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COURSE RATIONALE AND OVERVIEW

Leading Organizations (LO) is designed to introduce the fundamental elements needed to become an outstanding manager and leader of people in a dynamic and global business environment.  The purpose of the course is to provide you with both analytical and practical skills for dealing the myriad of managerial situations that challenge you to create the highest levels of performance under the most adverse circumstances.  When you complete this course, you will have:

1. Developed the ability to clearly identify managerial problems, to analyze the causes of the problems, and to generate and implement action steps to address the problems; 

2. Engaged, practiced, and taken steps toward mastering core managerial competencies; 

3. Increased your awareness of your own preferences of thought and action.

The course is offered in two segments in Quarters 1 and 4.  The Q1 course provides you with perspective and opportunities to practice high-quality collaboration.  Here, we cover topics focusing on characteristics, skills, and contexts that facilitate collaboration.  Skillfulness in collaboration is the prerequisite for effectively designing and leading broader organizational systems so that they foster the highest levels of performance.   Toward the end of your first year, the Q4 course focuses on designing, assessing, and, when needed, changing these broader organizational systems.  In the Q4 course, you have the opportunity to integrate what you learn about collaboration with what you will learn about organizational systems.  This will provide you with the inclusive view of organizations that managers and leaders need in order to excel.

Leading Organizations in Q1:  High Performance through Collaboration
Your ability to effectively collaborate — to understand yourself and others, influence others and to work as part of a collective—will determine whether or not you will be successful in a global business community. The Q1 course introduces core concepts critical to your capacity to build high quality, sustainable, collaborative relationships. Building that capability requires attention to four domains:  1) building and maintaining self-awareness of one’s strengths and weaknesses, 2) interacting with and engaging colleagues, 3) dealing skillfully with adversity, and 4) working collectively to generate superior performance. The contents of each module are informed by the previous modules and in this way, the course develops logically. First, you gain understanding about your own preferences and habits and examine your choices for changing those that do not serve you. This increased self-awareness provides you with a finer lens for examining your approach to building one-on-one collaborations and comparing your habitual approach to “best practice” approaches.  Well-developed “one-on-ones” necessarily encounter and resolve conflicts, so we pay special attention to conflicts in collaboration as well as their resolutions.  Finally, we explore your ability to lead and contribute to team collaborations, drawing on what you have learned about yourself as an individual and as a party in your one-on-one collaborations. 
Consistent with four-domain model, the course will be divided into four modules:  Self Awareness, Engagement, Dealing with Adversity, and Working Collectively.  As a prelude to exploring each of the four modules, we spend the first week setting the stage for learning about leadership by introducing the Collaborative Leadership Perspective.  The central assumption of the course (and our expectation of you as emerging collaborative leaders) is that collaborative leaders work with others to jointly develop processes and achieve desired outcomes in a complex and diverse world. Throughout the course, we will challenge you to take a collaborative leadership perspective as you address the myriad of issues that face real managers and leaders on a daily basis.  In every class, we strive to help you experience yourself as a collaborative leader.  Your challenge will be to clearly see what the dilemmas are, develop ways to understand the underlying forces that create the dilemmas, and initiate action to improve the situation.  In a sense, our discussions the first week orient you to this perspective so you can invoke it as we roll up our sleeves and tackle tough issues throughout the remainder of the course.
The Self Awareness Module provides you the opportunity to gain insight into who you are as a leader and what motivates you.  In this module, we begin the ongoing exploration into what competencies you hold that make you effective and what competencies you may need to develop in order to be extraordinary as a leader. We examine the assumptions you hold about leading and managing, and we work to enhance or alter the ones that don’t stand up to scrutiny; for most people there are more than a few.

The Engagement Module will focus on what it takes to initiate and sustain working relationships.  Here, we will attend to the critical concepts and skills relevant in building work relationships:  How do you build strong working relationships with your colleagues, whether they are superiors or subordinates? How do you coach and support those you work with to promote excellence?  How do you use feedback effectively to generate performance and build trust in working relationships?
The Dealing with Adversity Module focuses on a preeminent challenge in building effective collaboration—managing conflict and clashes between people that both prevent work from being completed and damage working relationships.  What creates conflict in collaborations?  How do you deal with that conflict?  How do you manage particularly difficult people?  Here, we delve into some of the most important skills in being an effective manager and leader.

The Working Collectively: Leading Teams in Organizations Module focuses on the dynamics of groups and teams and introduces a variety of concepts and frameworks designed to help you understand how they develop and what you can do to be a better team leader and team member. As the business world continues becomes more dynamic, and as the diversity of national and business cultures becomes even more salient, the role of team-based organizations is growing.  In fact, the organization that develops the capacity to form, utilize, dissolve, and reform effective work teams rapidly has a powerful competitive advantage in the marketplace.  This module will help you see more clearly how groups and teams form, how they develop over time, how common roles emerge, and how to shape and monitor group activity. We will invite you to use your learning teams and other school related and assigned teams more vigorously as real learning laboratories that can strengthen your personal ability to work in and lead teams of varying sizes.

Skilled managers cultivate a “toolkit” of managerial competencies that allow them to tackle each of these domains by continuously increasing insight into them and continuously increasing skill level in dealing with them.  In taking this course, you will both add to the portfolio of perspectives and skills of leadership and management you have already acquired, and you will have the opportunity critically assess which of your current perspectives and skills don’t really work for you.  We will continuously encourage you to make informed, insightful choices about how you lead and how you manage.

Leading Organizations in Q4:  Designing, Leading and Changing Organizations
The Q4 Leading Organizations course builds on the Q1 course in two ways.  Whereas we focus on individual and relational aspects of leadership and management in Q1, we focus on broader systemic elements of leadership and management in Q4.  You will learn to see managerial challenges not only as individual or group challenges—“people challenges,” if you will, but also as organizational systems challenges.  The Q4 course explores larger organizational elements systems that foster highest performance such as structure, staffing, performance management, rewards.  We will also focus on developing organizational culture and leading organizational change.  And, you will have the opportunity to use the collaborative skills you honed in Q1 as you team with classmates to work on an action project that will draw on knowledge gained from both portions of course.  Your Q4 syllabus will include a more detailed description of the course.
Pedagogical Approach.  LO will use a variety of teaching techniques to strive to accomplish our learning objectives. While most of the classes will revolve around case discussions, we will also use experiential exercises (in which the data to be considered and analyzed will be generated real time as opposed to in the past as is the case with cases), reflections on past experiences, and role playing. 

A word about the role plays. Often a case situation invites communication between people in the case around the objectives one or more have set. When we feel it appropriate, we will invite you to play roles designed to help clarify the specifics and realities of trying to implement action plans articulated in class. In most of these role plays the general guide line will be that you be yourself and behave as you would if you were in the situation presented in the case. That is, we are much less interested in how you think someone else should act than we are about how you would act in that setting. 

Some people find this pedagogical technique a bit challenging, even intimidating. But role playing is an excellent way of clarifying your own thinking, of learning what works and what doesn’t work in a situation, and of practicing your personal skills of conversation and persuasion in a relatively safe setting. It’s one thing to talk about doing something, it’s quite another to practice doing it (and yet quite another to actually do it!)

Your faculty endeavor to work with you to create the most powerful learning experiences possible every day we are together.  Join us in this endeavor.  Prepare before class, be present in class, and engage your colleagues and your instructors vigorously.  This is what will create the greatest value for you in learning how to manage and ultimately lead organizations.   

REQUIRED MATERIALS

Required course materials include:

1) The text, Leadership and Self-Deception, by the Arbinger Institute (which must be read in preparation for the second week of class); and

2) Cases, technical notes, and other readings included in the Leading Organizations case packet.
All required course materials are available at the Darden Bookstore.  

GRADING

Leading Organizations will rely heavily on your contributions to the learning environment of the classroom; class contributions will count 40% of your grade. The faculty will review your contributions daily after each class. Your exams will contribute 60% of your grade. We emphasize classroom contribution because we believe that leading in learning results from connecting to the people around you in ways that encourage and challenge them to see the world differently.  Each class period becomes a mini-lab in which you can practice applying ideas, skills, concepts, and perspectives that we introduce during the course.

In this environment, “winging it”—speaking without adequate thought and preparation—won’t get you very far. We evaluate how much you speak, but more importantly, we evaluate the quality of what you say.  Whenever you speak, your comments could have a positive or a negative influence on those around you, including the faculty.  As such, speaking can help your grade or hurt it.

With this in mind, we suggest that you not get too wrapped up in whether you are saying the right thing at the right time.  Instead, try the following strategy: work on being genuinely involved in every class and trying to contribute to others’ learning and well as to your own.  This is usually a winning strategy. Feedback on your class contribution from your instructor will be provided approximately midway through each quarter.

An interim grade is given for performance at the end of Quarter 1. The final grade of record for LO will be based on an equal weighting of your Quarter 1 and Quarter 4 performance with trends taken into account.  All courses in the Darden First Year Program are graded on a curve.
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	Module
	Class
	Materials
	Topic


	Collaborative Leadership
	1


	Taran Swan at Nickalodian (A) (HBS-9-400-036)
In Praise of the Incomplete Leader (R072E)
	Collaborative Leadership


	Self Awareness
	2
	Melissa Daylon (UVA-OB-0902)
“What is Social Intelligence?” from Goleman, D. (2006).  Social Intelligence, (Chp. 6, pp. 82-101), New York: Bantam Books
	How Collaboration Fails

	
	3


	Leadership and Self-Deception, complete text
	Understanding Self-Deception

	
	4
	Leadership and Self-Deception, complete text
	Leadership and Self-Deception

	Engaging Others
	5
	Donna Dubinsky and Apple Computer (A)  (HBS 486-083)

Managing Your Boss (HBR 93306)
	Engaging Others: Managing Upwards

	
	6
	Karen Leary (A) (HBS 487-020)

Managing Performance (HBS 9-496-022) 
	Engaging Others: Managing Performances 

	
	7
	Sloan Performance Review
	Trust and Attributions

	
	8
	Laura Wollen & ARPCO, Inc. (HBS 393-003)

Rethinking Political Correctness (HBR 
	Strengthening Professional Relationships


	
	9
	Principles of Giving and Receiving Feedback  (UVA-OB-0746)

Fear of Feedback (HBR R0304H)
	Using Feedback to Engage Others


	Dealing with Adversity
	10
	Alvarez at Canalven: A Visual Case (A) (UVA-OB-0864)
Managing Conflict in Organizations (UVA-OB-0743)
	Conflict and Working with Difficult People

	
	11
	“Sort out the Three Conversations” Chapter 1 from Difficult Conversations: How to Discuss What Matters Most 
	Having Difficult Conversations


	Working Collectively
	12
	Aston-Blair, Inc. (HBS 9-494-015)

Leading Teams (HBS 9-403-094).  Read Pages 1-9 
	Team Design



	
	13
	View the full length feature film 12 Angry Men, which will be available in streaming video prior to class 

Leading Teams (HBS 9-403-094).  Read Pages 9-19  
	Team Process

	
	14
	Making the Tough Team Call (A) (UVA-OB-0705)

Leading Teams (HBS 9-403-094). Read Pages 19-23
	Team Intervention

	Conclusion
	15
	Moments of Greatness: Entering the Fundamental State of Leadership (HBR R0507F)
	Fundamental State of Leadership

	
	Exam
	
	


Class #1:
Wednesday, August 20th
Topic: 

Collaborative Leadership
Materials:
Taran Swan at Nickelodeon (A) (HBS-9-400-036)
In Praise of the Incomplete Leader (HBR-R0702E)

Course Outline and Description (First Year Course Website)
(Begin reading text, Leadership and Self-Deception, in preparation for Week 2 classes)
Case Data:  
None.

Assignment:

1. What challenges does Swan face?

2. Describe Swan’s leadership style.  What impact has it had on the culture?

3. What has Swan done to foster collaboration at Nickelodeon Latin America?

4. What actions should Swan take at the end of the case?
Notes:
None.

Class #2:
Thursday, August 21st
Topic: 

How Collaboration Fails
Materials:
Melissa Daylon (UVA-OB-0902)
“What is Social Intelligence?” from Goleman, D. (2006).  Social Intelligence, (Chp. 6, pp. 82-101), New York: Bantam Books.
Case Data:
None.

Assignment:

1. What are the challenges in this case?

2. How did Daylon end up in the situation at the end of the case?

3. If Daylon could have asked your advice when she was dealing with her Darden Learning Team, what would you have told her?  Why?

4. What should Daylon do moving forward from the end of the case?
Notes:
None.

Class #3:
Monday, August 25th
Topic: 

Understanding Self-Deception
Materials:
Leadership and Self-Deception, complete text
Case Data:  
None.
Assignment:

1. Please make sure you understand (a) what it means to be “in the box” and “out of the box,” (b) the impact it has on the workplace when people are in the box, (c) how people get in the box, (d) how people come to carry boxes with them, and (e) how you get out of the box.

2. Identify a time in your working life when you were “in the box.” How do you know you were in the box? What is your evidence? What effect did it have on the situation? Were you able to get out of the box? If so, how?
Notes:
None.
Class #4:
Tuesday, August 26th
Topic:
Leadership and Self-Deception
Materials:
Leadership and Self-Deception, complete text
Case Data:
None.
Assignment:

1. Identify a person with regard to who you are currently in the box. Analyze why, and explore how you might be able to get out of the box.

2. Try to identify specific ways in which being in the box or out of the box could affect the performance of a business organization.
3. What could you do to be out of the box as much as possible during our quarter together in LO?

Notes:
None.
Class #5:
Monday, September 1st
Topic: 

Engaging Others:  Managing Upward
Materials:
Donna Dubinsky and Apple Computer (A) (HBS 486-083)


Managing Your Boss (HBR 93306)

Case Data:  
None.

Assignment:


1. What are the problems and issues here?

2. What factors are working for and against Donna in getting what she wants?

3. If you were in Donna’s position what would you have done differently?  

4. If you were her boss, how would you respond?

Notes:
None.

Class #6:
Tuesday, September 2nd
Topic: 

Engaging Others:  Managing Performance
Materials:
Karen Leary (A) (HBS 487-020)
Managing Performance (HBS 9-496-022)
Case Data: 
None.
Assignment:

Please prepare this case individually.  Do not discuss the assignment questions in learning teams.
1. What are Karen’s objectives for herself? For Chung? For the Elmville office?

2. What factors may have contributed to Karen’s dilemma with Chung?

3. If you were in Karen’s position, what would you plan to say at your luncheon with Ted Chung?  Consider the reading, your objectives for the discussion, the sequence of comments/events in your discussion, and what you expect Ted to say.  What messages do you hope Ted will come away with?  

4. If you were in Ted’s position, what would your objectives be?  How would you manage the interview with your boss?

5. What role might Karen’s and Ted’s cultures and genders have played in how this situation unfolded?
Notes:
None.
Class #7:
Monday, September 8th
Topic: 

Trust and Attributions
Materials:
Sloan performance Review
Case Data:
None.

Assignment:
[Insert Here]

Notes:
None.

Class #8:
Tuesday, September 9th
Topic: 

Developing and Strengthening Professional Relationships
Materials:
Laura Wollen and ARPCO, Inc. (HBS 393-003)

Rethinking Political Correctness (HBR R0609D)
Case Data:
None.
Assignment:

1. What are the challenges in this case?

2. What critical conversations should be happening, but are not?  Why aren’t they happening?
3. What should Wollen do?
Notes:
None.
Class #9:
Monday, September 15th
Topic: 

Using Feedback to Engage Others
Materials:
Principles of Giving and Receiving Feedback (UVA-OB-0746)
Fear of Feedback (HBR R0304H)


Section Roster (To be distributed in class)
Case Data:
None.
Assignment:


1.
Your assignment is to rate each of your classmates on their class contribution.  Your ratings will not have an impact on your own or others’ final class participation grades.  Please use the following steps to rate your classmates:

a. Identify the criteria/dimensions on which you will evaluate each person’s class contribution (see the reading above on evaluation),

b. Rate each of your classmates’ class contributions on each of the criteria you identified,

c. Create an overall class contribution score for each classmate.


2.
In class, you will be randomly assigned to three or more classmates to give them your feedback on their class contribution.  Be prepared to deliver your feedback using guidelines from the technical notes above.
Notes:
None.
Class #10:
Tuesday, September 16th
Topic: 

 Conflict and Working with Difficult People
Materials:
Alvarez at Canalven: A Visual Case (A) (UVA-OB-0864)

Managing Conflict in Organizations (UVA-OB-0743)
Case Data:  
None.
Assignment:

1. What does Pinto want?  What does Stone want?  What does Alvarez want?
2. How do Pinto, Stone, and Alvarez define themselves?  What are their self-images?
3.
What should Pinto do?  What should Stone do?  What should Alvarez do?  What will they do?
Notes:

None.
Class #11:
Monday, September 22nd
Topic: 
Having Difficult Conversations
Materials:
“Sort Out the Three Conversations” Chapter 1 from Difficult Conversations: How to Discuss What Matters Most
Case Data:  
None.
Assignment:

In class, we will work in small teams to role-play a series of challenging conversations.
Notes:
None.
Class #12:
Tuesday, September 23rd
Topic: 

Team Design
Materials:
Aston-Blair, Inc. (HBS 9-494-015)

Leading Teams (HBS 9-403-094)  Read Pages 1-9

Case Data:  
None.
Assignment:

1. What are the problems here?

2. Be prepared to tell a brief account of a task force that you worked on—either an excellent or awful example.

3. What should have been done and by whom?

4. What does it take to manage a task force effectively?
5. If you were in Bacon’s position, what would you do?
Notes:
None.
Class #13:
Monday, September 29th
Topic: 

Team Process
Materials:
View the full length feature film 12 Angry Men will be available in streaming video prior to class.

Leading Teams (HBS 9-403-094)  Read Pages 9-19
Case Data:
None.

Assignment:


Reflect on a team you worked on before coming to the Darden School.  Be prepared to present and/or discuss with a class mate a) a description of the purpose and structure of the team, b) the various roles that you observed that emerged in that team, c) what made it effective or ineffective, d) what you learned from that and similar experiences about working and leading teams.
Notes:
None.

Class #14:
Tuesday, September 30th
Topic: 

Team Intervention
Materials:
Making the Tough Team Call (A) (UVA-OB-0705)

Leading Teams (HBS 9-403-094)  Read Pages 19-23
Case Data:  
None.

Assignment:

1. What are the challenges in this case?  Consider the situation from the perspective of each key stakeholder.

2. What prevent the members of the team from collaborating?

3. What should be done?
Notes:
None.

Class #15:
Wednesday, October 1st
Topic: 

Fundamental State of Leadership
Materials:
Moments of Greatness: Entering the Fundamental State of Leadership (HBR R0507F)
Case Data:
None.
Assignment:

1. Identify a time when you were operating from the fundamental state of leadership:

a. How did you become more results centered?

b. More internally directed?

c. More focused on others?

d. More externally open?

2. Do you think it’s important for you to lead from the Fundamental State?  Is it even desirable? Why or why not?
Notes:
None.
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