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Course Description and Objectives
Welcome to Managing Individuals and Organizations.  In this course, we will introduce you to concepts, models and frameworks to help you become better managers of the organizations you work for, the teams you work in, the people you work with and your own personal development.  After all, while management is the art of managing people as individuals within a system of teams, groups, organizations and the broader social environment, the manager is also a part of similar systems.  You are the product of your own personal development and the contexts in which you operate.  To help assess the dynamics of the management context, this course has five tracks.  We will analyze (1) how to develop ourselves as individuals, (2) how to work well within teams, (3) how to develop more effective organizations, (4) how to assess the external environment in which those organizations operate, and (5) how to initiate change in each one of those arenas. Tying all of these elements together, we will devote particular attention to the traits, skills and behaviors that are indicative of good leadership and how organizations and managers can be transformed for better alignment with the business demands of the future.   

Course content is based upon behavioral science concepts and research findings directed toward the understanding of human behavior in various social contexts.  The nature of such human behavior is a function of the individual, the group within which one interacts, the structure of the larger organization within which one operates and the broader technical and social environment in which that organization resides. Our objective is to provide analytical skills and strategies, substantive knowledge, and a professional sensibility that will increase your ability to take effective action in firms, agencies and other organizations.  The goal is to enrich your "managerial mind," that is, the frameworks with which you think about how organizations work and the everyday challenges of managing within them.  

The course reflects a dual focus on practice and theory: requirements combine substantial reading, analysis and assignments with opportunities to apply basic concepts and analytic approaches to a series of actual business situations.  We will focus on problem definition and problem solving around the major challenge that managers face — how to organize individuals in order to fulfill the objectives and strategies of the firm.  Specifically, the course will help the manager better understand:

1.
The nature of individual behavior within organizations as it affects the manager's ability to work with others.

2.
The nature of interpersonal, group processes and team dynamics as they affect decision making and decision implementation.

3.
How to better design organization units so that they are more productive.

4. How to deal with individual and organizational change.

5. The relationships between organizations and their external environments.
Finally, this course provides an overview of organizational behavior issues. As such, it acts as a "gateway" to other organizational behavior electives within the SMG curriculum.  If you wish to delve more deeply into any of these concepts, you are encouraged to seek out the rest of the department's offerings.

General Design 

This course relies heavily on in-class discussion and team activity.  Classes are structured to encourage involvement.  We will use a variety of resources to stimulate discussion, including cases, experiential exercises, role-plays and videos.  We will apply relevant concepts to help you understand the cases and other examples, and to generalize beyond the classroom.  You will be asked to reflect on the challenges you may encounter in your work settings as well as those that are prominent within the business news.

In this course, we will look at five different areas of analysis: the individual manager, the team, the organization, the industry environment and managing change within each of them.  We will approach the material in five modules:

· In MODULE 1 we focus on the nature and dynamics of the organization. We examine organizational structure, performance systems and metrics, reward systems, personal selection and socialization, job design, performance review, and organizational culture.  

· In MODULE 2 we explore the elements of individual leadership and personal development. We look more deeply at power, decision-making, emotional intelligence, career development, developmental needs, feedback, and mentoring and coaching.  

· In MODULE 3 we examine the processes by which individual leaders can manage change within organizational contexts. We assess the dynamics and stages of organizational change and the skills and tactics employed by change agents as they deal with conflict, inertia, political power, interpersonal dynamics and personal ethics.  

· In MODULE 4 we seek to understand the relationships between the internal and external environments of the firm.  We will look more deeply at ways to conceptualize the external environment, highlighting dimensions by which this environment changes, including technology, globalization, demographics, and environmental protection.  We will develop methodologies for helping managers create alignment between this external environment and the internal competencies of the firm.  And we will explore different strategies by which firms can seek to alter this external environment to create this alignment through lobbying, alliances, joint ventures, acquisitions, and marketing.  

· And continuous throughout the course is MODULE 5 in which we assess the dynamics by which teams form, develop, change, achieve success and transform or disband.  
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Course Approach
This course is different from others you may have experienced in the past as we rely heavily on student participation rather than traditional lecture techniques.  We appreciate that many of you, especially our international students, may find this approach a departure from their customary experience in the classroom.  The class sessions are structured to encourage your involvement.  

A basic assumption of this course is that theory and practice can be mutually enhancing.  Consequently, you will be encouraged to relate your past experience to the activities in this course. Our goal is to use theory to enhance your understanding of the types of events and situations that managers face.  You should utilize this opportunity to test the concepts and theories we will be covering and to develop your own "conceptual map" of the organizational world.  You are encouraged to reflect on these experiences and to use them as input data for your work in this course (classes, journals, team exercises, papers, exam, etc.).

It is also important for you to be aware of current issues so that you are able to reflect on their validity and to assess their application to management.  It is vital for a manager to be able to separate fact from fiction, true insight from passing fad. If you have not already done so, you should establish a practice of reading publications such as The Wall Street Journal, The New York Times, The Economist, The Financial Times, Business Week, Forbes, and Fortune on a regular basis. Harvard Business Review, California Management Review, Sloan Management Review and Organizational Dynamics are also good sources of thought-provoking ideas. You are encouraged to bring articles about current issues into the class for discussion.

Course Ground Rules
Attendance:  It is vital that you attend every class.  Since so much of the learning for you and your colleagues takes place in class, your course grade will directly reflect absences beyond one session missed.  If you must miss a class, advise your instructor in advance.  In addition, because this course moves quickly and the issues are inter-related, falling behind is not a viable approach.  Be on time.  Classes will begin and end on time.

Class Preparation and Contributions: Preparation and participation in class discussion are vital to your and everyone's learning.  When you speak in class, your emphasis should be on quality as opposed to quantity.  The following are some of the behaviors we looking for as good contributions to class discussions:

· Raising relevant, insightful questions.

· Letting the instructor know when you do not understand something.

· Making comments that build on the ideas of others, moving the discussion and analysis forward. 

· Helping other students contribute their ideas.

· Offering your own ideas to help analyze the case and to develop a sound course of action.

· Sharing your own personal experiences and work experiences in a way that adds to our understanding of the topic being discussed.

· Moving beyond the “I feel” syndrome. That is, includes evidence or analysis of inherent tradeoffs. In other words, the comments demonstrate some reflective thinking.

· Talking with appropriate frequency (i.e., neither dominating the conversation nor being too quiet).

Based on feedback from previous years, we will assist class members in their contributions by occasionally calling on people who have not raised their hands.  (This is known as a "cold call".)  Sometimes we might do this after telling you in advance that we will be calling on you that day (a so-called "warm call").  The purpose of calling on people is not to create anxiety but to create more equal opportunities for everyone to participate.

Written Assignments: Written work is due on the assigned date.  If you have a problem, let us know in advance.  Otherwise, late papers will be penalized by a reduction of one full grade for each day of lateness.  You will note that some of the assignments are to be completed as a team assignment; others you will complete individually.

The Process of Team Learning: The process of team learning consists of two components: the use of student groups for coursework and the opportunity for students to reflect on the process of working in groups.  Together, the two components enable students to learn skills related to working in and managing groups.  These skills include: running meetings, dealing with conflict, delegating authority, working with diversity, leadership and followership, giving and receiving feedback, and diagnosing and changing dysfunctional patterns of relating.  These are the essential skills of collaboration, which are increasingly required for effective managerial behavior. This course is designed partly with the intention of providing students with opportunities to learn such skills.  The design contains the following structural components:

· Team assignments: Students will be given assignments that challenge them to collaborate in teams, and on which they will perform substantially less well if they do not do so effectively.  Students will remain in their teams throughout the semester.  It is through repeated experiences with the same team members that relationships form in which it is possible to give and receive meaningful feedback, conflicts surface and are dealt with, members take up various leadership and followership roles, and unhelpful patterns of relating are diagnosed and changed.

· Structured reflection: Students will be given structured opportunities to reflect on what they are learning in working together.  Structured opportunities include feedback exercises, member role analyses, contract setting (specifying team norms and rules), and other types of process-focused exercises.  These will occur both inside and outside of class sessions.  To aid you in the reflection process, you are encouraged to keep a journal of your thoughts as we progress through the semester.  This journal will help you sort out issues that the course raises for you as well as serving as the ‘data’ for several assignments.  Although you will not actually hand in your journals, in the final paper we will expect you to quote directly from your journals.  

Course Requirements
Grades will be based on the following components:  

Requirement #1: Individual Case Analysis Paper
15%

Requirement #2: Team Project 1 
15%

Requirement #3: Team Project 2
25%

Requirement #4: Final Examination 
25%

Requirement #5: Contributions to Class Learning and Discussion 
20%

Requirement #1 ‑ Individual Case Analysis Paper.  You will be required to write a 1 page case analysis of the Southwest Airlines case, to be handed in during Session #3.  Answer the questions for the case (page 8) and back up your answers with data from the case.

Requirement #2 – Team Project 1.  This assignment deals with the eBay case. It will be explained in session 2 and is due in session 6.  

Requirement #3 – Team Project 2.  This assignment requires outside research and deals with the external environment.  It will be explained in session 8 and is due in session 12.
Requirement #4 - Final Examination.  There will be a final examination at the end of the course.  Hint:  One question will ask you to reflect on your own self-assessment and learnings from the readings in the class.  For this reason, it is strongly recommended that you a) keep up with the daily reading assignments, and b) maintain your journal throughout the course.

Requirement #5 ‑ Contributions to Class Learning and Discussion.  Class participation is a very important part of the learning process (as well as an important part of your grade).  It is critical not only for your personal learning, but also for the learning of your fellow classmates.  Much of the value of the class comes from prepared, thoughtful, and informed dialogue between you and your classmates. (See the section above on "Class Preparation and Contributions" for examples of some of the behaviors that show good contributions in class.) In preparing for a class, you are expected to read all the materials and in your reading you should continually ask yourself the following two questions:

1.
Do I understand the theory and/or principles of this material?

2. So what?  What are its implications?  How should I apply this as a manager?

Grading

Team papers, presentations and individual written work will be evaluated in terms of:


Analysis:  Quality of the analysis/diagnosis



•
analysis is insightful and thorough;



•
analysis is systematic;



•
analysis builds on relevant course concepts/frameworks.


Recommendations:  Quality of action planning & implementation



•
specific action alternatives are generated;



•
recommendations derive from/are linked to the analysis;



•
recommendations are appropriate and innovate



•
recommendations are justified in terms of course concepts/frameworks


Application of Course Learning:  Appropriate/effective use of course concepts




•
course concepts/frameworks explicitly referenced and appropriately used



•
course concepts/frameworks leveraged to gain greater insight in analysis



•
recommendations apply course concepts/frameworks to the specific situation


Style:  Quality of argument




•
ideas are clearly expressed and well supported;



•
ideas flow logically — papers/presentations are well organized;



•
generalities and jargon are avoided;



•
examples are used appropriately;


•
written work is thoroughly edited and proofread.
Required Course Materials
A packet of cases and readings will be provided. 

The Team Learning Assistant (included with course packet)
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Class Schedule and Assignments

SESSION #1
Introduction
CASE:
Erik Peterson (A) (1995, HBS # 9-494-005).

QUESTIONS:
What are the problems facing Eric Peterson? What are the underlying causes of these problems?  How effectively has Peterson been taking charge of the Hanover startup, both in terms of managing the new operation and of providing leadership? Which problems did Peterson inherit and which is he exacerbating?  Is he the right man for the job? What actions, if any, should Peterson take to turn the situation around and prepare for his meeting with Chip Knight?

EXERCISE:
Learning Tactics Inventory Experiential Learning (Jossey-Bass/Pfeiffer, 
0-7879-4842-xW01).

READINGS:
Argyris, C. (1991) "Teaching smart people how to learn," Harvard Business Review, May-June, pages 5-15 (HBS # 4304).


Katzenbach, J. & D. Smith (1993) "The discipline of teams," Harvard Business Review, March-April, pages 111-120 (HBS # 4428).


TEAM LEARNING ASSISTANT:  Read Step 1, "First Steps".  Prepare Assignments 1 & 2 before class.  Plan to meet with your team after class to discuss your responses and get to know each other.

MODULE 1:

MANAGING ORGANIZATIONS

SESSION #2
Aspects of Organizations

CASE:
Warner, M. (1996) "3M fights back," Fortune, February 5: 94-99.


Spear, S. & H. K. Bowen. (1999) “Decoding the DNA of the Toyota Production System” Harvard Business Review, September-October: 97-106.

QUESTIONS:
How would you describe the organizations of Toyota and 3M?  How many dimensions can you use to describe them? What do you think of the steps each are taking to improve performance?  Are they improving or damaging what makes them successful?

READINGS:
Mills, D. & G. Friesen (1989).  Note on How Organizations Can be Structured (Harvard Business School # 9-490-040).


Johnson, L. (1997) "A note on the 7-S model,"(Boston University, # 97-03).


TEAM LEARNING ASSISTANT:  Read Step 2, "Team Contracts".  Prepare Assignments 1 & 2 for class.  Assignment 3 will be completed in class.
SESSION #3
High Performance Organizations

CASE:
Southwest Airlines: Using Human Resources for Competitive Advantage (A) (1995, Stanford University, HBS # HR-1A).

QUESTIONS:
Would you characterize SWA as a high-performance organization?  On what measures was your assessment based?  What are the key performance drivers for SWA?  What are the things you recommend the company do to keep it as a high-performing organization?

EXERCISE:
Subarctic Survival Situation (Human Synergistics).
READINGS:
Kerr, S. (1995) "On the folly of rewarding A while hoping for B," Academy of Management Executive, 9(1): pages 7-16.


Ghoshal, S. & H. Bruch. (2003) “Going beyond motivation to the power of volition” Sloan Management Review, Spring: 51-57.


TEAM LEARNING ASSISTANT:  Read Step 3, "Team and Meeting Management".  Do Team Checkpoint Worksheet Assignment with your team outside of class.

Individual Case Write-Up due today

SESSION #4
Organizational Culture

EXERCISE:
Video: Mary Kay Cosmetics.
READINGS:
Schein, E. (1997) “Uncovering the levels of culture” and “The action company” in Organizational Culture and Leadership, 2nd ed. San Francisco: Jossey-Bass.


TEAM LEARNING ASSISTANT:  Read Step 4, "Peer Feedback".  Conduct a team peer feedback session before this class based on your team experience so far (including the Subarctic exercise from Session 3).
MODULE 2:

LEADERSHIP

SESSION #5
Leadership Tasks & Roles

CASE:
Stayer, R. (1990) “How I learned to let my workers lead” Harvard Business Review, Nov.-Dec., pages 2-11. (HBS # 90610).

QUESTIONS:
What did Ralph Stayer identify as the key problems at Johnsonville Sausage (JS)? What did he diagnose as the cause of this problem? What changes did Stayer implement at JS? How did the design of jobs change at JS?  For the workers, the middle managers, and the CEO? What was the culture like at Johnsonville before and after Stayer implemented his changes? What did you learn from this case about motivation, job design, job enrichment, decision-making, culture, and leadership?

EXERCISE:
Admired leader trait.


Leadership video examples.


Self-reflection about CIEME traits/situations.

READINGS:
Kouzes, J. & B. Posner, (1995) The Leadership Challenge, pages 3-31 (San Francisco, Jossey-Bass).

SESSION #6
Leadership Competencies

CASE:
Meg Whitman at eBay Inc. (A) (2001, HBS # 9-401-024).

QUESTIONS:
What were the challenges Meg Whitman faces when she took over eBay? Was Whitman the right person for the job? What were her objectives? What was her plan?

EXERCISE:
Cross-cultural analysis of leadership competencies.

READINGS:
Goleman, D. (1998) "What makes a leader," Harvard Business Review, November-December, pages 92-102, (HBS # 3790).


TEAM LEARNING ASSISTANT:  Read Step 5, "After Action Review".  Teams will complete AAR Worksheet in class.


Group Project due

SESSION #7
Leadership Development

CASE:
McKay, B., N. Deogun & J. Lublin (1999) "Ivestor had all skills of a CEO but one: Ear for political nuance," The Wall Street Journal, December 17, pages 6-8.

QUESTIONS:
Do the insights from the two readings for today help us to understand why Ivestor failed at Coke?  Consider how both the concepts of derailment and the Protean Career can help us to evaluate his career rise and fall.

EXERCISE:
Leadership development principles and avenues.


Development of oneself.


Protean Career Instrument


Development of others (feedback, coaching role-plays).


Preparation of team contract revisions.

READINGS:
McCall, M. (1998) Chapters 1 and 2 in High Flyers, (Boston, MA: Harvard Business School Press).


Hall T. & P. Mirvis (1996), "The new protean career," Chapter 1 in The Career is Dead, (San Francisco, CA: Jossey-Bass Inc. Publishers).


TEAM LEARNING ASSISTANT:  Read Step 6, "Evaluation and Closing".  Prepare Team Closure Worksheet.

Final Exam Distributed
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MODULE 3:  

THE INDIVIDUAL AS CHANGE AGENT

SESSION #8
Managing Power and Politics

CASE:
Jeanne Lewis at Staples, Inc. (A) (1998, HBS # 9-499-041).
QUESTIONS:
What accounts for Lewis's past success?  Why is she so adept at taking on new and different assignments?  How will she need to change to succeed at her new job? With six months to continue with Krasnow, how should Jeanne Lewis handle the 4 decisions confronting her?  What should she do?  What are the risks?  What are the challenges?  Why is it so important how she handles them?

READINGS:
Zuckerman, G. (1999) "Trading up: Woman on a bond desk deals with the slights and rises to the top," Wall Street Journal, November 26, pages A1, A6.


McGeehan, P. (2002) "Wall Street highflier to outcast: A woman's story," New York Times, February 10: A1.


Huy, Quy N. (2001) “In praise of  middle managers," Harvard Business Review,  September, pages 73-79.


TEAM LEARNING ASSISTANT, revisit Steps 1 “First Steps”& 2 "Team Contracts"

SESSION #9
                    Managing Under Uncertainty: Ethics and Decision Making

CASE: 
Augusta Richards (A) (BU SMG, 2001)

QUESTIONS:
What should Augusta Richards do when she discovers that her work has been plagiarized?  What should be her primary concerns? On what do you base your assessment? How should she best achieve them? How did you decide?

EXERCISE:
Carter Racing (DRRC, 1986).
READINGS:
Kidder, R. (1995)  “Recognizing and resolving ethical dilemmas” Adapted from How Good People Make Tough Choices: Resolving the Dilemmas of Ethical Living (Simon & Schuster, 1995).  


Hammond, J., Keeney, R. & H. Raiffa.  (1998) “The hidden traps in decision making,” Harvard Business Review, September-October, pages 47-58.  


Janis, I. (1971) “Groupthink.” Psychology Today Magazine, November: 43-6, 74-6.

SESSION #10
Managing Organizational Change

CASE:
John Smithers at Sigtek (1998, HBS # 9-491-035).

QUESTIONS:
What are the major drivers of change at Sigtek? What are barriers? As Smithers looking backward, what would you have done differently and why? What should you have learned from this situation? 

EXERCISE:
Telemachus (PON, 1995).
READINGS:
Kotter, J. (1995) "Leading change: Why transformation efforts fail," Harvard Business Review, March-April, pages 59-67 (HBS # 4231).


Meyerson, D.  (2001) “Radical change, the quiet way,” Harvard Business Review, October, pages 93-100.

SESSION #11
Negotiation Skills and Tactics

EXERCISE:
Harley Davidson Purchase Negotiation (Hoffman).


Westville: Mediation Strategies in Community Planning (PON, 1988).
READINGS:
TEAM LEARNING ASSISTANT: Revisit Step 3, "Team and Meeting Management"

MODULE 4:

THE EXTERNAL ENVIRONMENT

SESSION #12
Alignment with the External Environment

CASE:
Strategic Planning at the New York Botanical Gardens (A) (1997, Darden, UVa # BP-0383).
QUESTIONS:
Assess Gregory Long's strategic planning process at New York Botanical Gardens. Identify the critical elements, strengths and the limitations of the process he used. What would you have done differently and why?  How might you translate the NYBG planning process for use at a business institution? What might it accomplish?  What are your concerns?  
READINGS:
Kaplan R. & D. Norton (1996) "Using the balanced scorecard as a strategic management system," Harvard Business Review, Jan-Feb, pages 75-85 (HBS # 4126).


Kanter, R. M. (1997) “The institutional perspective on management," (HBS note #9-897-185).


Friedman, M. (1970) "The social responsibility of business is to increase its profits," The New York Times Magazine, September 13, pages 32-33, 122, 124, 126.
Kay, J. (1997) "Shareholders aren't everything," Fortune, February 17, pages 133-4.

SESSION #13
The Organization as Change Agent

CASE:
Monsanto Corp. (A) (MEB, 2000).

QUESTIONS:
What do you think of Monsanto's life sciences strategy of "Food, Health, and Hope?"  Why the European backlash?  Could it have been avoided or planned for? How does European resistance differ from the concerns of the developing world?  As a fund manager, would you add Monsanto's stock to your portfolio in June 1998?  Why or why not?

EXERCISE:
Video: Al Dunlap/Robert Riech Nightline Debate.
SESSION #14

Contemporary Social, Technological & Environmental Issues

CASE:
Team industry projects
READINGS:
TEAM LEARNING ASSISTANT:  Revisit Step 5 "After Action Review" and Step 6 "Evaluation and Closing".

Group Project due


Final Exam Distributed
Module 5: Team Management
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