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Rutgers, The State University of New Jersey 
Concentration in Educational Leadership, Ed.D.  

15:230:623 Organizational Leadership: Problems of Practice  
Spring 2012, 3 credits 

GSE, Conference Room 0011 
Monday, 4:50-7:30pm  

 
 
Dr. Melinda Mangin 
10 Seminary Place, Rm 21 
cell: (201) 912-7005 
melinda.mangin@gse.rutgers.edu  
Office hours: by appointment 
 
 
Introduction 
The contemporary history of educational reform can be told as a story of organizations and 
organizational change. Educational organizations of all stripes are being called on to develop 
new structures, capabilities, and relationships, all motivated by new incentives and pressures to 
improve student achievement. Yet the problems to be addressed are steep and stubborn, some 
centuries old and highly resistant to reform. 

From the preceding follows a central challenge to school leaders. Educational leaders are to 
function as agents of organizational change: understanding the fundamental make-up of school 
as organizations; diagnosing problems; motivating commitment to improvement; devising and 
implementing plans for improvement; and monitoring and adapting those plans in response to 
policy-defined constraints and expectations. In some schools, such work involves making 
marginal changes in curriculum, supplemental services, and teachers' professional development 
programs. In other schools (particularly schools attended by large numbers of at risk students), 
such work can involve motivating and managing comprehensive, school-wide improvement:  
simultaneous, coordinated change in curriculum and instruction, supplemental services, 
professional development, assessment and information systems, and more.  

Acting as agents of organizational change requires that educational leaders develop a repertoire 
of concepts and knowledge about organizations (in general) and educational organizations (in 
particular). This repertoire functions as a foundation for diagnosing the problems of educational 
organizations. It also functions as a foundation for devising and enacting solutions.   
 
Purpose and Objectives 
The purpose of this course is to develop concepts and knowledge both to critically analyze 
schools as organizations and to frame plans for improvement. As a member of this course you 
will be asked to acquire new knowledge, challenge your assumptions, and step outside your 
comfort zone. Specific learning objectives include:   

 Developing three conceptual perspectives on organizations: 1) as rational/technical 
systems, 2) as natural/social systems, and 3) as open systems; 
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 Developing knowledge of classic problems of educational organizations, framed by 
our three conceptual perspectives; 

 Developing knowledge of the contemporary agenda for reforming educational 
organizations, framed by our three conceptual perspectives. 

 Developing critical thinking skills as demonstrated through class discussion, on-line 
discussion and written work. 

Thoughtful attention to these learning objectives should be evident in all course assignments, 
including class participation and in interaction with others. 
 
Target Audience: 
The demands and challenges of improving educational organizations have driven the distribution 
of leadership responsibilities across a broad array of roles within and beyond schools, including: 
lead teachers; content area specialists; facilitators and coaches; department chairs; principals and 
assistant principals; community/parent liaisons; central office administrators and staff; and 
school board members. This course targets people aspiring to one (or more) of this broad array of 
leadership roles. The assumption underlying the course is that performance in any of these roles 
can be improved with conceptual understanding, historical perspective, and current knowledge 
about organizations (in general) and educational organizations (in particular). 
 
Required Materials 
I will make all the required readings available via our website (as PDF files). If you like, you 
may purchase the main texts through Amazon or another online book vendor.  

Scott, R.W. and Davis, G.F.  (2007).  Organizations and Organizing: Rational, Natural 
and Open Systems Perspectives.  Upper Saddle River, NJ:  Pearson/Prentice Hall.   

Morgan, G. (2006).  Images of Organization.  Thousand Oaks, CA:  Sage Publications.  
 

Preparedness and participation: 
It goes without saying (almost) that completing the reading assignments is a vital part of making 
this a successful course, both for yourself and for your classmates. Yet, reading is not enough. 
Participants are expected to come to class prepared to engage in discussions about the assigned 
readings, to teach and to learn from each other in the spirit of intellectual inquiry and personal 
growth, and to assist in crafting a dynamic and shared learning experience. As such, preparation 
for class will extend beyond mere reading or mechanical completion of assignments to include 
the kind of critical thought and reflection necessary for engaged participation.  

As you read for class, take time to reflect on the concepts presented by the authors and make 
connections with your own experiences in schools. Reflect on similar and contrasting examples 
or theories that you have encountered in your professional and academic life. Take notes, write 
down questions, and “talk back” to the text. This kind of engaged reading facilitates learning. It 
will also be useful when you participate in discussion forums, work in small groups, and 
complete formal written assignments.  

Another important aspect of course participation is full engagement in the online classroom 
forum. We will use our eCollege website ( https://ecollege.rutgers.edu/index2.jsp ) as an 
important means of communication and you are expected to log in regularly and frequently. You 
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may also be asked to use other online technologies (such as Skype and Google docs) to aide in 
the process of communication and collaboration. You do not need prior experience with any of 
these communication modes. It is expected that you will be open to learning new technologies, 
slow to give up, and determined to make technology your friend.  

Please be mindful of how you use technology during class time. While it is appropriate to bring 
your laptop to class sessions and use it during class time, it should not distract you from the 
course. Surfing the web, social networking, responding to email, etc… are not appropriate uses 
of your computer during class time. As a general rule, avoid having your eyes permanently fixed 
to your computer screen as it gives the impression that you are not invested in the conversation 
and is disrespectful of your classmates’ contributions. Relatedly, please set your phone to vibrate 
and refrain from texting during class.      

While there is no formal grade for participation, the quality of the ideas you express in your 
written assignments will be enhanced by regular and active participation.  
 
Time commitment: 
Please keep in mind that this is a graduate level class. Be prepared for a reading and writing 
intensive experience. A general rule of thumb is to budget 2-3 hours of study time for each credit 
hour in addition to the time spent in class. This means committing a minimum of 9-12 hours per 
week to this course. The exact amount of time you will need depends on your familiarity with the 
subject, the speed at which you read, your writing and study skills, and the knowledge/grades 
you aim to attain. The intensive nature of graduate school and students’ multiple commitments 
make effective time management imperative. I suggest blocking out time in your calendar for 
each of your classes. Scheduling class time and study time will help ensure that you are able to 
meet the time commitments necessary to be successful. 
 
Attendance: 
Regular attendance is crucial to your own development and to the progress made by the rest of 
the class. Thus, you should make every effort to attend all class sessions. The expectation is that 
you will miss no more than 5 class hours (the equivalent of two class sessions), whether excused 
or unexcused. After missing 5 class hours, subsequent absences will result in the loss of 1% from 
the student’s overall grade for each class hour missed. Students who are absent from class 
sessions are still expected to participate in any online discussions and electronically submit any 
assignments due. There is no way to “make-up” class discussions, which cannot be recreated. 
Attending part of class, if possible, is usually preferable to missing the entire class. 

Students are expected to arrive to class on time. Arriving to class more than 5 minutes after the 
start of the class session is considered being late. Lateness is disruptive and it impedes your 
learning. Classes typically begin with announcements and time for students to raise questions 
and concerns. When students miss this portion of class they miss important information. Three 
late arrivals are considered equivalent to missing one hour of class. Penalties for chronic lateness 
will be incurred.  
 
Course Work  
Over the course of the semester you will have three graded writing assignments. Each is 
described here briefly. Additional information will be provided as the work is assigned.  
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Conceptual Synthesis Essay (33.333%)  
Students will complete a 4-5 page formal essay in which they describe and synthesize the three 
conceptual frameworks developed in Part I of this course. The conceptual synthesis provides 
students with an opportunity to demonstrate their understanding of core organizational concepts. 
Students will be expected to conform to the formatting guidelines described above and the 
content specifications articulated in the assignment (to be provided). Due date: February 25.  
   
Case Study I and II (33.333% each) 
Students will complete two case studies in which they use conceptual perspectives developed in 
this course to critically analyze a hypothetical school. Students will produce two 4-5 page formal 
essays: one diagnosing problems and the other proposing plans for improvement. Students will 
be expected to conform to the formatting guidelines described above and the content 
specifications articulated in the assignment (to be provided). Due dates: March 31 and May 5. 
 
Formatting Written Work:  
Your written work should conform to the formal standards articulated by the American 
Psychological Association. Most importantly:  

○ Times New Roman, 12 point font  
○ One inch margins on all sides  
○ Page numbers 
○ Cover page that includes title, course, student, professor, date 
○ Left alignment with default spacing between words and letters 
○ Double spaced lines with only one hard return between indented paragraphs 

Failure to follow standardized formatting procedures conveys a lack of seriousness on the part of 
the student and should be avoided. Incorrect formatting may result in a loss of points. All 
assignments will be submitted electronically. Use the following title format for all submissions: 
Last Name_623_Assignment Title_docx. If you have questions, please ask. 
 
Evaluation  
Late work is not accepted without prior arrangement and permission from me. Please 
contact me prior to the due date about potential difficulties.   

Graded Assignments:   Scale: 
Conceptual Synthesis 33%   95-100% 4.0 
Case Study I  33%   89-94% 3.5 
Case Study II  33%   83-88% 3.0 
      77-82% 2.5 
      71-76% 2.0 
      65-70% 1.5 

59-64% 1.0 
 

The grading scale for Rutgers is 2.5, 3.0, 3.5, 4.0. I may use smaller increments (e.g. 3.75 or 
3.25) for individual assignments but these are the final grade categories. A 4.0 indicates excellent 
work, nearly free of critique. A 3.5 would be assigned to good work that is marked by some 
inadequacies. A 3.0 would be given for completed work that is not generally reflective of 
doctoral level work. A grade below 3.0 is a sign of serious problems. 
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Office Hours, Correspondence, 
Office hours are by appointment. The best way to contact me is through email. 
 
 
University Policies 
 
Academic Integrity 
 At the graduate level, any infraction of the academic integrity policy can result in 
expulsion. I strongly urge you to review Rutgers University policy on academic integrity (go to: 
http://academicintegrity.rutgers.edu/) as well as the supporting information, which includes 
resources for students to help identify and avoid academic dishonesty 
 
Disability Accommodation Policy  
 Any student who believes that s/he may need an accommodation in this class due to a 
disability should contact The Office of Disability Services for Students 
(http://disabilityservices.rutgers.edu/). Any student who has already received a letter of 
accommodation should contact me privately to discuss implementation of his/her 
accommodations. Failure to discuss implementation of accommodations with the instructor 
promptly may result in denial of your accommodations. 
 
Policy Prohibiting Discrimination & Harassment 
 Rutgers University policy prohibits discrimination and harassment based upon: race, 
religion, color, national origin, ancestry, age, sex, sexual orientation, gender identity and 
expression, disability, genetic information, atypical hereditary cellular or blood trait, marital 
status, civil union status, domestic partnership status, military service, veteran status, and any 
other category protected by law. The Rutgers University Policy Prohibiting Discrimination and 
Harassment can be viewed at http://policies.rutgers.edu/PDF/Section60/60.1.12-current.pdf 
 
For additional Rutgers University policies see: http://www.rutgers.edu/ 
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Course Outline 

Part I: Conceptual Perspectives on Organizations 

Week 01:  Introduction to Organizations 

Week 02:  Organizations as Rational/Technical Systems 

Week 03:  Organizations as Natural/Social Systems 

Week 04:  Organizations as Open Systems 

Week 05:  Conceptual Synthesis 

Part II:  Enduring Problems of Educational Organizations 

Week 06:  Problems of Schools as Rational/Technical Systems 

Week 07:  Problems of Schools as Natural/Social Systems 

Week 08:  Problems of Schools as Open Systems 

Week 09:  Case Study: Problems in Dewey Elementary School 

Part III:  Reforming Educational Organizations 

Week 10:  Reforming Schools as Rational/Technical Systems 

Week 11:  Reforming Schools as Natural/Social Systems 

Week 12:  Reading Week 

Week 13:  Reforming Schools as Open Systems 

Week 14:  Case Study: Solutions in Dewey Elementary  

Week 15:  Final Exam Week 

 
Note: Although the course syllabus and calendar have been carefully constructed, it is not always 
possible to foresee the path that our learning will take or circumstances that may shape the 
experience. Therefore, you should interpret the syllabus and calendar as guides, rather than fixed 
and unchanging documents. Assignments or course sessions may be added, deleted, or altered. 
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CALENDAR: Organizational Leadership, Spring 2012  (1.23.2012) 
Session Date Readings Notes 
Part I Conceptual Perspectives on Organizations 
Part I focuses on the first learning goal: developing conceptual perspectives on organizations. 

1 1/23/12 Introduction to Organizations 

    

Morgan:  Chapter 1 -- "Introduction". 
Scott and Davis: Chp 1 "The Subject is Organizations; The Verb is 

Organizing".  (Skim pp. 1-18. Read pp. 19-33, with special 
attention to the text that "unpacks" the diagram on p. 20.) 

Powell, A.G., Farrar, E., and Cohen, D.K.  (1985). The Shopping Mall 
High School:  Winners and Losers in the Educational 
Marketplace.  Boston, MA:  Houghton Mifflin Co.  (“Introduction” 
& Chapter 5: “Origins”) [Suggested, not required] 

 

Prior to the first night of class 
students should read the articles 
listed and:   
 
1.   Complete professional profile and 

send to Melinda via email: 
melinda.mangin@gse.rutgers.edu 

2.   Read syllabus carefully 

 

2 1/30/12 Organizations as Rational/Technical Systems 

  

Scott and Davis:  Chapter 2 -- "Organizations as Rational Systems".  
(Focus on the introduction, the section on defining 
characteristics, and the summary/conclusion.  Skim the section 
on selected schools.) 

Morgan:  Chapter 2 -- "Mechanization Takes Command:  Organizations 
as Machines". 

Morgan:  Chapter 4 -- "Learning and Self-Organization:  Organizations 
as Brains" (pp. 71-80). 

 

Success for All video 

3 2/06/12 Organizations as Natural/Social Systems 

  

Scott and Davis:  Chp 3: "Organizations as Natural Systems".  (Focus 
on the intro, the section on basic vs. distinctive characteristics, & 
the summary/conclusion. Skim the section on selected schools.) 

Morgan:  Chapter 5 -- "Creating Social Reality:  Organizations as 
Cultures" (pp. 115-134. 

Morgan:  Chapter 6 -- "Interests, Conflict, and Power:  Organizations as 
Political Systems" (pp. 149-155). 

Comer video 
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4 2/13/12 Organizations as Open Systems 

  

Scott and Davis: Chapter 4 -- "Organizations as Open Systems".  (Focus 
on the intro, the sections on system levels & emphases, & the 
summary/conclusion. Skim section on selected schools.) 

Morgan: Chapter 3 "Nature Intervenes: Organizations as Organisms". 

 

5 2/20/12 Conceptual Synthesis 

  

The Liberty Elementary Story: Confronting the Challenge of Falling 
Student Achievement, Low Teacher Morale, and Community 
Disengagement (Williams & Matthews, 2007)   
 

Essay Due: 
Sat Feb 25, midnight. 

Part II Enduring Problems of Educational Organizations 
Part II focuses on the second learning goal: developing knowledge of enduring problems of educational organizations. 

6 2/27/12 Problems of Schools as Rational/Technical Systems 

    

Allington, R.L. & Johnston, P. (1989). Coordination, collaboration, & 
consistency: The redesign of compensatory and special 
education interventions. In R.E. Slavin, N.L. Karweit, & N.A. 
Madden (eds.), Effective Programs for Students at Risk, (pp. 
320-354; detailed reading of pp. 320-325). 

Powell, A.G., Farrar, E., & Cohen, D.K. (1985). The Shopping Mall High 
School:  Winners and Losers in the Educational Marketplace. 
Boston, MA: Houghton Mifflin Co.  (Chapter 1: "The Shopping 
Mall High School".) 

Case Study: Dewey Elementary School 

 

7  3/05/12 Problems of Schools as Natural/Social Systems 
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Shedd, J.B. and Bacharach, S.B. (1991). Tangled hierarchies:  Teachers 
as professionals & the management of schools.  San Francisco, 
CA: Jossey-Bass. (Chp 1: "Professionals in Bureaucracies".  Chp 
3: "Autonomy and Control".) 

Little, J.W.  (1990). The persistence of privacy:  Autonomy and initiative 
in teachers' professional relations.  Teachers College Record, 91, 
509-536.  

Case Study: Dewey Elementary School 

 

 3/12/12 Spring Break  

8 3/19/12 Problems of Schools as Open Systems 

    

Tyack, D. & Tobin, W.  (1994). The "grammar" of schooling:  Why has it 
been so hard to change?  American Educational Research 
Journal, 31, 453-479. 

Cohen, D.K. & Spillane, J.P.  (1991). Policy & practice: The relations 
between governance & instruction. In S.H. Fuhrman Designing 
Coherent Education Policy:  Improving the System (pp. 35-95). 
San Francisco: Jossey-Bass. 

Case Study: Dewey Elementary School 

 

9 3/26/12 Case Study: Problems in Dewey Elementary School 
    Students will work on a case study of the systemic problems in Dewey 

Elementary School.  
Case Study I Due:  
Sat. Mar 31, midnight.  

Part III Reforming Educational Organizations 
Focuses on the third learning goal: developing knowledge of the contemporary agenda for reforming ed organizations. 

10 4/02/12 Reforming Schools as Rational/Technical Systems 

    

Peurach, D.J.  (2007). Success for All manuscript. Chp 1: Designing. 
Newmann, F.M., Smith, B., Allensworth, E., & Bryk, A.S.  (2001). 

Instructional Program Coherence: What It Is & Why It Should 
Guide School Improvement Policy.  Educational Evaluation and 
Policy Analysis, Vol. 23 (4), 297-321. 

Case Study: Dewey Elementary School 

 
 

11 4/09/12 Reforming Schools as Natural/Social Systems 
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Hopfenberg, W.S., Levin, H.M., and associates.  (1993).  The 
Accelerated Schools Resource Guide   San Francisco, CA:  
Jossey-Bass Publishers.  Chapter 1:  Children in At Risk 
Situations.  Chapter 2:  What are Accelerated Schools?  Chapter 
3:  Getting Started. 

Kruse, S.D., Louis, K.S., & Bryk, A.S.  (1995). An emerging framework 
for analyzing school-based professional community. In K.S. 
Louis, S.D. Kruse, & Associates, Professionalism & community: 
Perspectives on reforming urban schools (pp. 23-44). Thousand 
Oaks, CA: Corwin. 

Case Study: Dewey Elementary School 

 

12 4/16/12 Reading Week: No Class  

  

Melinda at American Educational Research Association conference. 
Reading: TBD 
 

 

13 4/23/12 Reforming Schools as Open Systems 

  

Smith, M.S. & O'Day, J.  (1991). Systemic school reform.  In S.H. 
Fuhrman & B. Malen, (Eds.). The politics of curriculum and 
testing:  The 1990 Yearbook of the Politics of Education 
Association (pp. 233-267). New York: Falmer Press.  

Puma, M., Raphael, J., Olsen, K., and Hannaway, J.  (2000). Putting 
standards to the test:  A designing for evaluating the systemic 
reform of education. Washington, D.C.:  Urban Institute. (Chp 1 
"Systemic Reform: The Theory") 

 

14 4/30/12 Case Study: Solutions in Dewey Elementary School  

  

Students will work on a case study that proposes a systemic 
improvement plan for Dewey Elementary School. 

 
Case Study II Due:  
Sat May 05, midnight. 

15 5/07/12 “Final Exam Week” (or make-up week in case of class cancellation) 
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