Weak, Healthy and Toxic Cultures

A strong culture is one in which core values are wirci, shaiad and strongly held; a weak culture
is fragmented, with subcultures in departments or staff groups pulling in different directions.
Strength alone is not goodness. A strong toxic culture, united around low expectations and
resistance to outsiders, is harder ty Zi.ange than a weak one. The leader's task is therefore
twofold: to strengthen the cuwur» around healthy values such as learning, honesty, inclusion
and service, and to wecke~ che grip ¢f unhealthy assumptions by modelling the new values
personally, rewarding behaviour that expresses them, telling new stories of success, and
patiently repeating the message until the taken-for-granted assumptions themselves begin to
shift. Culture change is slow because assumptions are deep, but it is the deepest form of

improvement a leader can achieve.

Conclusion

To conclude, organizational culture is the shared pattern of assumptions, values, rituals and

stories that tells teachers and students what is normal and valued in their institution. It shapes
teachers' attitudes towards students, colleagues, effort and change, and converts those
attitudes into behaviour in collaboration, punctuality, honesty and professional growth. It
shapes students' attitudes towards learning, fairness and belonging, and their behaviour in

effort, discipline and integrity. Examples from schools, colleges and universities show that
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culture can be a school's greatest asset or its heaviest burden, and that it is formed less by
statements on walls than by what leaders do, reward, tolerate and repeat. For the educational
leader, therefore, building a healthy culture of high expectation, trust and learning is not a soft

extra beside the real work; in the long run, it is the real work.

Question 3: Organizational Diversity, Enuai‘ty and Inclusion in Schools

(20 Marks)

Q3. Schools often consist of individuu's from diverse backgrounds. Explain the aspects of
organizational diversity and discu's- haw schooi feaders can promote equality and inclusion. (20

Marks)

Introduction

No two people enter a school as identical copies of one another. A single classroom may

contain boys and girls, speakers of several mother tongues, children of wealthy professionals

and of daily-wage labourers, students of different faiths and sects, fast learners and students

with disabilities, and teachers who differ in age, training, region and outlook. This human
variety is organizational diversity, and in education it is not an occasional complication but the
normal condition of the institution. How a school understands diversity, and whether its leader
treats it as a problem to be suppressed, a fact to be tolerated or a resource to be valued, will

decide whether many of its students receive a genuinely equal chance to learn.

This answer first explains the meaning of diversity in organizations and then examines its main

aspects or dimensions as they appear in schools, including primary and secondary dimensions
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and the diversity found among staff as well as students. It then discusses, in practical detail,
how school leaders can promote equality and inclusion through policy, curriculum, staffing,
classroom practice, language, accessibility and culture, and it distinguishes carefully between
treating everyone identically and treating everyone equitably, +:cz use genuine equality often

requires different support for different needs.

Meaning of Organizational Diversity

Organizational diversity means the variety of differences among the people who belong to or
are served by an organization. In 3 school it covers the students, teachers, administrators,
support staff and, in a wider 221,20, the parants and community whose values enter the school
each morning. Diversity ‘s v~luable for two reasons. Morally and legally, every child has a right
to education without discriminzation, a principle affirmed in Pakistan's constitution and in
international commitments to education for all. Educationally, diversity is a resource: different
experiences enrich discussion, different languages and talents widen the life of the school, and
learning to live respectfully with difference is itself one of the most important lessons a school
can teach in a plural society. Yet diversity unmanaged can also produce misunderstanding,
grouping, prejudice and conflict, which is why leadership, not mere presence, determines its

effects.

Aspects and Dimensions of Diversity in Schools

The primary dimensions of diversity are those largely given and generally not changeable:
gender, age, ethnicity and race, language and mother tongue, physical and mental ability or

disability, and, in the wider community, nationality and regional origin. In Pakistani schools,
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language diversity is especially significant, because a child whose home language is Punjabi,
Sindhi, Pashto, Balochi, Saraiki or another language may be taught through Urdu or English, and
this single fact can decide whether the child understands the lesson or silently falls behind.
Gender diversity raises questions of girls' enrolment, safety. fo-iiitiv s and expectations. Ability
diversity ranges from gifted learners to children witbh visucl, liearing, physical or intellectual

disabilities, each requiring recognition rather than negle ct.

The secondary dimensions are acquired or cha.geable and include educational background and
qualifications, socio-economic status «nd tamily income, religion and sect in its practised
observance, geographic location scct. as urban or rural origin, marital and family circumstances,
work experience, learniig so/de and rpoiitical or social outlook. Among teachers, diversity
includes subject spe-ialisation, training institution, years of experience, contract or regular

status and technological skill. Among students it includes prior schooling, tuition access and

family support for study, which quietly create unequal starting points inside the same

classroom. A further aspect is diversity of thought and personality: some learners are analytical,
others creative; some teachers are innovators, others consolidators. A complete account of
diversity must also recognise intersection, the way dimensions combine, so that, for example, a
poor rural girl with a disability faces barriers that are greater than any one of those conditions

alone.

Table 1: Main aspects of diversity in educational organizations

Dimension Examples in a school Risk if ignored

Gender Girls and boys; female and male | Girls dropout, unsafe
staff environment, stereotyped
subjects
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Language

Different mother tongues;
Urdu/English medium

Silent failure, loss of confidence
in early grades

Socio-economic status

Rich and poor families; tuition
gap

Homework and materials favour
the affluent

Ability and disability

Gifted learners; visual, hearing,
physical disabilities

Exclusion, labelling, wasted
talent

Culture, faith and region

Different ethnic, religious ar
regional groups

P-zjudice, grouping, conflict and
mistrust

Experience and viewpoint

New and senior teachers;
different learning « tyles

Wasted ideas, staff friction,
narrow teaching

Equality, Equity and Inclusion: Ke, Disctinctions

Three related ideas must b~ distii.guished. £quality means that every person has the same

rights, dignity and o~ccess .n principle: admission, participation and protection from

discrimination must n.* uepend cn background. Equity means fairness in practice, recognising

that identical treatment of unequally placed learners can preserve inequality, so additional

support, such as remedial teaching, assistive devices, fee support or extra time, is given where

need is greater. Inclusion goes further than simply placing a different child inside an ordinary

school. An inclusive school changes its own arrangements, teaching, buildings, assessment and

attitudes so that every learner belongs, participates and progresses. A child in a wheelchair who

is admitted but cannot reach the classroom or the laboratory is enrolled but not included; a girl

who attends but is never encouraged in science is present but not equally served. Leaders must

pursue all three ideas together.
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How School Leaders Can Promote Equality and Inclusion

First, the leader sets policy and models values. A written commitment against discrimination,
transparent admission and staff-recruitment criteria, fair allocation of classes, duties and
opportunities, and the leader's own visible respect for ever, grouo .each the institution what it
stands for. Second, the leader makes access real: ian ns and accessible washrooms where
possible, safe transport and separate facilities tr.at keep girls in school, fee concessions and
textbook support for poor students, and timetahles that do not systematically disadvantage any
group. Third, the leader shapes the curriculum and materials, pressing for content that
represents different regions, langucges and centributions fairly, removing biased examples, and

valuing students' home c.'*ure s as bridges to learning rather than defects to be corrected.

Fourth, classroom prac.ice must he led and supported. Teachers need training in differentiated
instruction, mixed-ability grouping, questioning that reaches girls and quiet learners as well as
confident boys, early use of the child's mother tongue as support where feasible, and
assessment accommodations that test knowledge rather than disability. The leader supports

this through observation focused on participation: who is asked questions, who leads groups,

who is praised and who is ignored. Fifth, staffing matters. Recruiting and developing teachers

from under-represented groups, ensuring women teachers are available especially for girls'
schools, and distributing experienced teachers fairly instead of concentrating them in favoured
classes are leadership decisions with direct equality effects. Sixth, the leader builds an inclusive
culture and language: names and identities are pronounced and treated respectfully, bullying

and discriminatory remarks are addressed promptly and educationally, festivals and

Solved Assignment Guide — AIOU Organizational Leadership (1646) — Assignment 1 — Page 19

Page 19 of 35 - USMAN NOTES (100% Quality Academic Reference) WhatsApp Orders: +92 324 5836626



USMAN NOTES | AIOU Code 1646 Solved Assignment 1 (Autumn 2026) Official Portal: www.usmannotes.com

achievements of different communities are acknowledged within school policy, and parents

from all backgrounds are welcomed as partners rather than kept at the gate.

Finally, inclusion must be monitored with evidence. A principal who disaggregates attendance,
dropout, participation and results by gender, class section 2:1d, whe.e appropriate, disability or
language group will discover inequalities that general u\v=rage. conceal. A school may celebrate
an overall pass rate of eighty percent while girls in or.e section or students in the afternoon
shift fail at twice the average rate. Monitoring must be followed by action: targeted remedial
classes, mentoring, counselling, adjust.ment of teaching groups, and review of whether the
action worked. Student voice <120 bhelongs hzre, through councils and feedback in which
minority and quieter stu fer s are deliberately heard, because those who experience exclusion

are the first to know herz it happens.

Challenges and the Leader’s Response

Leaders will meet real challenges: scarce funds for accessibility and support staff, community
prejudices, parental resistance, large classes that make differentiation difficult, and teachers
who sincerely believe that treating everyone identically is the only fairness. These challenges
explain slow progress but do not excuse inaction. The effective leader sequences reform,
beginning with low-cost, high-signal steps such as fair questioning, anti-bullying action,
respectful language, transparent criteria and data review, while building the case and alliances
for costlier changes. The leader also frames inclusion correctly, not as charity towards a few but
as better education for all, since teaching that reaches the margins, with clarity, variety and

support, improves learning for the whole class.

Solved Assignment Guide — AIOU Organizational Leadership (1646) — Assignment 1 — Page 20

Page 20 of 35 - USMAN NOTES (100% Quality Academic Reference) WhatsApp Orders: +92 324 5836626



USMAN NOTES | AIOU Code 1646 Solved Assignment 1 (Autumn 2026) Official Portal: www.usmannotes.com

Conclusion

To conclude, diversity in schools spans primary dimensions such as gender, language, ethnicity
and ability, and secondary dimensions such as socio-economic status, education, faith, region,
experience and learning style, among students and staff a'ike, oft.n in combination. Diversity
brings richness and also risk. Whether it becomes a rescurce depends on leadership that joins
equality of rights, equity of support and genuin- i.>clus’on in the life of the school. Through fair
policy, real access, representative currict'lum, .1pported classroom practice, balanced staffing,
respectful culture and evidence-ba<ad n.nonitoring, a school leader can ensure that difference is
never converted into disadvantae ‘vhat is both a professional duty and the deepest meaning
of education in a diver.= soviety: everv learner known, valued and given a fair chance to

succeed.

Question 4: Types oi Communication and Coordination in Educational

Organizations (20 Marks)

Q4. Describe the types of communication used in educational organizations. Analyze how
effective communication improves coordination among teachers, administrators, and students.

(20 Marks)

Introduction

An educational organization runs on communication as surely as a body runs on its nervous
system. A decision taken by a principal has no effect until it is communicated; a student's

difficulty remains invisible until it is expressed; a teacher's good idea benefits one classroom
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only until it is shared. When communication works, hundreds of separate daily actions by
teachers, administrators and students join into coordinated education. When it fails, the same
people work hard in confusion, duplicate one another's efforts, miss deadlines, misunderstand
instructions and lose trust. Communication is therefore ~~. « clerical extra in school

management but one of its central leadership functions

This answer describes the main types of comm nicaion used in educational organizations,
classified by direction, by formality, by mediur.> and by the distinction between verbal and non-
verbal communication. It then analyse. how effective communication improves coordination
among teachers, administrators «nc students, using the practical machinery of a school, its
timetable, meetings, as:e<z. et and daily problem-solving, as evidence. It also identifies

common barriers ar.1 th2 leader’s responsibility for removing them, because coordination

depends not merely on sending messages but on achieving shared understanding.

The Communication Process in Brief

Communication is the transfer of information, ideas, feelings and instructions from a sender to
a receiver in such a way that understanding results. Its elements are the sender, the message,
encoding into words, symbols or gestures, a channel or medium, the receiver who decodes the
message, feedback that confirms or corrects understanding, and noise, which is anything that
distorts the message on its journey. This simple model explains many school failures. A circular
written in difficult official language may be sent on time yet never understood; a verbal

instruction passed through three people may arrive changed; a message delivered without any
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chance of questions provides no feedback and therefore no check on misunderstanding.

Effective leaders manage the whole process, not only the sending.

Types of Communication by Direction

Downward communication flows from higher to lower le\=!,: from the education department
to the principal, and from the principal to teache”, <nd s.udents. It carries policies, curricula,
timetables, examination instructions, target< ar.1 teedback on performance. Its strength is
authority and clarity of responsibility; its weakness is distortion and delay as it passes through
levels, and the temptation to make it u..2-way command. Upward communication flows in the
opposite direction: teachers ic:ort results, difficulties and suggestions to the principal,
students communicate \ 2e”= and grievances, and the principal reports to higher authorities. It
is the organization's early-warning system, and it flourishes only where staff believe that honest
information will be heard without punishment. Horizontal or lateral communication flows

between people at the same level, teacher to teacher, department to department and student

to student. It coordinates the daily work that no hierarchy can supervise minute by minute,

such as shared planning, cover for absent colleagues and joint events. Diagonal communication
cuts across levels and departments, for example when a teacher communicates directly with an
accounts clerk or a district officer's staff about a specific matter, saving time when used with

proper information to the immediate supervisor.

Formal and Informal Communication

Formal communication follows official channels and is usually recorded: circulars, notifications,

minutes, service rules, attendance and result registers, official letters, reports and, in modern
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institutions, the learning-management system and official email or messaging groups. It
provides authenticity, accountability and a record that can be checked later, which is essential
in examinations, finance, discipline and appointments. Informal communication, often called
the grapevine, travels through personal and social relatio.<lap.: staffroom conversation,
corridor discussion, phone calls and unofficial groups. ' is tcst 1t carries feelings and reactions
that formal channels miss, and it fills gaps left by offical silence. It can also carry rumour and
distortion. A wise administrator does not prctena the grapevine can be abolished; instead he
keeps formal communication so pron v, = mplete and honest that rumour has little empty
space in which to grow, and he list :ns to the grapevine as evidence of what staff are really

worried about.

Verbal, Non-Verba: zad Writien Communication

Verbal communication uses spoken words: assemblies, classroom teaching, staff meetings,
interviews, telephone calls and parent meetings. It is immediate, personal and rich in feedback,
making it best for discussion, motivation, counselling and resolving misunderstanding. Written
communication uses the written word in notices, letters, reports, handbooks, newsletters and
digital messages. It is slower but permanent, precise and suitable for detailed instructions and
records that many people must follow identically. Non-verbal communication conveys meaning
without words: facial expression, tone of voice, posture, punctuality, the arrangement of an

office, a principal's presence in the corridor, and even silence. In schools non-verbal messages

are unusually powerful, because students and staff judge whether words are sincere by

watching behaviour. A principal who speaks of punctuality while arriving late communicates the
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opposite lesson without saying a word. Visual and digital communication, charts, displays,
dashboards, presentations, websites and social media, now combines these forms and extends
the school's communication to parents and community at a speed earlier generations did not

possess.

Table 1: Types of communication in ed' ¢ ~tionau. .rganizations

Downward

Typical school
examples

Circulars, timetab's,
targets, instrurtinns

w ength

Authority and clarity

Main risk

Distortion; one-way
command

Upward

Reports, su goctions,
grievani os, 1 ~sults

Early warning;
narticipation

Fear suppresses
honesty

Horizontal

Deba-u.,ent planning,
Jeer ~hcring, cover

Daily coordination and
teamwork

Cliques; inconsistent
messages
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arrarzements

Formal written M linutes, notifications, Record, precision, Slow; language may be

records, LIMS messages | accountability unclear

Rumour and distortion

Stafroom talk,
unofficial groups

Informal / grapevine Speed; reveals real

concerns

Non-verbal Example, presence, Credibility; shapes

tone, punctuality culture

Contradicts spoken
message if careless

How Effective Communication Improves Coordination

Coordination means arranging separate activities so that they support rather than obstruct one
another and together achieve the common goal. Effective communication improves
coordination first by creating a shared understanding of goals and plans. When every teacher
knows the term's priorities, the examination calendar, the syllabus coverage expected and the
criteria for assessment, independent classrooms move in the same direction without constant

supervision. Second, it synchronises time and resources. The timetable, substitution
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arrangements for absent teachers, booking of laboratories, libraries and halls, and the
scheduling of tests and events are all communication products; a single clear, timely

notification prevents the collisions and idle gaps that waste teaching time.

Third, communication coordinates through feedback anu corre_tion. Upward reports on
syllabus progress, item analysis of test results and cla<si ~rom uifficulties allow administrators to
adjust support, reallocate time or arrange remed'ial te aching before small gaps become final
failure. Fourth, it coordinates people emoticnally as well as technically. Teachers who are
consulted, informed early about change: ana given reasons for decisions are far more willing to
cooperate across departments «1.1 0 accept iniconvenient duties for the sake of the whole.
Fifth, communication with s*udents coordinates expectations and behaviour: clear rules,

explained assessmen crit 2ria, prompt feedback on work and accessible channels for questions

and grievances turn students from passive recipients into partners who know what is required

and by when. Sixth, communication with parents and the community aligns the school's work
with support at home, on attendance, homework, health and conduct, extending coordination

beyond the school gate.

A concrete example makes the mechanism plain. Suppose a school introduces a common
monthly test system. Coordination succeeds only if the purpose is explained downward
convincingly, departments agree dates horizontally to avoid overloading students, teachers
report upward honestly when a test clashes with unfinished syllabus, administrators adjust the
calendar and inform everyone in writing, students receive criteria and dates in time to prepare,
and results are communicated back quickly with discussion of what they mean. Remove any

one link and the same reform produces chaos: clashing tests, resentful staff, surprised students

Solved Assignment Guide — AIOU Organizational Leadership (1646) — Assignment 1 — Page 26

Page 26 of 35 - USMAN NOTES (100% Quality Academic Reference) WhatsApp Orders: +92 324 5836626



USMAN NOTES | AIOU Code 1646 Solved Assignment 1 (Autumn 2026) Official Portal: www.usmannotes.com

and data nobody uses. The reform did not change; the communication did. This is why
experienced administrators treat the design of meetings, notices, reporting formats and

feedback routines as seriously as the design of the reform itself.

Barriers to Effective Communication

Barriers include unclear or overloaded messages, ~iri.~ult .anguage and jargon, poor choice of
channel, excessive hierarchy, fear that supnress=s upward honesty, prejudice and selective
listening, emotional states, physical noise <nd distance, and the modern barrier of information
overload through constant digital 11e,52ges that bury the important among the trivial. Each
barrier has a managerial remed 1 write and speak plainly, choose the channel to fit the
message, confirm unde.ste~uing threugh feedback and questions, keep important messages
few and clearly marked, invite upward communication and protect those who give it, listen
actively, and maintain records so that verbal instructions can be checked against written ones.
Above all, the leader's own consistency between word and action is the foundation on which all

other communication stands.

Conclusion

To conclude, educational organizations use downward, upward, horizontal and diagonal
communication; formal and informal channels; and verbal, written, non-verbal and digital
forms, each with distinct strengths and risks. Effective communication improves coordination

by building shared purpose, synchronising time and resources, feeding back information for

correction, winning the willing cooperation of teachers, guiding the expectations of students

and aligning parents with the school. In its absence, even capable people work at cross
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purposes. The educational leader is therefore, in a very literal sense, a chief communication
officer: the quality of what is said, heard, recorded and understood in the institution sets the

limit to how well its separate parts can ever work as one.

Question 5: Stages of Team Development 21d the Role of the School

Principal (20 Marks)

Q5. Explain the stages of team development. ~1alyze how a school principal can guide teachers
through these stages to create an effect, ‘e teaching team. (20 Marks)
Introduction

Almost every impor*ant t. sk in a schaol is too large for one person. Improving literacy across six

grades, running examinations honestly, preparing a science exhibition or raising the quality of

teaching in a whole department requires a team, a group of people with complementary skills

who are committed to a common purpose and hold themselves accountable to one another.
Yet simply placing teachers in a group and calling it a team does not create teamwork. Teams
grow, struggle, mature and sometimes fail in recognisable patterns, and a principal who
understands those patterns can guide teachers through them instead of being surprised or

defeated by them.

This answer explains the stages of team development, principally the model proposed by Bruce
Tuckman, forming, storming, norming, performing and the later-added adjourning stage,
describing what members feel and do at each stage and what can go wrong. It then analyses,

stage by stage and as a continuing responsibility, how a school principal can guide teachers
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through the process to create an effective teaching team, including the selection of members,
the setting of goals, the management of conflict, the building of norms and trust, and the

recognition and renewal of mature performance.

What Makes a Group a Team

A team differs from a mere working group in the ucnth of its interdependence. In a working
group, members share information but each remains responsible mainly for an individual result,
as when teachers of separate classes exchange notices at a staff meeting. In a real team,
members need one another's wurk o succeed: the grade team that jointly plans the
curriculum, teaches different ~u.v ponents, sssesses together and shares responsibility for the
progress of the same cchort of students succeeds or fails together. Teams therefore require a
common and meaningful goal, complementary skills, agreed ways of working, mutual trust and
collective accountability. Tihese qualities are not installed by announcement. They develop over

time, which is precisely what the stages model describes.

Stage One: Forming

Forming is the stage of orientation and polite uncertainty. Members have just been brought
together, for example a newly formed team of Grade 6 teachers or a committee for improving
board results. They are courteous, cautious and dependent on the leader for direction.
Questions dominate: What exactly is our task? What is expected of me? How much time will
this take? Who else is involved and how do they work? Contributions are tentative, real
disagreements stay hidden, and productivity is modest because energy is being spent on finding

a place in the group. The risks of this stage are false harmony and vagueness: if purpose,
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membership and ground rules are left unclear, confusion stored up now will explode later.

Forming ends when members accept the task and one another sufficiently to begin real work.

Stage Two: Storming

Storming is the stage of conflict and testing, and it is the s.35e a% which many school teams are
wrongly declared failures. As members begin to wr., differences emerge over goals, methods,
workload and leadership. One teacher wants frequent common tests, another defends
professional autonomy; a senior teacher - authority is challenged; subgroups and alliances
form; frustration with slow progres: i~ Jirected at the leader or at one another. Emotions run
higher, attendance and enthusiaz m may dig, and some members may withdraw or dominate.
Yet storming is not sin nly uestructive. It is the process by which hidden assumptions are
surfaced, real priorities are contested and honest roles are negotiated. A team that never
storms has usually suppressed its differences rather than resolved them, and the suppressed
conflict returns later in a worse form. The danger is only that conflict becomes personal and

permanent instead of remaining focused on the task.

Stage Three: Norming

Norming begins when the team starts to resolve its differences and to create its own agreed
ways of working. Roles become clear and accepted, ground rules for meetings, preparation,
decision-making and sharing of work are established, and members begin to trust one another's
competence and intentions. Communication becomes more open, feedback can be given
without immediate defensiveness, and a sense of identity and cohesion appears: members start

to say we when describing the team's work. The leader's direct control can relax as shared
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norms begin to regulate behaviour more effectively than supervision ever could. The risk at this
stage is comfortable conformity, in which preserving harmony becomes more important than
guestioning a weak idea, a tendency known as groupthink. Healthy norming therefore includes

a norm of respectful dissent, so that agreement remains hones.

Stage Four: Performing

Performing is the mature stage at which the tean.'s energy is finally directed almost entirely to
the task. Members are competent, autoncmous and interdependent; problems are identified
early and solved by the team itself; -0:c: can flex as the work demands, so that a member may
lead one activity and surnc- i another; and disagreement is handled constructively as
information rather tha, tk-zat. A nerforming teaching team plans together, observes and
improves one another's practice, analyses results honestly and adjusts its teaching as a unit,
producing outcomes that no collection of isolated individuals could match. Not every team
reaches this stage, and no team stays there automatically: changes in membership, leadership
or task can return a team to storming or norming, which the leader must recognise without

panic. Performance is a condition to be maintained, not a prize won once for all.

Stage Five: Adjourning

Adjourning, added by Tuckman with Mary Ann Jensen in 1977, is the stage of ending, relevant
to teams formed for a defined task such as an accreditation committee, an examination team
or a one-year improvement project. Members may feel pride and satisfaction at completion
together with sadness or anxiety at separation and uncertainty about what follows. If endings

are handled badly, lessons are lost, contributions go unrecognised and members carry cynicism
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into the next team. Handled well, adjourning consolidates learning: results are reviewed, good

practice is documented and transferred into the wider school, members are thanked and

celebrated, and relationships formed in the team become a lasting network of collaboration

across the institution.

Forming

Table 1: Tuckman’s stages of team develc ., ~ent u,> slied to a school

Polite, ca ttious, 1ependent;
seekirT claity

Principal’s main task

Clarify purpose, select
members, set ground rules

Storming

Connii~t o.er goals, methods,
-ole - and worklcad

Normalise conflict, mediate,
keep focus on task

Norming

1 -ust grows: roles and norms
agreed

Build norms, encourage
feedback and shared leadership

Performing

Autcriomous, flexible,
productive teamwork

Delegate, resource, challenge
and recognise

Adjourning

‘Pride and sadness; reflection on
ending

Review, document learning,
celebrate and thank

Team effectiveness

Tuckman Stages of Team Development

Forming

Storming

Norming

Performing

Adjourning

Figure 1: Team effectiveness typically dips during storming before rising through norming to performing.
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How the Principal Guides Teachers Through the Stages

In forming, the principal's guidance must be directive and clarity-giving. The principal selects
members deliberately for complementary skill, experience and attitude rather than by
availability alone, keeps the team small enough to work, st~.ces the purpose in terms of student
benefit, defines the expected product and deadline, prevides time inside the timetable rather
than relying on goodwill after school, and help. the team agree its ground rules and first
achievable tasks. An early small success, de'iberately engineered, gives a new team the
confidence on which later ambition~ car, be built. The principal also explains, in advance, that
disagreement will come and wil' ve treated as a normal part of development, which greatly

reduces the shock of the ~~4t . tage.

In storming, the principui must neither crush conflict nor abandon the team to it. The task is to

keep disagreement attached o issues, evidence and student interests rather than personalities:

restating the common goal, insisting that criticism address proposals and data, giving quieter
members protected space to speak, mediating workload disputes fairly, and revisiting decisions
about roles and methods that the evidence shows to be unworkable. The principal should
expect a temporary dip in enthusiasm, remain visibly calm and confident, and resist two
opposite errors, dissolving the team at the first quarrel, which teaches staff that resistance
always wins, and imposing silence, which drives conflict underground. Where conflict reveals a
genuine problem of skill or commitment, coaching, training or a change of membership may be

necessary, handled fairly and privately.
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In norming and performing, the principal's style should shift from directing to enabling. Shared
leadership is encouraged by rotating responsibilities, letting the team set its own meeting
routines and internal deadlines, and requiring the team, rather than the principal, to present its
progress and problems. The principal supplies what only the ~.iniipal can supply: timetable
space, resources, protection from competing initiatives access (o data, training in collaborative
skills such as giving feedback and analysing asse ssmet, and a public account of the team's
work that gives it standing in the school. Re~og....ion becomes a deliberate tool, celebrating
team achievement rather than only u.oi'dual stars, because reward systems teach staff
whether collaboration is truly ve.tied’. At the sarie time the principal guards quality by keeping
an external challenge alive, threugh targets, peer review and comparison with results, so that a

cohesive team remszins ar. improving team and does not settle into comfortable routine.

Across all stages, the principa! builds the conditions that make team development possible in a

school at all: trust through fairness and follow-through, psychological safety so that teachers
can admit difficulty and ask for help, adequate and protected collaborative time, and stability of
membership long enough for a team to mature. The principal also monitors the team's stage
honestly. A newly combined department cannot be judged by performing standards in its first
month, and a mature team should not be micro-managed as if it were still forming. Matching
leadership behaviour to developmental stage, directive at the start, supportive through conflict,

delegating at maturity and appreciative at the end, is the practical heart of team leadership.
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Conclusion

To conclude, teams develop through forming, with its polite uncertainty; storming, with its
necessary and dangerous conflict; norming, in which trust, roles and shared ways of working
are established; performing, in which the mature team directs its energy to results; and
adjourning, in which work is completed, learned from ar.1 ceicbrated. A school principal guides
teachers through these stages by clarifying purnc-e ard membership at the start, normalising
and mediating conflict without suppressing it, v uilding healthy norms and shared leadership as
trust grows, delegating, resourcing =nd i =cognising at maturity, and closing the work well at its
end. Teams are not declared into oxistence; they are developed, stage by stage, by leadership
that understands the jou.»~y < nd accomnanies teachers through all of it, especially through the

storm.
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