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Preface 

Teaching management skills is no longer a luxury.  It is the core of high quality professional education.  Schools, colleges, and training programs face increasing pressures from multiple fronts.  Employers continue to press educators for graduates with skills to meet the challenges of information-age organizations in a fast-paced, global world.  Institutional and professional accrediting agencies echo employer demands by requiring students to demonstrate relevant skills and competencies before graduation – abilities to translate theory and book-knowledge into effective practice.  Students, active consumers in the ever-expanding higher education marketplace,  call for education and training that are relevant, practical, and marketable – and use their tuition dollars to pressure institutions to comply.  And, professions themselves are changing, as boundaries blur, work grows more complex, and old ways of organizing become more obsolete with each passing day. Growing expectations for team work, partnerships, mergers, and collaboration combine with pressures from increased competition, global markets, shrinking resources, information overload, and expanding regulatory environments. The result? Strong management and leadership skills are as critical in the operating room, classroom, research lab, courtroom, artists’ collaborative, engineering team, software development group, or mental health support network as they are in the corporate board room.  The current release of Management Skills: A Jossey-Bass Reader and these curricular materials to support its use in management and leadership education could not be better timed.  


Purpose of this Instructor’s Guide
The basic purpose of this instructor’s guide is to support and energize those who use Management Skills: A Jossey-Bass Reader in their teaching – instructors in traditional undergraduate and graduate programs in management, education and the administrative sciences, as well as those involved in professional development and corporate education.  More specifically, this guide provides opportunities for both new and seasoned educators to learn more about (1) the possibilities and challenges of teaching for management skills development; (2) experiential education and diverse pedagogies for management and leadership education;  (3) ways to design courses or successful learning modules for diverse student audiences using Management Skills with other classic texts; and (4) cases, activities, and other support materials that complement use of Management Skills. 

Overview of the Instructor’s Guide 
This instructor’s guide is divided into four parts.  PART 1 provides an introduction to Management Skills: A Jossey-Bass Reader.  It discusses the overall purpose and content of the book, the philosophy and central tenets that underpin it, as well as background on management skills building, and relevant resources for experiential learning.  PART 2 explores teaching with Management Skills.  It contains chapter-by-chapter summaries, a template for easily matching various management skills with chapter readings, and suggested ways to think about adding management skills to various types and kinds of courses.  PART 3 provides sample syllabi,  activities, and case suggestions.  Three appendices summarize sources for cases, films, videos, and other internet-based teaching materials.  


How to Use This Instructor’s Guide
This instructor’s guide is designed to provide something for everyone interested in using Management Skills: A Jossey-Bass Reader in their work.  Where to begin and how best to use the guide depends on individual needs and experience.  Users considering Management Skills as a supplementary text in an existing course may want to begin with the chapter-by-chapter notes in Part 1 to explore the distinctive features of the edition, the logic of Management Skills,  and the range of authors and topics explored.  

Seasoned instructors content with their current courses may wish to start by exploring the purpose and philosophy behind the book in PART 1, and then the suggested course designs,  activities, and cases to teach specific topics in PART 3.  These provide opportunities for instructors to reflect on how  Management Skills can add important dimensions to their present student reading list, and suggest simple ways of organizing or adapting current courses to simultaneously focus on issues of theory and practice. Those seeking a major change in their teaching or developing new courses will find the suggested syllabi in PART 2 helpful.  

Instructors who are just beginning their teaching careers may want to start on page one of this guide and march straight through.  The guide provides information on how to develop and conduct sound, enjoyable, and learning-filled courses with a management skills focus. Sample course outlines in PART 3 are a starting point for working with diverse student audiences (undergraduate, graduate) in different kinds of courses (leadership, educational administration, business/general management, specialty topics).  Executive educators and trainers will appreciate the materials and cases suggested for specific topics and audiences, ways to think about management skills development in their current work, and the ease with which suggested course and class designs that can be adapted to workshop or seminar formats.  

Everyone will want to keep this Instructor’s Guide handy. [Instructors can bookmark the guide on the Wiley site or, for added convenience, download the entire Instructor’s Guide to their desk-top computers.]  The guide offers a handy reference for quick reviews of key chapter topics before class, an easy way to check for consistency between instructor views and author perspectives,  and a source of inspiration for interesting possible activities and cases.        
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Part 1: An Introduction to Management Skills: A Jossey-Bass Reader  

Overall Purpose of the Book 
Management Skills: A Jossey-Bass Reader is a compendium of 34 chapters, created to capture the best thinking on management practices by leading authorities in the field.  It is designed to cover a wide-variety of topics, such as communicating and motivating, leading, problem-solving, decision-making, managing change, coaching/mentoring, handling politics, understanding and managing organizational culture, sustaining effective teamwork, and more.  The common thread among topics is an over-arching emphasis on action and effective practice. 

The book draws on the best experiences of successful leaders, as well as the best theories and research of noted scholars.  In one volume, Management Skills offers a convenient primer for understanding the basics of managing today’s complex organizations.  This enables instructors to add a wide variety of topics, readings, and perspectives to their courses and training without the hassle of creating student reading packets or dealing with copyright issues. The book’s focus on management skills – what successful leaders and managers do – enables instructors to tailor learning activities to bridge the theory vs practice gap.  It also assists readers in identifying successful management practices and working to master new competencies for themselves.  

The book is organized such that it can be used as a basic text: it can be read in its entirety and in the order of the chapters as provided.  On the other hand, instructors can choose to work with selected chapters or sections, or use chapters in a variety of sequences without jeopardizing clarity or student learning.  


Overview of Book Content
Management Skills is divided into six parts.  Part One explores What Makes a Great Manager?  This is a powerful and inviting question for readers — how do I become exceptional at what I do?  And, of course, it leads directly to another important inquiry – what knowledge and skills will lead to this enhanced level of greatness?  Authenticity, sustaining open and honest relationships with followers, developing shared goals, embracing flexibility, balancing inner needs with outer work, managing complexity, maintaining a strong sense of direction, and strategies for on-going learning are high-lighted skills across these chapters.  

Articles in Part One include: 

Chapter 1: 
Leadership Is Authenticity, Not Style — Bill George

Chapter 2: 
Credibility Is the Foundation of Leadership — James M. Kouzes and Barry Z. Posner

Chapter 3: 
Management vs. Leadership — Warren Bennis and Burt Nanus

Chapter 4: 
Rounding Out the Manager’s Job — Henry Mintzberg

Chapter 5: 
The New Managerial Work — Rosabeth Moss Kanter

Chapter 6: 
The Post-Capitalist Executive: An Interview with Peter Drucker — T. George Harris

Part Two, Creating and Shaping the Work Environment, examines the many ways that managers can understand and influence employee productivity and quality of work life.  The section offers practical suggestions for establishing basic organizational goals, values, structures, outcomes, and approaches to human resource management. Essential management skills discussed include: setting successful HR policies, norms, and practices;  establishing appropriate performance goals and measures; managing planned change; determining the fit between individual strengths and organizational needs; conducting successful interviews and hiring; and managing within the parameters of the legal system.   

Articles in Part Two include: 

Chapter 7: 
Seven Practices of Successful Organizations — Jeffrey Pfeffer

Chapter 8: 
Hire the Right People — Edward E. Lawler III

Chapter 9: 
Managing the Interview Process — Richaurd Camp, Mary E. Vielhaber, and Jack L. Simonetti

Chapter 10: 
Employment Law from a Manager’s Perspective — Dana M. Muir

Chapter 11: 
Pick Relevant Metrics — Douglas K. Smith

Chapter 12: 
How Change Really Comes About — Rosabeth Moss Kanter, Barry A. Stein, and Todd D. Jick

Chapter 13: 
Learning to Lead Change — David A. Nadler with Mark B. Nadler

Part Three explores Communicating, Leading, and Motivating People.  The eight articles in this section deal with the core competencies needed to effectively handle interpersonal relationships in the workplace, and forge a strong and open connection between manager and subordinates.  Both are essential for professional success.  The section identifies a wide range of people-centered skills: managing political dynamics, effective advocacy, agenda setting, listening, building trust and credibility across hierarchy, reading emotions, encouraging others, creating effective incentives and reward systems, giving good feedback, and encouraging workplace learning and development.    

Articles in Part Three include:  

Chapter 14: 
The Manager as Politician — Lee G. Bolman and Terrence E. Deal

Chapter 15: 
Artful Listening — Steven B. Sample

Chapter 16: 
Establish Competence and Build Trust — Terry Pearce

Chapter 17: 
Read People: Identifying Emotions — David R. Caruso and Peter Salovey

Chapter 18: 
The Seven Essentials of Encouraging — James M. Kouzes and Barry Z. Posner

Chapter 19: 
Motivating and Satisfying Excellent Individuals — Edward E. Lawler III

Chapter 20: 
How to Give Feedback — Harvey Robbins and Michael Finley

Chapter 21: 
Developmental Relationships — Cynthia D. McCauley and Christina A. Douglas

Part Four, Getting the Work Done, focuses on skills needed to produce results in an ambiguous and changing work world.  Authors in this section offer a range of advice on common management challenges, and identify skills needed to consistently achieve stated outcomes, empower temporary work teams, lead when responsibility outweighs formal authority, run good meetings, negotiate effectively, and manage workplace complexities with elan and grace.  

Articles in Part Four include:  

Chapter 22: 
The Call for Results — Clinton O. Longenecker and Jack L. Simonetti

Chapter 23: 
Operating Within the Realities of Organizational Life — J. Davidson Frame

Chapter 24: 
Solving the Problem of Bad Meetings — Patrick Lencioni

Chapter 25: 
Politically Astute Negotiating — Kathleen Kelley Reardon

Chapter 26: 
Deal With Your Crises — Patrick J. McKenna and David H. Maister

Part Five examines competencies needed for Leading Complex Organizational Processes.  Authors in this section provide best-practices for addressing age-old challenges, like managing conflict and creating productive workgroups.  They also address the skills needed in areas less often discussed in management texts, like fostering virtual teamwork or sustaining innovation.  

Articles in Part Five include:   

Chapter 27: 
Dealing with Conflict — Marick F. Masters and Robert R. Albright

Chapter 28: 
Overcoming the Five Dysfunctions of a Team — Patrick Lencioni

Chapter 29: 
Myths and Realities of Leading Virtual Teams — Deborah L. Duarte and Nancy Tennant Snyder

Chapter 30: 
Building Companies Where Innovation is a Way of Life — Robert I. Sutton

The articles in Part Six, Sustaining the Great Manager, are introspective in focus. They return to many of the skill-based themes in Part One – conveying authenticity, creating trusting relationships, establishing credibility, embracing learning.  This time, however, the themes are used to explore the spiritual journey needed to sustain the great leader.  The articles offer a variety of strategies for personal renewal, reflection, and on-going commitment to the search for excellence.  One consistent theme runs throughout: all advocate the importance of feeding the soul to sustain professional effectiveness and development.   

Articles in Part Six include: 

Chapter 31: 
Leading From Within — Parker J. Palmer

Chapter 32: 
Reflective Action — Robert E. Quinn

Chapter 33: 
From Success to Significance — David Batstone

Chapter 34: 
If Not Me, Then Who? If Not Now, When? — Bill George

Philosophy of the Book: Over-arching Themes and Tenets
Management Skills covers a range of competencies and topics, as the chapter list above indicates.  However, there are four tenets for managerial success across chapters.  These over-arching themes weave a consistent philosophy throughout the volume and underpin the unique contributions of individual authors. The four tenets include:                 

1. Trust and honesty are essential components to professional and organizational success.  These core values are the basis for fruitful leader-follower relationships.  They facilitate good communications, open exchange of ideas, cooperation, individual learning, and organizational success.  They are the cornerstones of the authenticity necessary for personal and professional satisfaction. 

2. Strong leaders and managers have a clear sense of direction and purpose.  They also know how to communicate that to others and engage them in the journey.  Good leaders never lead blindly.  They have done their homework: they have plans, goals, values, and strategies in place before embarking on a task or endeavor.  Good leaders and managers realize that they can only guide and assist others when they know where they are going themselves.  

3. Clear direction and purpose, however, do not equate with rigidity.  Successful leaders and managers are anchored in their values and goals, yet flexible in thinking and strategy: they are open to learning, new ideas, and diverse approaches to problem-solving.  While this may seem simple, it is not an easy balance to enact.  Static game-plans or strategies are inconsistent with the demands of the modern work world, and can make leaders innovation-resistant and change-phobic.  Too much openness can turn flexible resolve into scattered energies.  “Know thyself” and skills in self-reflection enable good leaders and managers the distance they need to appreciate the complete organizational landscape, explore its possibilities, yet remain vigilant in staying on a steady course.   

4.  Last but not least, good leaders know how to strike a balance.  They know when to work and when to play. They know how to listen – when to advocate and when to inquire. They recognize the need to use data and outcome measures, as well as foster relationships and motivate others.  They understand the importance of simultaneously looking inward and focusing outward. They know when to have confidence in their abilities and convey that; at the same time, they are open to learning and humble.  Good leaders are emotionally multi-dimensional – and they have a good sense of how to use this psychological versatility to their advantage when working or communicating with others.  They take their work seriously yet know when to pull back, regroup, and avoid burn-out or cynicism.  They work hard and stay committed, yet stay clear on the distinction between role and self.  They understand the importance of a strong sense of self, and of balancing power and responsibilities across networks and throughout hierarchies.


Management Skills Building: Resources for Diverse Teaching Methodologies 
Teaching management skills requires use of diverse teaching methodologies and the creation of a safe learning environment that supports experimentation, risk taking, and sharing of valid information.  Skill building is a multi-step educational process, as summarized below.  
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In the classroom, the process often begins with identification of a skill area and its link to effective practice.  Assessment activities provide opportunities for students to evaluate current strengths, test the accuracy of their self-perceptions, and identify areas for development.  Assessments increase motivation for the instruction, subsequent experimentation, and hard work necessary to master new behaviors or levels of competence.  Skill building requires practice, good feedback, coaching to improve performance, and cyclical opportunities to apply and integrate new learnings.  In skill building, practice does make perfect.  And, frequent use and refinement of the new skill move it solidly into the realm of tacit functioning, supporting individual capacities for additional self-assessment and skills development.  

For instructors, this means the creation of a class environment that includes content information about a skill, opportunities for students to see its relevance for themselves and their professional goals, self-assessment activities to set the learning stage, and structured ways for students to practice and fine-tune new skills.  Choosing a chapter or section from the Reader is a starting point.  That needs to be followed by a sequence of assessment, experiential activity, feedback and coaching, experiential activity, and reflection.  The pattern becomes a template to guide instructors in designing skills-based classes and courses.     

Assessment activities can include one or more of the following: commercially available or instructor-developed instruments across a range of skill areas, student self-reports from reflection on past experiences, in-class experiential activities with structured feedback on performance, assessment center and in-basket type activities, videotaped performances of managerial or group tasks, and so on.  

Major management and leadership texts often include or provide assessment instruments with their support materials.  Bolman and Deal’s Reframing Organizations: Artistry, Choice and Leadership (third edition) [Jossey-Bass, 2003], for example, offers extensive suggestions for assessment and experiential activities in its online instructor’s guide at 

http://jws-edcv.wiley.com/college/bcs/redesign/instructor/0,,_0787964263_BKS_1748____,00.html
Diagnostic instruments for individuals and teams are also available from the authors at:  www.leebolman.com
Schermerhorn’s Management (seventh edition) [Wiley, 2002] has specific self-assessment activities in each chapter.  Kouzes and Posner, authors of The Leadership Challenge [Jossey-Bass, 1995], have developed a series of published assessment materials to complement their leadership model.  Or Whetton and Cameron’s Management Skills Development (sixth edition) [Prentice Hall, 2004] offers readers access to thirty online assessments, with instant scoring and feedback.  

An internet search of “management skills assessment instruments” with google (www.google.com) – or other such search engine – provides links to assorted assessment activities and centers worldwide, and supports instructors in constructing assessment instruments that best meet their instructional goals.  A useful site for faculty new to the assessment of student learning and competence is the Internet Resources for Higher Education Outcomes Assessment at North Carolina State University http://www2.acs.ncsu.edu/UPA/assmt/resource.htm The site offers an overview of a variety of assessment issues, as well as links to research and other resources. Instructors, for example, may want to explore the use of electronic portfolios as a course vehicle for assessing skills development.  The course portfolio might then become part of a student’s overall demonstration of learning and competence for graduation – an increasingly important requirement for professional school and institutional accreditation.  

Designing experiential education in its many forms is the next step for instructors interested in skills development in their courses.  There are a range of activities that can be tailored to meet instructional goals.  Case discussions, for example, can be augmented with role playing of next steps for the central case figures, ways out of the current dilemma, or better ways to handle the situation from the get-go.  In addition, simulations, student- or instructor-developed scenarios with role playing, experiential exercises, self-managed work teams with structured reflection and feedback, service and field-based learning projects, and action research are all options.  Instructors will want to experiment with what works best for their students (given student  developmental capacities), course goals, class size, time limitations, and space constraints.  Instructors new to experiential education or to a developmental perspective toward teaching, learning, and pedagogical choices may want to explore two articles for a better overview of issues: 

Joan V. Gallos.   "Understanding the Organizational Behavior Classroom:  An Application of Developmental Theory."  Journal of Management Education, XVII:4,  November 1993,  423-439. 

Joan V. Gallos.  “Developmental Diversity and the Management Classroom:  Implications for Teaching and Learning,"  in C. Vance (ed.) Mastering Management Education: Innovations in Teaching Effectiveness.  Newbury Park: Sage,  1993

Various publications and professional associations are a good source of experiential activities and class designs.  The Journal of Management Education (and its predecessor The Organizational Behavior Teaching Review) contain a trove of experiential exercises and reviews of instructional materials.  An index to JME (2000-2004) is available online at http://jme.sagepub.com/archive/  A searchable index of articles pre-2000, as well as links to other skill building activities and resources, are accessible through http://obtsweb.pitzer.edu/jme/jmeweb.htm
The Academy of Management has a professional development site with exercises, cases, and simulations, as well as other relevant links at    

http://myaom.pace.edu/octane8admin/websites/ProfessionalDevelopment/default.asp?ID=5 

The Association for Experiential Education offers links to journals and publications on outward bound and other outdoor educational activities and practices.  http://www.aee2.org/customer/pages.php?pageid=11
Many management and leadership books now offer companion websites with instructional materials. These are a wonderful supports for instructors using the specific texts – or a source of creative inspiration for those merely wanting to enhance their own instructional capacities. In addition, good experiential exercises and training materials are commercially available.  Pfeiffer is an excellent source.  http://www.pfeiffer.com/WileyCDA/Section/id-101570.html  [Links to on-line sources for cases, video, and other instructional materials are summarized in the Appendices.]   

PART 2: Teaching with Management Skills: A Jossey-Bass Reader 
PART 2 explores teaching with Management Skills.  It contains chapter-by-chapter summaries, a template for easily matching management skills with chapter readings, and suggested ways to think about adding management skill building to various types and kinds of courses.   

Chapter-by-chapter Summaries
Chapter summaries are provided to assist instructors in planning and preparation.  The  summaries are also a review of key issues – and a quick way for instructors to compare their perspectives on topics with the authors.  Summaries are written to emphasize the essential management and leadership skills high-lighted by each author.  

Chapter 1:  Leadership is Authenticity, Not Style – Bill George:  To become a strong leader, George argues, individuals must find and cultivate their inner leadership abilities.  Leading others, above all else, George maintains, requires being “authentic” – your leadership must reflect both your natural character and personal strengths when connecting, dialoguing, and interacting with peers and co-workers.  Authentic leaders focus on the self, continually evaluating their own talents and shortcomings.  They use this self-reflection to galvanize their leadership persona and behaviors.  By “refining” their authenticity, leaders become consistent, self-assured, and independent individuals.  They understand their role and how they fit into their environment, practice solid values, consistently conform to commendable ethical standards, and actively look to further positive change by developing relationships and connections wherever and whenever opportunities present themselves. 

Chapter 2: Credibility is the Foundation of Leadership  – James M. Kouzes and Barry Z. Posner:  Kouzes and Posner take a bipartisan view of leadership.  They see leadership as a reciprocal relationship between leader and follower.  Followers or “constituents,” they argue, are more likely to support and willingly follow a leader whom they consider honest, competent, forward-looking, and inspiring.  In other words, an effective leader is a credible leader — one who sets goals and standards; makes those goals and standards clear, precise, and above all appealing to his/her followers; and fulfills the expectations of constituents by pursuing those goals and standards until they are reached.  By doing what you say you will do as a leader, you improve the morale and productivity of those who work both under and alongside you, and strengthen your leadership persona as confident, capable, and credible.  

Chapter 3:  Management vs. Leadership  – Warren Bennis and Burt Nanus:  Bennis and Nanus define leadership at its best as “transformative leadership”— leadership that focuses the strengths and energies of both leaders and followers on a common goal in order to achieve significant, positive change.  Transformative leadership, they assert, differs from management in that it relies on cooperation and compassion rather than material empowerment, such as money and other tangible incentives, to spur and produce change.  It is here, Bennis and Nanus argue, that leadership training often goes astray.  Instead of being taught to be transformative leaders, individuals rising into power positions are taught to just “manage” well.  As a result, these individuals view the leadership positions they are thrust into from an inherently jaundiced perspective, championing the wrong values in their attempts to achieve their goals.  To truly and fully realize their administrative potential, leaders, Bennis and Nanus maintain, must be properly groomed and principled before they actively assume the position itself.  

Chapter 4: Rounding Out the Manager’s Job – Henry Mintzberg:  Mintzberg asks us to take a step back from our examination of management, and first consider the individual – the person who must manage.  While you can make generalizations about the management process, Mintzberg continues, it is more problematic to generalize about individual managers, since each  displays a unique style derived from personal experiences, strengths, and knowledge of a profession.  Once this critical formative piece of the management puzzle is grasped, Mintzberg writes, the management “picture” becomes easier to diagram and discuss.  Managing, according to Mintzberg, is a process dependent on an interrelated “inner/outer” dynamic.  That dynamic combines the internal aspects of leading (conceiving and scheduling) with three key external requirements: people management (the leading of individuals and well as groups or units of individuals), information management (involving communication and controlling the flow and circulation of pertinent ideas and data in the workplace), and direct action.   Together, these three external categories form Mintzberg’s three levels of management.  To be successful leader, Mintzberg asserts, a manager must be able to lead on all three levels though his/her networking or “linking.”  Although individual management styles can vary greatly from person to person depending on context and personality, he notes, strong managers are inevitably leaders who can effectively balance their linking with their doing, their networking with their achieving.  

Chapter 5: The New Managerial Work  – Rosabeth Moss Kanter:  We have entered a new era for leadership, writes Kanter.  This new era presents a starkly different managerial environment where leaders must be able to adapt quickly to change while finding new or alternate methods to motivate workers and achieve goals.  In this new organizational environment, career development, she notes, is markedly less circumscribed as cross-departmental and cross-firm collaborations have become widespread industry norms.  Times have changed, Kanter contends, and modern managers must be able to change along with them if they are to thrive in these new organizational contexts.  Above all, the “modern manager” must be able to work in an increasingly independent, self-reliant, and self-assured manner outside any set or fixed organizational “hierarchy.”  The modern manager must also be a work-place and worker advocate, one who demonstrates a continual willingness to learn about and from his workplace.  In this day and age, a manager’s need to forge a power base to command has largely been supplanted by the more pressing need to network and communicate across channels in order to forge connections throughout a given work environment.  In order to accomplish this, Kanter writes, contemporary managers must master two keys skills:  (1) the ability to think cross-functionally, and (2) the ability to multi-task and work outside of their traditional “comfort zone” or realms of expertise.  

Chapter 6: The Post-Capitalist Executive—An Interview with Peter Drucker – T. George Harris:  In Chapter 6, Harris sits down with the esteemed management guru, Peter Drucker, to dialogue about both the principle and the practical of modern leadership and management in our “post-capitalist” society.  In the early portion of the interview, Drucker stresses the need for managerial self-reliance.  Outsourcing and corporate cooperation are widespread industry standards, notes Drucker, and the successful manager must be able to network fluidly and with self-assurance, relying not only on his company to open pathways to progress, but on himself and the relationships and partnerships s/he is able to personally forge.  Be competent, responsible and respectful, and always attempt to learn more about yourself, Drucker counsels. These are the qualities that good executives (note: Drucker prefers the term ‘executive’ to manager since it does not contain the implication of having subordinates to control) bring to their working environment.  In addition, Drucker advises executives to be a team player.  Communicating and establishing connections so that “specialized” knowledge can be transmitted across corporate channels and to customers in ways that are universally understood and appreciated are essential executive goals.  An executive who can do this is the ultimate ‘team player’ in a post-capitalist environment, and his/her work and projects will thrive as a result.       

Chapter 7: Seven Practices of Successful Organizations – Jeffrey Pfeffer: Using information from various research studies and literary sources, as well as his own experiences and observations about organizational structuring and strategies, Pfeffer uses this chapter to present a guide-list for the seven “dimensions” that characterize a successful organization.  In all instances, Pfeffer’s ideal organization demonstrates and fosters the following: (1) employment security for its associates so that workers feel they are contributing in a stable, goal-oriented environment where their skills are valued and they have potential for attaining long-term rewards, such as promotion; (2) the selective hiring of new personnel so that the right individuals with the right skills are brought into environments where they can be quickly and comfortably integrated into the organization and can begin contributing to it as soon as possible;  (3) self-managed teams and decentralization of decision making as a basic working principle in order to enhance cooperative communication within the organization, streamline resource and personnel allocation, and render the need for additional specialized or hierarchical supervision unnecessary; (4)  a comparatively high compensation contingent on organizational performance to reward positive performance and promote associate loyalty and dedication to their employer;  (5) extensive offerings and programs for staff training so that associates will possess a higher degree and range of skills so that their work will easily make up the investment; (6) reduced status distinctions and barriers across levels (including dress, language, office arrangements, and wage differences) to encourage associates’ comfort, loyalty, and fruitful contributions over a career span;  and (7) extensive sharing of financial and performance information throughout the organization to build trust and make organizational goals and standards clear and easy to comply/align with.  The focus of every organization, Pfeffer contends, should be to strengthen all these aspects and components of organizational operations in order to create a work environment that can foster and sustain the highest degrees of productivity, associate morale, and cost-effectiveness.     

Chapter 8:  Hire the Right People – Edward E. Lawler III:  For any given organization, a worker is either an inherently good fit or an inherently bad one, writes Lawler.  Hired applicants either fit the “mold” (in terms of the organization’s values, core competency requirements, and strategic goals) from the get-go or represent “dissonant” additions who – irrespective of their actual intentions and aspirations – will ultimately do more to harm their work environment than improve it.  The difficulty with such a critical process as hiring is, Lawler asserts, that it is both objective and subjective:  in every instance, the person doing the hiring must be able to closely observe and evaluate an applicant’s character as well as his/her competencies, skills, and experience.  In order to best ensure that those doing the hiring are bringing the right people with the right attributes and abilities into the organization, Lawler recommends using a careful, structured and intensive selection process that relies on objective data on the applicant and his/her previous work from multiple sources.  Lawler also stresses the importance of active communication and team participation with prospective applicants during the hiring process.  Let applicants know precisely what you and your organization want from them and what and how they will be contributing to your organization once hired.  In addition, try to involve the applicant’s possible future co-workers in the hiring process to get a sense of their views on how the individual might fit into the workplace.  By making the application process intimate, thorough, and personal, contends Lawler, managers will ensure that they and the organization make consistently solid decisions regarding incoming personnel.         

Chapter 9: Managing the Interview Process – Richard Camp, Mary E. Vielhaber, Jack Simonetti:  Identify specific goals for all interviews, maintain the authors of Chapter 9.  This is the most critical step individuals can take towards becoming a successful interviewer.  Meet all applicants with a well-structured, well-researched, and concise game-plan for what you want to discuss and what you’re hoping to get from the interview. Then, with this in mind, good interviewers approach the interview looking to intelligently and impartially evaluate whether or not what the candidate is bringing to the table makes for an effective ‘fit’ with the organization.  If you sense that the fit is right, you should also be looking to “sell” the  company and draw the applicant in by presenting an appealing view of the position being sought and the organization he/she will  become a part of (the author’s refer to this as a “unified PR message”).  Lastly, be sure to be clear with applicants.  Dialogue with them directly so that they realistically understand what they will be hired to do, what responsibilities and obligations the position entails, and how they can best integrate their strengths and skills with the values and standards of the organization.  Be aware both of how your interviewee and you yourself handle the process: that’s another source of data on the potential fit.  Always look to learn from your mistakes and strong points as an interviewer, the authors contend, and you will be a strong, consistent, and fair hirer.    

Chapter 10: Employment Law from a Manager’s Perspective – Dana M. Muir:  Muir looks to paint a basic road map for the effective manager when it comes to considering the legal implications of employee-related matters and decisions that arise in the workplace.  Above all, the author asserts, an informed manager should have a solid grasp of the central concept in U.S. employment law—employment-at-will.  Employment-at-will states that a manager has the right to fire an employee for any reason that the manager considers justifies that employee’s termination, provided that the reason itself is not strictly prohibited by law (re: illegal).  The only exceptions to this “core wording” of employment-at-will are: (1)  contractual exceptions where a clear, written agreement has already been created and consented to; (2) non-discriminatory statutory exceptions that prevent a manager from discriminating against an associate or job candidate based on race, ethnicity/ethnic background, gender, religious views, age, and physical state (such as pregnancy or a disability) and also—depending on the state—sexual orientation or marital status;  and (3) policy-based or statutory exceptions in a given jurisdiction that are generally tort claims involving disputes between a manager and an employee that has been asked to perform an act that is illegal, highly unethical, or exceedingly dangerous.  Once a manager understands this central legal tenet, s/he should be able to make free and proper personnel decisions without having to overly fear legal repercussions.  Stay informed and level-headed, Muir counsels. Be wary of prompting unnecessary legal troubles for yourself and/or your organization, and—if a legal dispute is unavoidable—look to use out of court arbitration to save time, money, and company resources while keeping the matter small and out of the public sector.  Managing employees around the law is a risk-reward process, Muir contends, but it is also a process one can become readily versed in and navigate well to benefit the organization.  
Chapter 11:  Pick Relevant Metrics – Douglas K. Smith:  Given our nation’s current organizational and corporate landscapes, pursuing “relevant metrics,” Smith argues, are often difficult if not outright problematic.  This, he continues, is primarily because the majority of the most pressing organizational performance challenges in this day and age cannot be delineated with a strictly quantitative and objective framework.  Operational issues,  like customer satisfaction, organizational innovation, or brand-image and respect, all have their nuances, and—to be properly pursued and improved upon—must be evaluated differently from more traditional financial and economic metrics, like profit or cost.  For the manager looking to pick relevant and specific metrics, Smith advises him/her to act dynamically – don’t be afraid to chart your own course, he counsels.  Likewise, metrics that entail more subjective and qualitative criteria require more individual effort and resource allocation, so stay informed and committed, and don’t shy away from asking for help/aid from other avenues, team, or groups if you need it.  In addition, always look to learn from your successes and failures.  To better structure such efforts, Smith offers his “four yardsticks” for measuring performance challenges: (1) Speed/time (to make your organization operate more quickly, efficiently, and/or effectively); (2) Cost (to decrease operating costs in one or several aspects/sectors of your operation); (3) On-spec/expec quality (to improve/hone/raise product and service specifications and/or customer expectations for your organization); and (4) Positive yields (the “catch-all” yardstick: to measure any and all positive and constructive output or yield of organizational effort).  The first two yardsticks measure the investment or effort being put into your organizational action.  The latter two measure the benefits derived from that effort and investment.  As a result, fruitful performance goals, Smith notes, nearly always reflect a combination of these yardsticks.

Chapter 12:  How Change Really Comes About – Rosabeth Moss Kanter, Barry Stein, and Todd Jick:  Productive organizational change, Kanter and her colleagues claim, is intricately linked in nearly every instance to the same five developmental phenomena or “building blocks.”  Time and time again, they argue, even if these five formative essential are ignored or overlooked in a given situation, it was still their presence that allowed successful change to occur.  The first building block is “grassroots innovation” (or “unplanned opportunity”) which provides a new/different/experimental model or idea that can be applied elsewhere in the organization and spur change from within.  Another potentially influential changing force—building block number two—is crisis or a galvanizing event.  Such episodes demand responsive actions, actions which often spur an organization toward novel or nontraditional solutions that subsequently push it forward in a new direction.  The third building block is change management or strategic planning activities which shift potential into “product”by providing the organization with a set action plan to build on.  This in turn relies on the fourth component to organizational change, the individual implementors or “change champions.”  Leaders who make these innovations part of their leadership mantra connote a lasting and inspired commitment (both a personal one and an organizational one) to making these innovations permanent fixtures in the organization’s modus operandi, contend the authors.  Dedication breeds reassurance, they maintain, and makes it easier for the leader to focus and integrate the organization’s future with its past.  The final step on the road to change involves actual implementation.  Initially, the authors note, change only implies action.  Only after planned change is implemented and the direct ramifications of the shifts are readily apparent throughout the organization have the intended changes become lasting and concrete practices, structures, or processes.      

Chapter 13: Learning to Lead Change: The New Principles for CEOs and Companies – David A. Nadler & Mark B. Nadler:  Learning lies at the core of leading change.  The modern organizational environment is one where changes occur constantly: stability and static structures are rare commodities.  In such a scenario, Nadler and Nadler conclude, the most effective managers are the ones that display a willingness to learn what is necessary to implement and conduct the change, and then actively utilize that knowledge to push change forward.  When doing so, the authors continue, it is critical that the leader be consistent with the change by making a personal and public commitment to seeing it through.  Moreover, the manager must take care to introduce the change to the workplace so that the change (as well as what it entails) is clear and easy to understand and follow along with.  Once change has been put in place, the manager should support the change and those who adopt or operate consistently with it by offering positive reinforcement when the newly-implemented practices or behaviors are practiced or upheld.  To lead change, managers must set specific and reasonable expectations, communicate these expectations clearly to associates, and engage associates directly in the change-process itself.        

Chapter 14:  The Manager as Politician – Lee Bolman & Terrence Deal:  In the realm of organizational politics, leaders should strive to be “benevolent politicians”— individuals who are neither naïve nor overly cynical about their own leadership potential, the context within which they work, or their followers and constituents.  Bolman and Deal’s benevolent politician is a leader who displays four key skills: (1) a willingness and ability to set clear agendas that provide a workable vision and strategies to achieve it; (2) an ability to map the political terrain by identifying different information and communication channels, key constituents, power bases, and principal agents of political influence connected to the problem area;  analyze mobilization possibilities (internal & external); and anticipate strategies that others in the situation are likely to employ to accomplish their goals or block yours; (3) networking savvy that allows the manager to identify the value or importance of any given relationship, assess its relevance to the leadership situation, and build a stable power base; and (4) strong bargaining and negotiation skills where the leader negotiates by focusing on objective interests (rather than fixed positions) and looking to satisfy all parties involved.  Finally, Bolman and Deal assert, benevolent politicians must be moral leaders who are willing to face challenges and work to uphold the ethical standards of their organization and field.      

Chapter 15:  Artful Listening – Steven B. Sample:  All managers need strong listening skills:  good leaders are artful listeners, writes Sample in Chapter 15.  Being an artful listener affords the successful leader opportunities to discover and assess new ideas while getting a better perspective on incoming information.  Artful listening gives the manager great intellectual freedom to gauge conflicting points of view without losing his/her own perspective or ideas on the matter at hand.  Managers who are artful listeners heed both to their closest advisors (or “inner circle,” as Sample terms it) and their broad organizational constituency. They respect the ideas and perspectives both have on a given issue.  By extension, however, as Sample points out, leaders must always ensure that their efforts to understand and appreciate a viewpoint are not—in the wrong instances—misunderstood and taken as direct “assent.”  Once a leader has taken in the discourse presented to him/her (or, perhaps more crucially, feels he/she has heard enough of that discourse to act upon it), the artful listener conveys a clear response that demonstrates his/her understanding of what has been said.  “Open communication with structured decision making” is far and away the best way to structure an organization in order to make a leader’s associates more artful listeners themselves.       

Chapter 16:  Establish Competence and Build Trust – Terry Pearce:  To bring a message and the persons who need to heed it into accord, leaders must establish a sense of competence and trust.  Fostering trust and competence in the workplace, Pearce asserts, will prompt others to take on required actions as inspired actions.  To demonstrate competence and build trust, Pearce feels the manager needs to: (1) clearly connote a sense of purpose so that associates know what needs to be changed and see compelling evidence that this change will be beneficial for them and/or the organization; (2) have solid credentials that build his/her own operating confidence and  show relevant experience and job savvy; (3) clearly express gratitude for positive achievements and/or performance; (4) be aware of challenges and willing to acknowledge potential resistance in order to be better attuned  to the forces and factors that are likely to protest proposed change; (5) demonstrate a strong personal conviction toward accomplishing the tasks to be done;  and (6) display “relevant vulnerability” – try to recognize mistakes and take note of personal weaknesses and shortcomings in order to improve upon them. Taken together, these six aspects to good leadership are what all managers should look to address when working to create an atmosphere of trust and confidence in the workplace.      

Chapter 17:  Read People Identifying Emotions – David R. Coruso and Peter Salovey:  Managers have to work with people, write Coruso and Salovey in Chapter 17.  Skillful managers—those who work well with people— all possess the same strengths when it comes to being able to assess the emotional state of their associates.  A skillful manager: (1) knows what people feel; (2) is willing to talk about feelings; (3) is able to clearly convey his/her own feelings;  (4) shows a willingness to express feelings when pleased or upset; (5) is a keen observer of human traits and tendencies;  and (6) displays a strong self-awareness in regards to his/her own feelings and inclinations.  Good, emotionally aware leaders, the authors continue, make their decision-making processes easier and smoother because their day-to-day managerial tasks are well-informed and based on correct “emotional information.”  In addition, being able to accurately read other’s emotions helps managers improve their understanding of diversity, makes them better communicators and more comfortably attuned to a variety of social settings, and develop and grow as individuals and professionals. 

Chapter 18:  The Seven Essentials of Encouraging – James Kouzes & Barry Posner:  In general, write Kouzes and Posner in Chapter 18, individuals who lead in a way that “encourages the heart” are exemplary practicers of the authors’ “seven essentials of encouraging.” These include: (1) set clear standards; (2) expect the best; (3) pay attention to your workplace and its associates; (4) personalize recognition and reward achievement; (5) be a storyteller; (6) celebrate communally with your associates and always look to include others;  and (7) set the example and standards in the workplace.  By leading to encourage the heart, managers will see the values and standards they embrace mirrored back in the enthusiasm of others.  This kind of leading best guarantees organizational success because it establishes workplace intimacy and familiarity.  It also makes followers knowledgeable, dedicated, and motivated workers who support the leader’s efforts wholeheartedly.   

Chapter 19:  Motivating and Satisfying Excellent Individuals – Edward Lawler III:  Effective organizational rewards and incentives programs should be centered around two issues, namely, motivating and satisfying excellent employees.  Pay-for-performance systems (be it either incentives-based or merit-based), Lawler argues, while flawed, should not be abandoned.  Rather, the value-basis behind such systems must be changed.  Pay-for-performance, writes Lawler, should be used with the goal of motivating the right workplace behavior.  As a result, he continues, organizations should make large-scale efforts to understand the kind of impact that pay can have on employee behavior and on the business strategy and performance of that organization.  In general, Lawler summarizes, the best rewards (be they monetary, symbolic, or a combination of the two) are: (1) public; (2) infrequent so that they come to viewed as valued and distinguished commodities; (3) credible; (4) given to deserving parties (“winners”); and (5)  meaningful in the organizational context.  By implementing these criteria for rewards system, managers create an atmosphere where individuals are motivated to perform well because a) they believe that good performance will be rewarded;  b) they consider the potential rewards they might receive as worthwhile; and c) they consider the rewards process as just, fair, and integral to the workplace.  

Chapter 20: How to Give Feedback – Harvey Robbins & Michael Finley:  Giving feedback — especially helpful feedback — is one of the most difficult challenges a leader can face in the  modern organizational environment, write Finley and Robbins in Chapter 20.  Feedback, the authors maintain, should be given directly, informally, and steadfastly by managers through well-informed, data-based comments.  They should deliver their intended message clearly, and in an equitable, dialogue process.  By giving feedback in this way, a leader can avoid the most common pit-fall: (1) giving only negative feedback or being overly critical; (2) giving equivocal feedback; (3) giving feedback based on an incomplete or flawed understanding of the situation; and (4) giving unconstructive feedback (i.e. feedback that doesn’t lead to positive growth, change, or improvement).  At times, the authors note, even the best manager will encounter individuals who are generally resistant to feedback: a) “brats”—those who are unable to handle a legitimate, adult workload due to a lack of psychological maturity, b) “jerks”—those who are especially inept in social situations, and c) “demons”—individuals who are pathologically unable to work with others.  By following the principles of good feedback, the authors maintain, the skilled manager can maximize the potential of almost all associates (demons are the one exception: they must be removed from the picture,  the authors contend) and help foster necessary communicative links with peers and others. 

Chapter 21: Developmental Relationships – Cynthia McCauley & Christina Douglas:  Relationship experience is a critical component in leadership development, write McCauley and Douglas in Chapter 21.  Developmental relationships, they argue, contain three key elements: (1) assessment, (2) challenge, and (3) support.  Assessment, the first aspect, is critical because it provides constructive feedback while simultaneously offering a test-platform or “sounding board” for ideas, proposals, and actions.  Challenging developmental relationships typically exist between a) dialogue partners who challenge a leader’s mode of thinking in some way, shape, or form;  b) assignment brokers who provide leaders with tasks that stretch their personal capabilities and demand a higher or different level of conduct and productivity; and c) role models who provide sterling examples of how to efficiently and effectively lead others in a given context.  Finally, the authors address the third pivot aspect in developmental relationships — support.  Leading is a perpetually developmental experience, McCauley and Douglas contend.  Because of this, the need for strong support should never be overlooked: it provides reassurance and reinforcement while a leader is learning about the leadership process or facing a developmental challenge.  The authors assert that a developmental relationship can exist in an infinite number of forms or permutations. Still, some relationships are more developmental than others.  Strategies McCauley and Douglas recommend for capitalizing on the developmental power of relationships are as follows: (1) regard your boss as a partner in development; (2) seek out several different developmental relationships; (3) figure out which developmental roles you need filled in order to  realize your learning goals, and find the right individuals to fill those roles; (4) try to forge relationships in ‘alternate’ places (i.e. lateral, external, subordinate, etc.); (5) do not assume that a relationship has to be long-term or intense to be developmental;  and (6) be especially aware of your developmental needs during times of transition.  If these strategies are observed, leaders will build the right developmental relationships into their organizational contexts.  And, the right developmental relationships will enhance a leader’s learning and coming-of-experience process. 

Chapter 22: The Call for Results – Clinton Longnecker & Jack Simonetti: The modern successful manager is one who generates results quickly and consistently, contend Longnecker and Simonetti in Chapter 22.  These types of leaders are exemplary managers whose work expresses the authors’ “five absolutes” for getting results: (1) get everyone on the same page; (2)  always be prepared for battle by equipping the operation with the best available tools, talent, and technology; (3) stoke the fire of performance, thereby creating a climate for results; (4) nurture developmental relationships to build bridges on the road to getting the results you seek;  and (5) practice continuous renewal and maintain balance in all facets of your life.  Develop yourself and your leadership abilities along these five performative and developmental extensions, the authors counsel, and you will build a career viewed by clients, associates, and self as both desirable and  laudable.  You will be known as a manager with an excellent performance record on the single most critical aspect of organizational operations — getting strong results.  

Chapter 23: Operating Within the Realities of Organizational Life – J. Davidson Frame:  More and more, project managers are forced to confront a fundamental separation between operational responsibility and operational authority.  Because projects are often short-term, unique, and systems-oriented, Frame writes, project managers must either (1) nurture non-formal authority, and/or (2) work around this lack of true, hierarchical authority.  Time and again, notes Frame, the most effective project managers in these situations are the ones who intimately understand the inner workings and intricacies of their organization. They are communicators, relationship-builders, and savvy work-place politicians that typically fare far better than individuals who are simply proficient in a variety of basic or rudimentary workplace tasks.  To effectively realize leadership potential in any given project, Frame advises project-managers to observe six essential steps to strong, task-oriented leadership: (1) properly assess the organizational context you will be working in; (2) make sure you have a clear understanding of the project’s goals, as well as the principal actors and contributors to those goals; (3) know your own capabilities, strengths, and limitations when it comes to working in such environments; (4) have a clearly defined problem to fix or goal to achieve; (5) develop clear solutions in response to these objectives/hurdles; and (6) test and continually refine and hone solutions or work until you can fully realize your goals.  Take a good commonsense outlook on the project, work with others by working through yourself, and build a clear roadmap to your final destination.  Under those conditions, projects will thrive, and they will elevate your leadership status and success. 
Chapter 24: Solving the Problem of Bad Meetings – Patrick Lencioni:  We need to rethink  current approaches to meetings on both the individual and the organizational levels, asserts Lencioni. This requires a paradigm shift to see meetings are fun, compelling, and productive events – not tedious, required, ineffective, and poorly organized gatherings.  To accomplish this shift, Lencioni recommends that managers: (1) look to create drama (re: relevant, controlled and constructive ideological conflict) in their meetings to dispel boredom; and (2) create structured, highly-specific, and detailed meeting agendas to make the process as streamlined and efficient as possible.  To achieve the latter, Lencioni recommends breaking the daily (or weekly) meeting schedule into four different, specific meetings: (1) informally administrative (daily) check-ins; (2) weekly tacticals to review weekly activities and metrics; (3) monthly or “ad hoc” strategic meetings to discuss and examine long-term goals, obstacles, and endeavors;  and (4) quarterly off-site reviews.  When properly planned and executed, meetings can and should be time-savers, continues Lencioni – gatherings that accelerate decision-making and clarify an organization’s goals and relevant ideas and ideologies for all involved.

Chapter 25: Politically Astute Negotiating – Kathleen Reardon:  While individuals may vary in their approaches to negotiating, expert negotiators display common strengths of character and conduct regardless of their field or organizational context.  In Chapter 24, Reardon presents her view on what distinguishes experts from the mediocre masses when it comes to making deals.  The best negotiators, she writes, strike a balance between their achieving, analytical, mediator, and motivator sides.  They recognize their strengths and limitations at the bargaining table. They are organized and ready to present their side and views concisely, resolutely, and in a memorable fashion. They are keen observers of how others react during negotiations.  They are always looking to build connections and bring others into agreement (be it through establishing ideological or intrapersonal harmony with others, or by fostering trust and accord through some other method).  Individuals who can hone these skills and negotiating persona get deals done, says Reardon, and sell themselves, their organizations, and their ideas in almost any context.

Chapter 26: Deal With Your Crises – Patrick McKenna & David Maister:  As McKenna and Maister put it, managing crises requires “a finely tuned blend of art and science.”  When mishandled, crises can be costly, draining, and harmful to leader and organization.  However, the authors note, successfully resolving crises can reinforce organizational commitment and focus while strengthening managerial position and direction.  The key, write McKenna and Maister, is approaching the crises directly and taking the necessary (and correct) steps to remedy the situation.  To accomplish this task, the author’s recommend a five-step guideline for crisis-handling.  First, they counsel, you should calmly attempt to get as much information about the crises to avoid making an uninformed decisions that could exacerbate the situation.  Secondly, and perhaps most importantly, note the authors, you must identify the true heart of the problem.  Next, personnel and resources should be allocated so that the best equipped and most capable individuals are directly involving in averting, preventing, or bringing an end to the crisis.  Don’t abdicate your leadership —and look for ways to make everyone feel as if they played some role in “righting the ship” even while making sure that the crisis is being handled by those most likely to resolve it.  Lastly, McKenna and Maister caution leaders to note that crises are “magnifiers” (of results, interpretations, fears, emotions, etc.), and to make sure that — as best as possible — people’s perceptions are as close as possible to what actually is occurring.  When communicating during a crises, the authors advise, keep every member of your group or team informed and involved,  make yourself accessible/available to those who depend on your leadership, and don’t be overly grim or pessimistic (maintain your sense of humor). 

Chapter 27: Dealing with Conflict  – Marick Masters & Robert Albright:  In general, effective conflict management accomplishes six objectives: (1) it prevents escalation; (2) it solves the real problem(s); (3) it de-personalizes the conflict or disagreement(s); (4)  it creates solutions to alleviate emerging tension(s); (5) it builds and strengthens relationships; and (6) it makes it easier to achieve or realize workplace goals.  How you as a leader choose to handle conflict depends on  personal style, but the best strategic approach, according to the authors, is non-confrontational and collaborative.  In other words, it is not overly assertive of one’s own needs, preferences or positions, but looks to create a real resolution through productive balance.  For the vast majority of conflicts, Masters and Albright contend, collaborative solutions are better than competitive, overly deferential, or circular approaches to problem-solving.  Good collaborators (who are, by extension, good at managing conflicts) are also usually: (1) good analysts; (2) individuals who confront the situation directly; (3) strong listeners; (4) keen observers; (5) open/creative thinkers; (6) goal-oriented; and (7) strong communicators. Masters and Albright conclude that effective conflict-confronters display an awareness of their options and a good understanding of collaborative techniques. 
Chapt. 28: Overcoming the Five Dysfunctions of a Team – Patrick Lencioni:  Genuine teamwork, Lencioni asserts at the outset of the chapter, is a rare commodity in most organizations.  Most organizations fail, Lencioni believes, because of “the five dysfunctions of a team” – a quintet of interrelated issues that have spelled the downfall of countless collaborative efforts in virtually every walk of life.  Each dysfunction, the author notes, builds on its fellow ills, for a predictable spiral downward.  The cycle begins with an absence of trust which sets the tone for dysfunction #2, a fear of conflict.  A dearth of healthy, relevant conflict leaves team   members uninspired, prompting a general lack of commitment.  And, if no one on the team is invested in the team, an avoidance of accountability is predictable.  Soon, the team’s primary goals are being shirked, with members themselves inattentive to the results. Lencioni recommends thinking about what a team where the five dysfunctions are inverted: the result is a team that:  a) is trusting, b) allowed open forum for debate and discussion, c) is committed to decisions and plans of action, d) holds its members accountable for following through on decisions and shared strategies, and e) is focused on the achievement of collective results.  To stem typical team dysfunctions, Lencioni writes, a leader should: (1) display vulnerability and a willingness to take risks in order to build trust and show that the team is working in a trusting environment; (2) be a restrained, grounded participant who allows conflicts to resolve themselves naturally; (3) never fear mistakes or poor decisions, and be willing to hold him/herself responsible for such choices; (4) be willing to serve as the “ultimate arbiter of discipline” in rare instances where the team goes astray (once he/she has created a culture of accountability on the team), and (5) set a results-oriented tone for the group and be a model of conduct and dedication to one’s fellow associates.  

Chapter 29: Myths and Realities of Leading Virtual Teams – Deborah Duarte & Nancy Tennant Snyder:  Leading a virtual team is an endeavor that requires confronting a unique set of challenges.  In Chapter 29, Duarte and Synder look to dispel common myths that surround virtual team leadership, while exploring what they view as the essential competencies needed to oversee and direct such groups.  In their eyes,  virtual team leaders should be: (1) a leader pushing towards a viable objective or set of objectives; (2) a performance manager with a performance plan; and (3) a well-informed and well-prepared coach – the leader should provide team members with autonomy, but only within a structure that facilitates results.  Teams and especially individuals should not be left to their own devices.  The leader should also be able to appropriately select and incorporate IT-aspects into the team’s operation based on its personnel, goals, and strategies so that the complexity of communicating over time, distance, or organizations does not prompt unnecessary additional (and often complex) challenges to the group’s efforts.  In addition, the virtual team leader should: (1) work to develop multicultural and multidisciplined perspectives in order to understand individual differences and use diversity as a leverage to innovation; (2)  actively participate in the team’s efforts, even if the role is carried out indirectly or from a distance; (3) be a networker and a trust-builder who forges and strengthens relationships across the team; and (4) be willing to adapt to change and not cling to a static, operative game-plan.  Above all, Duarte and Snyder contend, development efforts should be focused on areas of strategic importance to the organization, the team, and/or areas critical to the leader’s ability to effectively manage his/her responsibilities and duties.  

Chapter 30: Building Companies Where Innovation is a Way of Life – Robert Sutton.  To sustain innovation, organizations need the type of management that fosters an environment that acts as a marketplace of ideas—one ripe with diversity, differing perspectives, and a variety of skills.  This is Sutton’s chief contention in Chapter 30, where he offers eight guidelines to assist  leaders in sustaining an organization’s innovative drive.  The guidelines include: (1) knowing when to manage and when to step aside to promote intellectual freedom and creativity; (2) knowing how to properly market ideas that emerge out of your organization so that their full potential can be realized; (3) creating and maintaining structure in your operation while making sure that structure is flexible enough to accommodate novel ideas and views; (4) looking past initial feelings of discomfort when facing unfamiliar or starkly original proposals, and attempting to understand on a more basic level the potential ‘value’ of the contribution; (5) treating every procedure, product, and strategy that the organization uses or produces as a temporary commodity; (6) knowing how to keep the operation as simple, streamlined, and straight-forward as possible; (7) recognizing that failure is a necessary stop on the road to sustained innovation, and that the best organizations are the ones that fail (and subsequently recover) faster, not less often; and (8) being an open, curious, and experimental thinker and interpreter of ideas. 

Chapter 31: Leading from Within – Parker Palmer: Those who lead from within lead with authenticity, asserts Palmer in Chapter 31.  Authenticity, he writes, is what “liberates the heart,” and allows us to realize our inner potential for great leadership.  Leaders are powerful figures, Palmer notes – individuals capable of projecting either “shadow or light” onto their organization and the lives of those who depend on them for guidance.  As leaders, we must cast less shadow and more light, he counsels.  We must use our conscious self-awareness to strategically draw on  inner strengths while suppressing the five “monsters” of the self: (1) the insecurity and self-doubt monster; (2) the belligerent, overly-hostile monster; (3)  the “functional atheist” monster (denying spirituality, according to Palmer, is imminently dangerous to one’s lasting stability); (4) the fear monster;  and (5) the denial or fear of failure monster.  The key, Palmer resoundingly concludes, is to be aware of what monsters may lie within you, while also being aware of the goodness you possess.  Good leaders use their strengths and the goodness within as their core foundation.  “Lead from there,” says Palmer, and your leadership will propel you to achieve and excel as you better yourself and those around you. 

Chapter 32: Reflective Action – Robert E. Quinn:  Reflectively active individuals are those who are engaged and energetic, yet at once mindful and reflective.  They are deeply engaged in the world, yet also know how to pull back and extract themselves from current activities for reflective contemplation.  The ‘RA’ person “acts and learns simultaneously and is both mindful and energized while actively creating,” writes Quinn.  Such individuals reflect on core issues.  They often take time to write journals or meditate.  And, they pride themselves on their passion for self-knowledge and improvement.   

Chapter 33: From Success to Significance – David Betstone:  Businesses thrive when they align the ethos of the company with the values that drive its customers and associates, writes Betstone in Chapter 33.  All it really takes, he continues, is the simple, self-reflective task of asking: “what are we(/am I) in business for?” One need not always choose between significance and financial success, Betstone goes on to suggest.  Often, you can use your talents to make meaningful contributions to the world while gaining financial wealth – wealth that could then be devoted to philanthropic efforts.  Ultimately, Betstone concludes, “living with soul transcends the matter of money.”  Each individual holds within a passion for significance, he continues—the key is to discover it.  Find your path, the right path, and you will find your soul shining through your work. 

Chapter 34:  If Not Me, Then Who? If Not Now, When? – Bill George:  At the end of the day, joy, fulfillment, and love have—and always will—matter more than any prize, principle, or commodity.  We are all unique selves with unique callings.  The essence of being and of being motivated, according to George, is to find our unique calling and let it drive us forward toward experience and fulfillment on our own terms.  “You should always be motivated by the mission,” writes George, “not your money.”  Be an authentic leader.  Lead through your heart by leading in a manner that is true to yourself and the values you hold.  As a leader, George concludes passionately, you must follow a direction that allows you to engage the hearts of others, and that – most importantly of all – engages your own heart as well.  

	Management Skill
	Relevant Articles

	leading with authenticity and soul  
	Chapter 1: 
Leadership Is Authenticity, Not Style — Bill George

Chapter 2:  
Credibility Is the Foundation of Leadership — James M. Kouzes and Barry Z. Posner

Chapter 31: 
Leading From Within — Parker J. Palmer

Chapter 32: 
Reflective Action — Robert E. Quinn

Chapter 33: 
From Success to Significance — David Batstone

Chapter 34: 
If Not Me, Then Who? If Not Now, When? — Bill George

	building trusting work relationships 
	Chapter 1: 
Leadership Is Authenticity, Not Style — Bill George

Chapter 2: 
Credibility Is the Foundation of Leadership — James M. Kouzes and Barry Z. Posner

Chapter 16: 
Establish Competence and Build Trust — Terry Pearce

Chapter 18: 
The Seven Essentials of Encouraging – James M. Kouzes and Barry Z. Posner

Chapter 21:  
Developmental Relationships – Cynthia D. McCauley and Christina A. Douglas 
Chapter 28:
Overcoming the Five Dysfunctions of a Team – Patrick Lencioni



	managing conflict and crisis
	Chapter 26: 
Deal With Your Crises – Patrick McKenna & David Maister

 Chapter 27: 
Dealing with Conflict – Marick Masters & Robert Albright

	creating and sustaining innovation 
	Chapter 12: 
How Change Really Comes About – Rosabeth Moss Kanter, Barry Stein, and Todd Jick

Chapter 30: 
Building Companies Where Innovation is a Way of Life – Robert Sutton

	managing interpersonal relationships in the workplace 
	Chapter 2: 
Credibility is the Foundation of Leadership – James M. Kouzes and Barry Z. Posner

Chapter 15: 
Artful Listening — Steven B. Sample

Chapter 16: 
Establish Competence and Build Trust — Terry Pearce

Chapter 17: 
Read People: Identifying Emotions — David R. Caruso and Peter Salovey

Chapter 18: 
The Seven Essentials of Encouraging — James M. Kouzes and Barry Z. Posner

Chapter 19: 
Motivating and Satisfying Excellent Individuals — Edward E. Lawler III

Chapter 20: 
How to Give Feedback — Harvey Robbins and Michael Finley

Chapter 21: 
Developmental Relationships – Cynthia McCauley & Christina Douglas

	hiring
	Chapter 8: 
Hire the Right People – Edward E. Lawler III

	interviewing
	Chapter 9: 
Managing the Interview Process – Richard Camp, Mary E. Vielhaber, Jack Simonetti

	managing and leading change
	Chapter 5: 
The New Managerial Work – Rosabeth Moss Kanter

Chapter 12: 
How Change Really Comes About – Rosabeth Moss Kanter, Barry Stein, and Todd Jick

Chapter 13: 
Learning to Lead Change: The New Principles for CEOs and Companies – David A. Nadler & Mark B. Nadler

	maintaining flexibility and openness
	Chapter 5: 
The New Managerial Work – Rosabeth Moss Kanter

Chapter 13: 
Learning to Lead Change: The New Principles for CEOs and Companies – David A. Nadler & Mark B. Nadler

Chapter 15: 
Artful Listening — Steven B. Sample

Chapter 29: 
Myths and Realities of Leading Virtual Teams – Deborah Duarte & Nancy Tennant Snyder

Chapter 30: 
Building Companies Where Innovation is a Way of Life – Robert Sutton

	establishing sound and legal personnel policy  
	Chapter 10: 
Employment Law from a Manager’s Perspective – Dana M. Muir

	establishing metrics and outcome measures
	Chapter 11: 
Pick Relevant Metrics – Douglas K. Smith

	communications skills
	Chapter 15: 
Artful Listening — Steven B. Sample

Chapter 16: 
Establish Competence and Build Trust — Terry Pearce

Chapter 17: 
Read People: Identifying Emotions — David R. Caruso and Peter Salovey

Chapter 18: 
The Seven Essentials of Encouraging — James M. Kouzes and Barry Z. Posner

Chapter 20: 
How to Give Feedback — Harvey Robbins and Michael Finley

Chapter 21: 
Developmental Relationships – Cynthia McCauley & Christina Douglas 

	creating a positive work environment; motivating employees


	Chapter 2: 
Credibility is the Foundation of Leadership – James M. Kouzes and Barry Z. Posner

Chapter 16: 
Establish Competence and Build Trust – Terry Pearce

Chapter 17: 
Read People Identifying Emotions – David R. Coruso and Peter Salovey

Chapter 18: 
The Seven Essentials of Encouraging – James Kouzes & Barry Posner

Chapter 19: 
Motivating and Satisfying Excellent Individuals – Edward Lawler III

	giving feedback 
	Chapter 20: 
How to Give Feedback – Harvey Robbins & Michael Finley

	listening skills
	Chapter 15: 
Artful Listening – Steven B. Sample

	running strong meetings
	Chapter 24: 
Solving the Problem of Bad Meetings – Patrick Lencioni

	diagnosing and managing politics 
	Chapter 14: 
The Manager as Politician – Lee Bolman & Terrence Deal

Chapter 25: 
Politically Astute Negotiating – Kathleen Reardon

	negotiating
	Chapter 25: 
Politically Astute Negotiating – Kathleen Reardon

	enhancing teamwork and team development
	Chapter 6: 
The Post-Capitalist Executive—An Interview with Peter Drucker – T. George Harris

Chapter 28: 
Overcoming the Five Dysfunctions of a Team – Patrick Lencioni

Chapter 29: 
Myths and Realities of Leading Virtual Teams – Deborah Duarte & Nancy Tennant Snyder

	goal setting and achieving results
	Chapter 22: 
The Call for Results – Clinton Longnecker & Jack Simonetti

Chapter 11: 
Pick Relevant Metrics – Douglas K. Smith

	managing information  
	Chapter 4: 
Rounding Out the Manager’s Job – Henry Mintzberg

Chapter 5: 
The New Managerial Work – Rosabeth Moss Kanter  

Chapter 7: 
Seven Practices of Successful Organizations – Jeffrey Pfeffer

Chapter 18: 
The Seven Essentials of Encouraging – James M. Kouzes and Barry Z. Posner

Chapter 23: 
Operating within the Realities of Organizational Life – J. Davidson Frame

Chapter 24: 
Solving the Problem of Bad Meetings – Patrick Lencioni

Chapter 30: 
Building Companies Where Innovation is a Way of Life – Robert I. Sutton  

	networking and constituency building


	Chapter 14: 
The Manager as Politician – Lee G. Bolman and Terrence E. Deal

Chapter 21: 
Developmental Relationships – Cynthia McCauley & Christina Douglas

	creating and sustaining managerial confidence 


	Chapter 2: 
Credibility is the Foundation of Leadership – James M. Kouzes and Barry Z. Posner

Chapter 4: 
Rounding Out the Manager’s Job – Henry Mintzberg

Chapter 6: 
The Post-Capitalist Executive—An Interview with Peter Drucker – T. George Harris

Chapter 32: 
Reflective Action – Robert E. Quinn

Chapter 33: 
From Success to Significance – David Batstone

	designing compensation and  reward systems 
	Chapter 19: 
Motivating and Satisfying Excellent Individuals – Edward Lawler III

	creating organizational learning and development 


	Chapter 4: 
Rounding Out the Manager’s Job – Henry Mintzberg 

Chapter 7: 
Seven Practices of Successful Organizations – Jeffrey Pfeffer

	self-renewal 


	Chapter 2: 
Credibility is the Foundation of Leadership – James M. Kouzes and Barry Z. Posner

Chapter 3: 
Management vs. Leadership – Warren Bennis and Burt Nanus

Chapter 23: 
Operating Within the Realities of Organizational Life – J. Davidson Frame

Chapter 31: 
Leading from Within – Parker J. Palmer

Chapter 32: 
Reflective Action – Robert E. Quinn 

Chapter 33: 
From Success to Significance – David Batstone

Chapter 34: 
If Not Me, Then Who? If Not Now, When? – Bill George

	handling emotions in the workplace 
	Chapter 17: 
Read People: Identifying Emotions – David R. Coruso and Peter Salovey

Chapter 18: 
The Seven Essentials of Encouraging – James Kouzes & Barry Posner 

Chapter 26: 
Deal with Your Crisis – Patrick J. McKenna and David H. Maister


Teaching Management Skills: Course Options and Focus 
Undergraduate and graduate level courses can be developed to focus exclusively on the teaching of a broad range of management skills.  Those might concentrate on basic skills for supervision, leadership, general management, or informed followership.  The template above provides a starting point for identifying relevant skills in such courses.  The six sub-sections of the Reader (What Makes a Great Manager;  Creating and Shaping the Work Environment; Communicating, Leading and Motivating People; Getting the Work Done; Leading Complex Organizational Processes; and Sustaining the Great Manager) can also become the basic structure for a more general skills-based course.  The Reader can serve as the primary source of readings or supplement another text.  

Another option is a course built around a particular skill (e.g., negotiations or self-renewal) or defined subset of skills (e.g., interpersonal relations, managing planned change, conflict resolution, political skills,  etc.).   Here, the template above identifies a set of core readings to launch the course, as well as others for background and understanding of key organizational processes or requirements.  For example, a course on planned change would obviously employ chapters specifically addressing those issues (Chapter 5, 12, 13).  But topics, such as goal setting, handling workplace emotions, managing information, running strong meetings, building trust, and so on are equally relevant to course goals.   

Finally, many courses in the administrative sciences can add a skills component to current course structures as a way to successfully address theory vs practice issues – and persistent criticisms of unskilled program graduates.  The template above can assist instructors in tailoring skills-based readings to course topics, as well as identifying where experiential or field-based activities can be added.  Courses that use the “classroom as organization” model (e.g., a google search provides information on the model. For a start, http://academics.smcvt.edu/rputzel/xb/JMEarticle.htm or http://academics.smcvt.edu/rputzel/xb/In_brief.htm) are perfect candidates for skills development.  So are all courses that use less complicated student task or work teams as part of their course design.    

PART 3: Syllabi, activities, and cases   

PART 3 provides sample syllabi with suggested cases and activities – one for a graduate course in higher education leadership and administration, a second for graduate level management audiences on leadership and organizations, and a third for a series of modules on organizational culture and change that can become the basis for a graduate seminar (with the addition of research and writing assignments) or developed into a series of training modules (with appropriate experiential activities and outcome goals).  The higher education syllabi can be adapted to a K-12 leadership focus by substituting relevant K-12 cases and examples.  Symbols in the syllabi identify case sources (e.g., HGSE, HBS).  Full information about various case clearing houses, as well as the sources for suggested cases and videos are available in the Appendices.  

The two full course syllabi provided are designed for graduate classes that meet for an extended period of time once a week (a 3 hour block).  Instructors can adapt the syllabi for undergraduate audiences, graduate classes meeting multiple times per week, or smaller teaching and training modules.  MBA classes, for example, meeting twice a week can set aside a first meeting on a topic for discussion of readings and/or an assigned case, as well as a simple, skills-based diagnostic activity.  The second meeting on the topic can be devoted to experiential and skills practice activities.  

A detailed instructor’s guide for “Reframing Organizations” provides a myriad of suggestions for  cases, videos, experiential activities, chapter foci, and discussion options beyond those provided in the sample syllabi.  Those materials are available at http://jws-edcv.wiley.com/college/bcs/redesign/instructor/resource/0,12264,_0787964263_BKS_1748___2445__,00.html 
Sample Syllabi 
1.  graduate course in leadership for a higher education administration program [one, three hour meeting per week]

LEADERSHIP IN HIGHER EDUCATION
OVERVIEW:  The course focuses on leadership, exploring connections among different approaches to leadership, forms of power, and leadership behaviors.  It is intended for those who aspire to leadership in higher education;  however, learnings are equally useful in other areas.   The course provides opportunities to think more systematically about leadership and to increase one’s personal leadership capacities.  Class activities include lectures, case discussions, films and videos, developmental assessments, reading and writing assignments, and group projects. Students will leave the course with deeper understanding of what leadership means and requires, enhanced leadership skills, as well as important insights into themselves as leaders.  How well each uses these opportunities depends on individual energy, initiative, commitment, and wisdom – qualities as essential to learning about leadership as they are to leading.  

ACTIVITIES and REQUIREMENTS:    There are five requirements for this course.    

learning leadership:  We will all commit to developing a spirited learning community that provides learning for every member. This means each of us will take responsibility for success of the community, as well as our own learning, and learn about leadership by trying to lead.  

1. developmental assessments: Three developmental exams will assess understanding of basic leadership concepts.  Each will cover required readings that have not yet been discussed in class. The assessment process has individual and group components, and strengthens abilities to judge and communicate the value and meaning of what we read.  Exam dates are on the syllabus.  

2. learning memos:  Three learning memos (each 1-2 pages long) provide opportunities to write clearly and succinctly about assigned topics. Topics questions for each memo are on the syllabus, and listed on the date due.  No late memos will be accepted without prior approval. 

3.  individual reflection paper:  The final course paper (8 pages maximum) is an individual reflection paper that identifies the most important leadership lessons that you take from the course, why these are personally meaningful, and how each will be incorporated into your leadership. Students may want to keep a personal journal to reflect on their leadership insights and behaviors in and out of class as data for this paper.      

4.  learning teams:  Every student will be a member of a small learning team that will conduct a research project on a group-selected leadership topic, and use its research as a basis for a class presentation (30 minutes maximum) or a short paper that will be distributed to and discussed in  class. Learning teams offer opportunities to practice and enhance important leadership skills. The project also enables students to pursue and share individual interests. Six possible topics (and a suggested starting place) are provided below.  Do not feel limited by this. Each group must submit a project choice memo (1-2 pages long) that outlines its topic and rationale for the choice by the date listed on the syllabus. Possible leadership topics include: 


1.  leadership and  power 

starting book: Jeffrey Pfeffer.  Managing With Power: Politics and Influence in Organizations.  Boston: Harvard Business School Press, 1994.

This book demonstrates links between  power and leadership, and examines personal attributes and structural factors that lead to organizational and individual success. A classic, must-read for leaders.  

2. leadership and ethics

starting book:  
James O'Toole.  Leading Change: Overcoming the Ideology of Comfort and the Tyranny of Custom.  San Francisco: Jossey-Bass, 1995.

The book challenges beliefs in amoral leadership, and uses James Ensor's painting, "Christ's Entry into Brussels in 1889"  (http://www.getty.edu/art/collections/objects/o932.html), to examine leadership from historical, artistic, cultural, moral philosophical, and political perspectives.  

3.  leadership and emotional intelligence 

starting book: 
Daniel Goleman, Richard Boyatzis, and Annie McKee. Primal Leadership: Realizing the Power of Emotional Intelligence. Boston: Harvard Business School Press, 2002. 

This book applies Goleman’s groundbreaking “emotional intelligence” to leadership. It advocates for emotion as the heart of good leadership, and offers strategies for creating leadership “resonance.”

4.   leadership and spirituality

starting book:   Lee Bolman and Terrence E. Deal.  Leading with Soul – An Uncommon Journey of Spirit (second edition).  San Francisco: Jossey-Bass, 2001.    

Spirituality – the search for a larger purpose in life and work – is a powerful leadership theme. This story of one man's search for a different way to lead and live captures current thinking on the issues.    

5.   leadership and change

starting book: 
John P. Kotter.  Leading Change. Boston: Harvard Business School Press, 1996. 

The book distinguishes leading from managing change, and offers a practical, eight-stage process for implementation.  One of many books by John Kotter, a respected change guru in the leadership field.

6.   leadership and capacity building  

starting point:
Ronald Heifetz. Leadership Without Easy Answers. Cambridge: Harvard University Press, 2001. 
The book explores the differences between technical and adaptive leadership, and examines how leaders work to create individual and community capacity for sustained change.  The examples are well developed and provide insights into leadership across sectors and eras.  

OTHER  ACTIVITIES:  Paralleling the objectives of the course,  other activities include:

(1)
Discussions of readings, cases, films, and activities to deepen understanding of leadership theory and practice  

(2) 
Readings, listed on the syllabus for the date they are due. 

Again, it is expected that each student will assume leadership and explore ways to maximize the quality of class discussions, as well as facilitate the involvement of others. 

GRADING:  A letter grade will be provided to all students. Grades will be determined as follows: (1) developmental assessments: 20% of final grade; (2) learning memos: 20%;  (3) team performance on the group presentation or paper: 30%;  (4) individual reflection paper: 20%; (5)  class participation and leadership: 10%

Papers are due by class time on the dates listed on the syllabus. Late papers will be lowered one letter grade for the first day of lateness.  Papers more than one week late will constitute an automatic failure of that assignment.  Exceptions are possible only for very serious reasons and only with prior instructor approval. 

Criteria for determining class participation and leadership grades are the following:

(1) quality:  responses that reflect deep and accurate understanding of materials and contribute to class learning 

(2) quantity:  active involvement in discussions and activities throughout the term  

(3) integrativeness:  responses that: (a) enable the class to see the relevance of issues or cases to course goals; and (b) demonstrate abilities to integrate learnings from past discussions, activities, or readings. 

Criteria for grading written papers include:

(1)  
depth of your learning about leadership 

(2)  
abilities to integrate accurately and deeply theories and ideas from course discussions and readings 

(3) 
clarity, quality, and organization of your writing and analysis. (Students are encouraged to work with staff at the University Writing Center to improve graduate-level writing skills.)

(4) 
quality and quantity of learning about your own approach to leadership and how to become a more effective leader. (This criterion is particularly important in the individual reflection paper.)

DISABILITIES: The University asks that I remind you of the following:  If you have any questions or disability, or if you desire accommodations under the Americans with Disabilities Act, please contact the Office of Disabled Student Services.
PLAGIARISM and CHEATING: None will be tolerated!    
READINGS:  A case packet and two books will serve as primary reading sources. Cases are available for purchase from the instructor. They are:

Lee Bolman and Terrence E. Deal. Reframing Organizations: Artistry, Choice and Leadership (3rd edition). San Francisco: Jossey-Bass, 2003. 

Management Skills: A Jossey-Bass Reader. San Francisco: Jossey-Bass, 2004.

The Bolman and Deal text and the articles in Management Skills provide ample references for individuals or groups who wish to pursue certain topics in more detail. On-line data-bases, such as questia [http://www.questia.com], are additional resources.  

SCHEDULE and ASSIGNMENTS 

Class 1 
Introduction and Overview:  Why Study Leadership?

Skills focus for experiential activities: self-assessment, first impression management

Suggested video: “Office Space,” segment on the TPS report 

Class 2 
Class 2

What is Leadership?



Required readings: 
Bolman and Deal,  chapters 1, 2


Reader, chapters 1, 2, 3, 28   

Study Questions:

1. What is leadership?  What is management? What do the terms mean to you?

2. What is a frame?  Why is it important to good leadership?  


3. Do you consider yourself a leader?  A manager? Why?  Why not?


Skills focus for experiential activities:  team formation, team building 

Class 3 
Leading,  Learning, and Framing
Required reading: 
Reader, chapter 4, 5, 6 


Study Questions: 


1.
What are your leadership strengths?  How do you know?

2. 
What is your leadership Achilles heel?  How do you know?

3.
What are your strengths and weaknesses as a learner?  How do you know?

FIRST DEVELOPMENT EXAM (covering required readings)  

Skills focus for experiential activities: self-assessment, self-reflection

Suggested framing activities: see pp. 35-40 in the instructor’s guide for “Reframing Organizations” at http://jws-edcv.wiley.com/college/bcs/redesign/instructor/resource/0,12264,_0787964263_BKS_1748___2445__,00.html
Assessment Instrument:   Four Frames Leadership Orientation Assessment Instrument available on p. 41 in the instructor’s guide for “Reframing Organizations” at http://jws-edcv.wiley.com/college/bcs/redesign/instructor/resource/0,12264,_0787964263_BKS_1748___2445__,00.html
Class 4 

A  Structural View: Leader as Architect

Required reading:
Bolman and Deal,  chapters 3, 4, 5

CASE: Leadership at Lesley College [HGSE]

Reader, chapters 12, 13 

Study Questions:

1. 
What was happening at Lesley College that led to the need for structural change? 

2. 
How does the structural frame help you account for McKenna’s responses? For responses to McKenna? 

3.
If you were Margaret McKenna, what, if anything, would you have done differently? 

4. 
What kind of structural leadership do you bring to your learning team?  Is it working?  

GROUP PROJECT CHOICE MEMO DUE (one per group)

Skills focus for experiential activities:  situational diagnosis, design and communication of planned change strategy (role playing from case)

Suggested video: “Lean on Me,” segment: first staff meeting for new principal   

Class 5
A Human Resource View:  Leader as Catalyst and Servant

Required reading:

Bolman and Deal,  chapters 6, 7, 8


Reader, chapters 17, 18, 19

CASE: Douglas Hartman: Funding a World-Class Library (A) 
and (B)  [HGSE]

Study Questions:

1.  
Overall, what grade would you give Hartman for his leadership of the Mountain State University Library?  Why?

2.  
If you were Hartman, what, if anything, would you have done differently?  Why? 

3. 
What kind of human resource leadership do you bring to your learning team?  Is it working? 

FIRST LEARNING MEMO DUE.   Learning memo topic:  Name your most significant learning about leadership from your study of the structural frame, and your most significant learning from the human resource frame. How will you incorporate those two key lessons into your participation in your learning team?  What impact do you anticipate?  How will you know if you are successful?  

Skills focus for experiential activities: communications, involving others in decision making (role playing from case)
Suggested video: “Glory” 

Class 6
A Political View I:  Leader as Politician: Coalition Building and Agenda Setting

Required reading:
Bolman and Deal,  chapter 9, 10, 11 

Reader, chapters 14 

Study Questions:

1.
What is the role of politics and political activity in leadership effectiveness?  

2. 
Are politics and political activity essential for good leadership?  incompatible with good leadership?  both of the above?  none of the above?

3.   
What role do politics, coalition building, and agenda setting play in your learning team?  
4.
What form of political leadership do you bring to the group?  Is it working? 

SECOND DEVELOPMENTAL EXAM 

Skills focus for experiential activities: mapping the political terrain  

Suggested video: Hedrick Smith’s “The Power Game” [PBS] segment: the coalition game  

Possible case: West Point: The Cheating Incident [HBS] or Harriman College [HGSE]  

Class 7
A Political View II:  Leader as Advocate, Negotiator, and Conflict Manager 

Required reading: 
CASE:  University of Missouri [HGSE]


Reader, chapters 25, 26, 27
Study Questions:

1.
What went wrong at the University of Missouri?

2.
What were Bunn's influence strategies and sources of power?

3.
What,  if anything, should Ron Bunn have done differently?

4.
What should Bunn do now?

Skills focus for experiential activities: negotiating and bargaining, communications in a political environment (role playing from case situation)  

Class 8
A Political View III: Leader as Power and Authority

Required reading:

Reader, chapters 8, 11, 22, 24, 28  

Study Questions:

1.  
What are sources of power? 

2.  
What’s the difference between power of position and power of person?  

3.
Who’s got the power in your learning team?  What kind?  Why?  

Suggested experiential activity: Bolman and Deal’s power simulation – instructions for two versions of the simulation are available at: http://bloch.umkc.edu/classes/bolman/reframing_teaching_resources.htm
 
SECOND LEARNING MEMO DUE.   Learning memo topic: In his book, “Leadership Without Easy Answer,” Ronald Heifetz states that authorities “serve as repositories for our worries and aspirations.”  What are the implications of this statement for understanding leadership?  Power?  Responsibility?  

Class 9 
A Symbolic View I:  Leader as Meaning Maker and Impression Manager


Required reading:
Bolman and Deal,  chapters 12, 13, 14

Study Questions:

1.
Ronald Reagan conveyed strong,  public images of the Presidency while in office.  Was he a leader?  Is what you saw,  what you got?  

2. 
Bill Clinton and George Bush conveyed different images of leadership in the White House.  Was Clinton a leader?  Is Bush?  Is what you see,  what you get in both cases?  Neither?

3.
What image do you project as a leader?  How do you know?  If asked, what would your learning team say about you?     

Skills focus for experiential activities: impression management 

Suggested video: Hedrick Smith’s “The Power Game” [PBS] segment: The Image Game 

Possible case: West Point: The Cheating Incident [HBS]

Class 10 

A Symbolic View II:  Leadership as Vision and Charisma

Required reading: 
Reader, chapters 15, 16, 21


Study Questions:

1.
Think of someone charismatic.  What makes him/her so?

2.
Are you a charismatic leader?  Why?  Why not?  What would make you more so?

3.
Think of an issue that you are passionate about.  How could you give voice to that vision?  What would you say?  How would you say it? [Come prepared to share your vision with the class.] 

THIRD LEARNING MEMO DUE.   Learning memo topic:  How does a good leader give voice to the vision?  How will you incorporate these insights on vision into your own leadership?  What will we see differently in class because of it?        

Skills focus for experiential activities: persuasive speaking, imagery and vision development 

Suggested video:  Dr. Martin Luther King’s “I Have a Dream” speech 

Class 11

Reframing Leadership

Required reading:

Bolman and Deal, chapters 15, 16, 17

Reader, chapter 7, 20 

Study Questions:

1.
What is reframing?  

2.
What are the benefits of reframing leadership?  The challenges?  The downsides?

3.
If you were Cindy Marshall [case in Bolman and Deal], what would you do?  Why? 

Skills focus for experiential activities:  framing information, giving good feedback 

Suggested assessment: “The City” activity, found on p. 56 (exercise 2.4) of the instructor’s guide for “Reframing Organizations” at http://jws-edcv.wiley.com/college/bcs/redesign/instructor/resource/0,12264,_0787964263_BKS_1748___2445__,00.html 
Class 12

Leadership and Change

Required reading:
Bolman and Deal, chapters 18, 20

Reader, chapters 23, 32, 33

Study Questions:

1.
Overall, what grade would you give David King for his leadership at RFK High [case in Bolman and Deal]?  

2.  
How do each of the four frames enable you to account for the tension between Chauncey and Betsy?  

3.
What should David King do now?

THIRD DEVELOPMENTAL EXAM 

Skills focus for experiential activities: situational diagnosis, running a good meeting, agenda setting, self-reflection, dealing with emotions in the workplace 

Suggested video: “Stand and Deliver,” segment: Jaime’s first day visit to the school’s front office 

Possible case: Curriculum Change at Babson College [HGSE]

Class 13

Leadership and Spirituality

Required reading:  
Bolman and Deal, chapter 19

Reader,  chapters 31, 34  

Study Questions:
1.
What brings meaning and purpose to your life?   Please be prepared to share the answer to this question in class.  If helpful, bring a short reading or poem (one you’ve written or read) that best expresses the answer to this question. 

2.
Why do you want to lead?

Skills focus for experiential activities:   authentic communications, development of a vision

Class 14

Leadership: Hard Work, Commitment, Innovation 

Required reading:  
Reader, chapters 29, 30


Study Questions: 

1.
What are the costs to those who choose to lead? The benefits? 

2.
What are you willing to do/give/give up in order to succeed in your current leadership endeavor? 

3.
How do you sustain an engaged, entrepreneurial spirit at work?  

Skills focus for experiential activities: risk taking, self- renewal 

Possible case:  Crisis at Wesleyan University (X), (Y), (Z) [HGSE]

Class 15

Leadership:  Artistry and Choice

Required reading: 
Bolman and Deal, Epilogue

Study Questions:

1.
What is good leadership? 

2.
How do you do it? 

Possible case: Frontier State University (A), (B) [HGSE] 


................................................................

2. Graduate course in leadership and organizations for an MBA program 
LEADERSHIP IN ORGANIZATIONS [one, three hour meeting per week]

Overview
This course is particularly intended for those who aspire to leadership in organizational settings, individuals who want to make a positive difference in an organization or institution.  The course seeks to provide learning about leadership at three levels:

Conceptual:  leadership as an idea, and ideas about leadership 

Action: strategies for effective leadership 

Personal:  reflecting on ourselves as leaders (our beliefs, values, and strategies)

The course views leadership as a performing art, situated in relationships and social contexts.  Leadership requires integration of thought, feeling and action, with self as vehicle.  The course design is intended to challenge students conceptually through readings, discussions, and developmental assessments, and to challenge at the level of self and action through teamwork reflective cases, and “leadership challenges.” 

Readings
Bolman L. G. and Deal, T. E. Reframing Organizations, 3d ed.  San Francisco: Jossey-Bass, 2003

Kouzes, J. M. and Posner, B. Z.  The Leadership Challenge, 3d edition.  San Francisco: Jossey-Bass, 2002.

Management Skills: A Jossey-Bass Reader. San Francisco: Jossey-Bass, 2004.

Case packet 

Assignments:  Grades will be based on a combination of: (1) Developmental Assessments: written examinations on course material completed both individually and in teams; (2) Case paper presentation; (3) Case discussion leadership; (4)  Leadership Challenges (in-class leadership tasks); and (5)  Final paper.

A.  Developmental Assessments
Developmental assessments will be in-class written tests on the ideas in the readings.   They will include a mixture of true/false, multiple-choice, and short-answer questions. Each developmental assessment will include the following steps:

1.  Individual assessment

2.  Group assessment.  (Group members will meet immediately after completing
     the individual assessment, and develop a consensual answer to each of the
     questions on the individual assessment.)

3.  Grading and feedback 

4.  (Optional) Groups or individuals may file written appeals in cases where they
     believe they have been graded incorrectly.  The instructor will respond to
     appeals by the next class. 

The developmental assessments will test primarily for understanding of the ideas and concepts in the course readings, and for ability to apply those concepts in practice. Dates for assessments are indicated in the syllabus.  Assessment will sometimes cover material that has not yet been discussed in class.  

B.  Case Paper Presentation
Each student will prepare a brief personal case paper, describing a leadership challenge that s/he has experienced.  The case paper is ungraded, but students will receive a grade based on the effectiveness of their presentation and discussion of their case paper in their learning team.  

C.  Case Paper Discussion Leadership
In addition to presenting their own papers, students will also be responsible for leading the discussion of another student’s case, and will receive a grade based on how well they led the group’s discussion.
D.  Leadership Challenges 
Leadership challenges will be in-class leadership tasks related to material in the course.  The challenges will be team-based: for each task, a team will prepare one or more of its members to represent it in a leadership role-playing situation.  Grades assigned to its representatives will be shared equally among all members (i.e., what your representatives get is what you get).  

    
 E.  Final Paper
The final paper will briefly summarize what the student has learned from the course, and apply those learnings to his/her personal case.  The final paper should respond to the following questions:  

1.  In brief, what are the most important ideas about leadership that you will take
     away from the course?

2.   What are the most important things that you have learned about yourself?  

3.  How would you apply your learning to your personal case?  How would you
     think or act differently based on what you have learned?

Papers should present a clear, thoughtful and organized response to the questions.  Grades will be based on:

(1) How clearly and persuasively the paper articulates important learning from
     the course.  

(2) How much insight is reflected in the description of learning about oneself. 

(3) How well the paper develops linkages between learning and the personal
     case.

Final papers should not exceed four pages double-spaced.

Final papers are due at the beginning of the final class.  Late papers will be reduced one letter grade for each day that they are late.  Exceptions are possible only under compelling circumstances, and only if negotiated in advance of the due date.

Grading
A group consensus process will determine how each of the course assignments will be weighted in determining final grades.  Percentages must sum to 100%, and no assignment can be weighted less than 5% of the grade.  

Developmental Assessment #1: 

Individual: 


____%

Group:



____%

Developmental Assessment #2:  

Individual: 


____%

Group:



____%

Case Paper Discussion

____%

Case Discussion Leadership 

____%

Leadership challenge #1:

____%

Leadership challenge #2:

____%

Leadership challenge #3:

____%

Final Paper: 



____%

Total:




 100%

Learning Teams
Everyone will be a member of a learning team, which will form during the second class.  The process for forming groups will emphasize diversity in skills and experience. Members of learning teams will work together on leadership challenges, personal case discussions, and the group component of developmental assessments. 

Class Schedule
Class 1: 
Introduction
Skills focus for experiential activities: self-assessment, first impression management

Class 2: 
Team Formation
Teams will form in class, and will meet to plan and prepare for the first leadership challenge.

Required readings:
Bolman and Deal, chapters 5, 8, 14

Reader, chapter 28 

Skills focus for experiential activities:  team formation, team building 

Class 3: 
Theories for Action 
Required readings: 
Argyris, “Skilled Incompetence” (Harvard Business Review article)

Reader, chapters 2, 17, 20 

Case: The Case of the Underperforming Executive  -- available at:  www.leebolman.com 
Study Questions:




1.  What is a theory for action?  What is the difference between an espoused
theory and a theory-in-use?  

2.  What is your assessment of Sandy's effectiveness in the meeting with Bill?  In
what ways was Sandy effective or ineffective?

Leadership Challenge #1 – Underperforming Executive [role play using case]

Skills focus for experiential activities:   feedback, reflection techniques for handling emotions 

Class 4:    Leaders at Their Best: Kouzes and Posner’s Personal Leadership Values
Required readings:
Kouzes and Posner, chapters 1-3, 5-6

Reader, chapters 1, 16 

Study Questions: 
1.  In chapter 1, Kouzes and Posner offer a list of five practices of exemplary
leadership.   In chapter 2, table 2.1, they list “characteristics of admired
leaders.” How do those two lists align with one another?

2.  How clear are you about your organization’s values? How clear are you about your personal values link with your organization’s values?

3.  Using the ideas in K-P on pp. 68-69, write (in a page or less) your leadership credo.


--------Personal Case Due-------
Skills focus for experiential activities: communications, values clarification-based assessment   

Class 5:  Reframing Leadership I: The Human Side of Leadership
Required readings:
Bolman and Deal, chapters 6, 7


Reader, chapters 8, 9, 10, 18, 19

Case: Ricardo Semler and Semco S.A. [Thunderbird/Ivey]

Study Questions:

1. What are the central concepts and assumptions of the human resource
perspective? 


2. What are the key characteristics of  human resource leadership?   Which do
you see in Semler?

3.  What makes Semler successful?  How well does he reflect practices
emphasized in Kouzes and Posner?

4.  Are Semler’s practices too extreme?  What can you learn from Semler?
Could any of his practices work in your organization?  

Class 6: Kouzes & Posner II; Introduction to Personal Case Discussions

Required readings: 
Kouzes and Posner, chapters 7-10, 12
Reader, chapters 3, 4


Study Questions:

1.  Kouzes and Posner offer many ideas for enhancing leadership effectiveness.
 List five ideas you find compelling (ideas pertinent to your situation at work or
 elsewhere, and which you haven’t really thought about before).  For each
 idea, identify something you could do, actions you could take, to put the idea
 into practice over the next few months.

2.  For each idea, identify things you could do, or actions you could take, to put the idea into practice over the next few months. Asterisk those that seem most energizing to you and be prepared to discuss in class.

Class 7: Personal Case Discussions 5, 6, 7
Required readings: 
Reader, chapter 5, 6 

Class 8: Reframing Leadership: Frames and Structure 
Required readings: 
Bolman and Deal, chapters 1, 2, 3, 4


Reader, chapters 7, 11

Case: Nature Conservancy [HBS]

Study questions:

Bolman and Deal describe differentiation (dividing up the work) and integration (coordinating after it’s divided up) as central elements of organizational design.

1.  How was Nature Conservancy structured before McCormick became Chief
Executive?  What were the key strengths and weaknesses of the structure?

2.  How is the new structure different from the old?  What are its advantages?
What are its risks? 

3.  Why is there resistance to the changes?  How well is McCormick handling it?
Which aspects of organization change pose the greatest hurdles for
McCormick? 

4.  What should McCormick do? What are likely to be the consequences? How
can he manage these?

5.  Turn back the clock to April 2001. You are Steve McCormick. What are your
priorities for the next six months?  

Skills focus for experiential activities:  situational diagnosis, design and communication of planned change strategy (role playing from case)

Class 9:
Developmental Assessment # 1 (readings to date); Personal Case Discussion #4

Required readings:
Reader, chapters 22, 23   
Class 10: 
Reframing Leadership III: Political Leadership
An in-class organizational simulation will present opportunities to observe and practice leadership in challenging circumstances.  

Required readings: 
Bolman and Deal, chapter 9

Reader, chapters 25, 26, 30

Bolman and Deal, “Monarchs, Lords and Serfs” [available at:  http://bloch.umkc.edu/classes/bolman/reframing_teaching_resources.htm

Class 11: 
Leading from the Middle
Required readings: 
Bolman and Deal, chapter 10

Reader, chapters 15, 24, 27, 28

Case: The Overhead Reduction Task Force (HBS # 400026)

Study questions:

1.  What are the key characteristics of a manager as politician?

2.  As Larry Williams, what would you try to accomplish in your meeting with
Georgia Dixon?  How will you approach her in order to achieve your
purposes?

3.  As Larry Williams, how would you approach the opening meeting of the task
force?  In particular, what would you say or do in the opening minutes of the   first meeting to get things off on the right foot?

Leadership Challenge #2: Overhead Reduction Task Force [role play based on case]

Other possible case: Donna Dubinsky at Apple Computer (A), (B) [HBS]

Class 12:  
Reframing Leadership IV: Symbols and Leadership; Personal 
Case Discussion # 5
Required readings:
Bolman and Deal, Chapters 12, 13


Kouzes and Posner, chapters 11, 12


Case: Peter Browning [HBS]

Study questions: 
1.  What are the basic assumptions of the symbolic frame?

2.  What are the most important symbolic issues that Browning has to deal with
 at White Cap?  

3.  What should Browning’s objectives and time frame be?

4.  What should Browning do specifically in dealing with: White?  Lawson?
 Stark?  Green?

Skills focus for experiential activities: diagnosing culture, communicating vision 

Class 13:    Integrative Leadership 

Required readings:
Bolman and Deal, chapters 17, 18

Reader, chapters 12, 13, 23 

Case: Gary Rodkin at Pepsi Cola North America [HBS]

Study questions:  

1.  It’s August 2000.  As Rodkin, you’ve been in the job since the beginning of
the year.  What are your priorities?  How will you achieve them?

2.  Roger Enrico has asked you to make a brief presentation to the board in
which you outline PCNA’s most important opportunities and challenges, and
what you’re going to do about them?  What will you say to the board?

Leadership Challenge # 3 (Gary Rodkin Board Presentation activity)
Skills focus for experiential activities: impression management, communications   
Class 14: 
Developmental Assessment # 2 (readings from previous classes); Case Discussion # 6

Required reading: 
Reader, chapter 21 

Class 15: 
Leadership, Passion and Ethics 

Required readings: 
Bolman and Deal, chapter 19


Reader, chapters 31, 32, 33, 34

Case: Outback Steakhouse [Taylor] 


Study Questions:

1.  In an intensely competitive industry with a high failure rate, Outback has
done very well.  Look at Outback's success through each of the four frames.
What structural, human resource, political and symbolic factors have been
most critical to the company's successes?  

2.  Outlook's leadership is provided by a troika of Chris Sullivan, Bob Basham,
and Tim Cannon.  If "three's a crowd," this could be a recipe for disaster. 
Why has it worked for Outback?  Can it continue?  

 
..............................................................

3.  
Modules for teaching about organizational culture and leadership development 
Organizational Culture and Leadership 
GOAL:  The purpose of this series of modules is to explore the concept of organizational culture and the leadership skills needed to manage and sustain culture change.  This module can serve as the basis for a graduate seminar in organizational culture, be incorporated into a larger course on organizations or leadership, or adapted into training programs on the topics.   

Two books will serve as sources for reading and reflection:

Edgar Schein.  Organizational Culture and Leadership (3rd edition).  San Francisco: Jossey Bass, 2004.  


Management Skills: A Jossey-Bass Reader. San Francisco: Jossey Bass, 2004.  

module one: 
Understanding Organizational Culture and Leadership 
 
Readings: 
Schein, chapters 1-4


Reader, Part One: What Makes a Great Manager? chapters 1-6  

questions for discussion:


1.  What is organizational culture?  How is it formed?  How can we know it? 

2.  What is the relationship between organizational culture and leadership?

3.  What makes a great manager?  A great leader?  What are the core requirements? 

4.  In what ways are leaders and managers shaped by their organization’s culture?  How in turn do they shape and manage the culture?

5.  Schein states that culture is “morally neutral.”  What does he mean?  Do you agree?  

6.  In what ways do the requirements for great leadership, as proposed by the six authors in Part One of the Reader,  support the development of healthy organizational cultures?  In what ways can they hinder it? 

7. How do your work experiences compare with the organizational examples used by Schein?  Where do the organizations that you have worked with differ?  In what ways are they similar?  

8.  What is the role of personal and evaluative assumptions in diagnosing culture?         

activities: 

1.  Use Schein’s levels of culture to diagnose the culture of an organization, group, or subunit of which you are a member.  What would you predict about what great leadership means within that culture? 

2.  Interview someone you consider a great leader.  What makes them great?  How do their account for their success?  How do they understand their organization’s culture?

3.  Pick a category or type of organization (e.g., a 4th grade classroom in a school, a library, a store, a bank, a restaurant, a scout troop, etc.)  Visit four or five different representatives of your organizations, and identify cultural differences in their functioning.  
4.  Practice observing and diagnosing norms and behaviors.  Pick a random situation where people can be observed in action (e.g., a train station, a hotel lobby, an office).  Watch the action until you can see norm – those unwritten rules of behavior that everyone seems to naturally follow.  What norms can you find?     


skills focus: observational skills,  diagnostic skills, communications skills  

module two:    Shaping Culture and Work life
 
Readings: 
Schein, chapters 5, 6

Reader, Part Two: Creating and Shaping the Work Environment, chapters 7-13

questions for discussion:

1.  How do managers and leaders shape the work environment? 


2.  What leads to healthy work environments?  How do we know?

3.  What enables a leader to manage change?  What are the essential understandings?  The essential skills?

4.  Is managing change the same as organizational culture change?  Where is the overlap?  Where are the processes different?

5.  How are organizational mission and goals linked to culture?  Or are they?

6.  Define and illustrate a metric.  Define and illustrate an assumption.  What’s the difference between them?  

7.  What is the function of an organization’s culture?  

8.  Leaders shape and manage the internal environment of an organization through a variety of processes, from hiring to firing.  How does this daily work impact cultural integration?  The opportunities for cultural change? 

activities:
1.  Create a model for analyzing an organization’s external adaptation requirements (see exhibit 5.1, p. 88) and its internal integration processes (exhibit 6.1, p. 112).  Find a group and apply the model.  What did you learn about the model?  About the organization.    

2.  Repeat #1 above with a different organization.  What do you see by comparing two different organizations?  
3.  Create a new task group.  Have group members determine the norms, values, and culture of the group.  How easy is this to do?  Do the decisions made by the group match the behaviors and group functioning?  
  

skills focus:   diagnostic skills, observational skills, self-reflection, communications

module three:   Motivation, Leadership, and Culture 
 
Readings: 
Schein, chapters 7-11

Reader, Part Three: Communicating, Leading, and Motivating People, chapters 14-21

questions for discussion:

1.  Schein tells us that groups need to learn to become groups.  Who teaches them?  What’s the learning process look like?  What is the leader’s role?  

2.  What do leaders do to motivate others?  What do they do to stifle motivation? 

3.  How do cultural assumptions impact organizational processes, like communications?  Motivation?  Relationship development?  Leadership?  

4.  What is good feedback?  What norms are needed to support it?  What norms block it? If every organization espouses behaviors that support productivity, how come good feedback is so hard to do?  So hard to get?  

5.  Schein describes highly abstract aspects of culture, like assumptions about space,  time, truth, and reality.  What do each of these categories mean?  Illustrate them with examples from your own work life.   

6.  How can cultural analysis “do harm?”  What needs to happen in studying organizational culture to safe-guard institutional integrity? 

7.  Schein identifies different methods of inquiry.  What are they?  What are the costs and benefits for using each typology?  In other words, what would you see?  What would you miss with each?   

activities:
1.  Initiate a conversation about definitions of truth with a co-worker or fellow group member.  How well does it go?  Why?  What did you learn about the assumption individuals hold about the topic?  What did you learn about yourself? 

2.  Create a simple and unannounced experiment that “violates” (safely and legally) expectations that others have for time or space (e.g., stand closer or farther away than is expected during a conversation, talk more slowly than usual, be early or late for an appointment, etc.).  What happens when you behavior in ways that are inconsistent with an organizational norm?  Observe how others respond to the norm violation.  Talk with others and to elicit their understandings and explanations for your “violating” behaviors.   

3.  Review policy information about an organization.  What assumptions about human nature are reflected in the policies?  How do you know?  

4.  Think about organizations that you have worked in.  How do Theory X and Theory Y assumptions help to explain the differences?  Give examples.     

5.  Create a model for “no harm” cultural analysis.  What does it contain?  What elements make it “no harm?”  

6.  Practice in pairs critical skills, like giving good feedback, interviewing others, reflective listening, etc.  

7.  Go to a public place and practice watching others to identify emotions.  Keep a journal or diary.  

8.  Use the various typologies provided by Schein in chapter 11 to study an organization. 

skills focus: 
communications, observation skills, analytic skills, listening, feedback, data gathering/research design    

module four:   Leading Complex Organizational Processes
Readings:   
Schein, chapters 12-14

Reader, chapters 22-29

questions for discussion:
1. How are leadership, culture, and stages of organizational development linked?  

2. What organizational processes enable leaders to impact their culture’s culture?  Why do leaders often miss these kinds of opportunities?

3. What is the role of myths and stories in organizational productivity?  In great leadership?

4. Schein discusses the central role that leaders play in embedding their beliefs, values, and assumptions into an organization.  What about followers?  What is their role?  What mechanisms of influence are available? 

5.  What conditions are necessary for culture formation to occur?  

6.  How is culture “taught” to newcomers?  Provide examples from your own organizational experiences of this teaching process.  

7.  What does organizational mid-life look like?  Do organizations have mid-life crises?     

activities:
1.  Create a stage model of organizational development.  Choose three companies at different stages in that development.  Interview leaders at each to understand their role in culture building and change. 

2.  Collect founder stories for an organization from formal materials and interviews with individuals who have a long history with the organization. 

3.  Schein identifies a series of “embedding mechanisms” (p. 246, exhibit 13.1).   Use them to gather data and analyze a chosen organization.  What does the information tell you about the organization’s culture and the key assumptions that drive it?          

4.  Interview various members of a department or small organization to understand how they handle complex organizational processes, like conflict, crisis management, setting agendas and running meetings, feedback on poor performance, and so on.  What does this information tell you about the strength of the culture?  About important cultural assumptions?    

skills focus: 
communications, observation skills, analytic skills, listening, interviewing, data gathering/research design     

module five:   Building and Sustaining Leadership and Culture

Readings:  
Schein, chapters 15-19   
Reader, chapters 30-34

questions for discussion:
1.  What mechanisms are available for organizational culture change?  Are they all equally effective?  At all times?  Explain and illustrate your answers.

2.  What are the linkages between organizational culture change and individual leadership development? 

3.  What is the difference between planned organizational change and planned organizational culture change?  When is one preferable over the other?  Why?

4.  Schein describes a psychosocial model of organizational culture change.   How does it compare with the models of planned change offered by authors (chapters 12, 13) in the Reader?

5.  Compare and contrast the concept of transformation leadership with the transforming feature of organizational culture change.  What’s different?  What’s the same? 

6.  What sustains great leaders during complex change processes?  What’s the impact of that on the culture?

7.  What is a learning culture?  Do all cultures learn?  Why? Why not?

8.  What is a learning leader?  Do all leaders learn?  Why? Why not? 

9.  Why does Schein call his 10 step cultural assessment process an intervention?    

activities:
1.  Select one of the many books out that describe a major organization in some depth (e.g. Nabisco – “Barbarians at the Gate,” Microsoft – “Breaking Windows,” etc.).  Apply Schein’s 10 step model for assessing the organization’s culture.  What can you learn about the organization’s culture?  What can you learn about the completeness and workable of the model? 

2. Schein offers five characteristics of the learning-leader (pp. 414-417).  Assess your experiences and comfort with each dimension.  Create a development plan for strengthening your leadership capacities.  Share you plan with others.  Request and listen to feedback that confirms and disconfirms your self-assessment.  Refine your developmental plan.        

skills focus: 
self-assessment, observation skills, analytic skills, data gathering/research design, listening, interviewing skills      

 
...............................................................
Appendix A. Sources for Cases
Case clearing houses:    
American Council on Education [1 Dupont Circle, N.W., Suite 800, Washington, D.C. 20036;  telephone, (202) 939-9300] is an excellent source for cases in higher education leadership and institutional management.   http://www.acenet.edu/.

CasePlace.org is a free, online searchable database.  Developed by The Aspen Institute’s Business and Society Program (BSP), the site locates cases, references, commentary, and supplemental teaching materials published by and for business educators, especially materials that deal with pressing social and environmental issues.  The cases come from sources including Harvard Business School Publishing, The Darden Case Collection, Richard Ivey School of Business, University of Western Ontario (Canada), and the European Case Clearinghouse; they cover a wide array of disciplines including Marketing, Finance, Accounting and Management. Cases are easy to search by keyword and themes such as Human Rights, Stakeholder Relationships, and Crisis Management.  http://www.caseplace.org/ 

Case Studies in Marketing, Business is an internet site that provides links to eight sources for marketing, careers, and product research cases. Http://www.knowthis.com/academic/casestudies.htm
Darden Graduate School of Business Case Collection, University of Virginia; telephone: (800) 246-3367;  http://www.darden.edu/collection/index.htm. A searchable catalog is available online, and registered users can preview cases. 

The European Case Clearing House is described as the world’s most comprehensive catalogue of world-wide case studies for management education.  Cranfield University, Wharley End, Bedford MK43 OJR, England;  telephone:  +44 (0)1234 750903; fax: +44 (0)1234 751125; email: ECCH@cranfield.ac.uk;  Web:  http://www.ecch.cranfield.ac.uk/
Hartwick Humanities in Management Institute, Hartwick College, Oneonta, NY 13820; telephone, (800) 942-2737; e-mail, hhmi@hartwick.edu; Web, http://www.hartwick.edu/hhmi/.

HBS Case Services, Harvard Business School, Soldier’s Field Road, Boston, MA 02163; telephone, (800) 545-7685; fax, (617) 783-7666; Web, http://harvardbusinessonline.hbsp.harvard.edu/. The case catalog is available online, and registering at the site enables you to download review copies of cases, as well as some articles and teaching notes. 

Harvard Graduate School of Education (HGSE), Programs in Professional Education Case Distribution, 339 Gutman Library, Harvard Graduate School of Education, Cambridge, MA 02138.     http://www.ppe.gse.harvard.edu/Subnav_Higher/he_4.html   PPE’s collection focuses on cases set in colleges and universities.  The online catalog is organized by function, topic, and institutional type.  

Richard Ivey School of Business, University of Western Ontario; telephone, (800) 649-6355; Web, http://www1.ivey.ca/cases/. A searchable catalog is available online. This has a large  collection of business cases set outside the United States, including many in Canada, Asia, or Europe. This collection now includes Thunderbird cases from The Garvin School of International Management, well known for their focus on global management situations. 

John F. Kennedy School of Government, Case Services, Harvard University, JFK Street, Cambridge, MA 02138; telephone, (617) 495-9523; Web, http://www.ksgcase.harvard.edu/. A searchable catalog is available online, and registered users can download many cases in PDF format for review or purchase.

The Times 100 Cases provides free access to a large number of short, downloadable business cases. Educators can search by business sub-category or through the general search engine. The site also offers teaching assistance and glossary.  http://www.thetimes100.co.uk/welcome.html
Books: 
Merseth, Katherine K.  Cases in Educational Administration.  Reading, MA: Addison-Wesley, 1997.  (One of the best available bound collections of cases set in schools.)

Taylor, Marilyn.  “Outback Steakhouse” see Case Research Journal or in G. Dess, G. Lumpkin, and M. Taylor. Strategic Management: Text and Cases.  New York: McGraw Hill, 2004 at http://highered.mcgraw-hill.com/sites/0072843829/information_center_view0/table_of_contents.html

Appendix B. Sources for Films and Videos
Film and Video Clearing House: 
The Film Connection is a national film library, based in Seattle and available online at  http://www.thefilmconnection.org/   It is a wonderful source for films and videos; and provides film listings by genre, topic or country of origin, along with detailed explanations of what the film is about.  Library staff can assist with discussion questions for use in teaching.  The Film Connection has an extensive catalogue and allows you to borrow the movies at no cost (for now).  The library says that there is no copyright problem showing one of their films in class.  There is a simple on-line registration, and the Film Connection will mail requested DVDs to you in a SASE envelope so you can return them as soon as you are finished. 

Sources for Popular Films and Public Television Videos: 
Barnes and Noble; telephone, (800) 242-6657; Web, http://www.barnesandnoble.com/.

Critics’ Choice Video; telephone, (800) 367-7765; Web, http://www.ccvideo.com/.

WGBH Public Television Media Access Group, WGBH Educational Foundation, 125 Western Avenue, Boston, MA 02134; telephone, (888) 255-9231; e-mail, wgbh@ordering.com; Web:  http://main.wgbh.org/wgbh/shop/.
PBS Video, 475 L’Enfant Plaza, S.W., Washington, D.C. 20024; telephone, (800) 424-7963; Web, http://www.pbs.org/.

Historical Footage: TC \l3 "
John F. Kennedy School of Government, Film Archives, Harvard University, JFK Street, Cambridge, MA 02138; Web, http://www.ksg.harvard.edu/.

The Kennedy Library and Museum, Columbia Point, Boston, MA 02125; toll-free telephone, (877) 616-4599; fax, (617) 514-1652; Web, http://www.cs.umb.edu/jfklibrary/.

Training and Development Films: 
A key source for locating training and development films is the Educational Film and Video Locator of the Consortium of College and University Media Centers, 4th ed., vols. 1 and 2 (New York: R. R. Bowker, 1990). A copy of this easy-to-use reference book is available in most college libraries and university media centers.

Appendix C.  Other Internet Teaching Resources and Materials  
MERLOT (Multimedia Educational Resource for Learning and Online Teaching) at  http://www.merlot.org/Home.po is a free educational resources that supports multiple disciplines.  Its business collection (http://taste.merlot.org/portal/business/) provides links to a broad array of educational resources (including experiential exercises, simulations, and other activities), peer and editorial board reviews, and suggested assignments in the management sciences.

The Journal of Management Education (and its predecessor The Organizational Behavior Teaching Review) contain a trove of experiential exercises and reviews of instructional materials.  An index to JME (2000-2004) is available online at http://jme.sagepub.com/archive/  A searchable index of articles pre-2000, as well as links to other skill building activities, resources, and the Society’s searchable archives of listserv teaching suggestions and materials are accessible through  www.obts.org
The Association for Experiential Education offers links to journals and publications on outward bound and other outdoor educational activities and practices.  http://www.aee2.org/customer/pages.php?pageid=11    

The Academy of Management Professional Development site on teaching provides links to a variety of teaching and support materials.  The site includes information and sources for: 

(1)  Case studies, the case method, course design using cases, and a variety of other case-related resources

(2) Exercises, multimedia activities and resources , and management simulations

(3)  College teaching associations, organizations, and conferences

(4) Teaching journals and management education-related articles

(5) Teaching books and textbooks to assist instructors in improving their teaching

http://myaom.pace.edu/octane8admin/websites/ProfessionalDevelopment/default.asp?ID=5 
An instructor’s guide and additional teaching suggestions for using Schein’s Organizational Culture can be found at  http://jws-edcv.wiley.com/college/bcs/redesign/instructor/resource/0,12264,_0787968455_BKS_2004___3683__,00.html 
An instructor’s guide and additional teaching suggestions for using Bolman and Deal Reframing Organizations can be found at 

http://jws-edcv.wiley.com/college/bcs/redesign/instructor/resource/0,12264,_0787964263_BKS_1748___2445__,00.html 
An instructor’s guide and additional teaching suggestions for using Schermerhorn’s Management (seventh edition) can be found at the following website.  NOTE: access to some materials is limited to instructors who have requested a review copy or adopted the text  

http://jws-edcv.wiley.com/college/bcs/redesign/instructor/0,,_0471454761_BKS_1874____,00.html 
Instructors wishing to pursue certain course topics in more detail can use on-line data-bases, such as questia http://www.questia.com  
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