Simmons College: School of Management

GSM 503B
AUTHENTIC LEADERSHIP DEVELOPMENT:
Engaging Strengths for Maximal Growth, Contribution and Fulfillment
Fall 2008
Professor: Laura Morgan Roberts, Ph.D., Visiting Professor, Simmons School of Management and Faculty Affiliate, Center for Gender in Organizations 
Phone: 734-717-4377 
E-mail: lauramorganroberts@gmail.com (best way to reach me)
Office hours: By appointment 

Class Meeting Times:
10/24/08 – 6:00 p.m. – 9:00 p.m.

10/25/08 – 9:00 a.m. – 4:00 p.m.

10/26/08 – 9:00 a.m. – 4:00 p.m.

11/21/08 – 6:00 p.m. – 9:00 p.m.

11/22/08 – 9:00 a.m. – 4:00 p.m.

11/23/08 – 9:00 a.m. – 2:00 p.m.

COURSE DESCRIPTION

This is a course on how to design and manage organizations in which people from diverse professional and cultural backgrounds thrive and perform at their best. It assumes that strategically engaging strengths is the key to personal fulfillment and organizational excellence. The challenge in managing from this perspective is how do you architect contexts (jobs, organizational cultures, structures, processes) that enable employees and groups from diverse backgrounds to contribute from a position of strength? The challenge at a more personal level is in finding and/or creating a context in which you can thrive and contribute your best. This course will focus primarily on your personal quest to thrive, by examining your own strengths (and limitations), cultural insights, and professional experiences that enhance your capacity to lead authentically. As a secondary focus, we will consider the role of the manager in designing and fostering contexts where others can authentically engage their strengths for maximal growth and contribution. 
This course draws from a new and exciting paradigm called Positive Organizational Scholarship (POS). Using the lens of POS, we will draw upon research and managerial practices that build human strengths and unlock the positive and generative dynamics of vibrant human communities. We will utilize case studies, assigned readings, class discussions, experiential exercises, and introspection to examine your own and others’ practices of leading authentically for organizational excellence and personal fulfillment. You will be expected to “show up” authentically within the class; your role will be to engage your own strengths to help create a collaborative, innovative learning environment that will support you and your classmates in your journeys of reflection, learning and growth.  
COURSE GOALS AND LEARNING OBJECTIVES:
After completing this course, you should be able to:

· Develop a theory of practice of how to create organizations, units and jobs that strategically engage strengths to foster organizational excellence and personal fulfillment.

· Compare strength-based systems of leadership development to deficit-oriented systems and identify the opportunities and threats of each system.

· Identify unique strengths that people develop as a function of their diverse cultural and professional backgrounds.

· Design work contexts that engage employees’ cultural and professional strengths.

· Evaluate women leaders’ strategies for leveraging strengths and managing weaknesses.

· Identify constraints and opportunities that women face in leading authentically.
· Develop a set of decision-making heuristics that guide personal career choices to foster authentic engagement and fulfillment at work.
· Compose a personal agenda for authentic leadership development that is grounded in engaging strengths effectively.

We will create opportunities for you to learn about these ideas and tools from: 1) case studies; 2) personal reflection; 3) readings and 4) class discussion. We will also create a classroom climate where we model and experience the positive organizing dynamics that we will be studying.
REQUIRED LEARNING MATERIALS:

· Readings/Case Packet:  Cases and Readings will be electronically linked through the syllabus whenever possible.  Cases and Readings not available electronically are included in the course packet. A bibliography is included in the syllabus.
· Self-reflection exercises (to be distributed).
COURSE REQUIREMENTS:

· Class Participation. 
You should be prepared for class, participate constructively, and attend all class sessions. This course works well only if everyone comes to class prepared and ready to contribute. We all learn from the thoughtful comments of others and from the interactions and discussions we will have in class. 

Preparation. 
Read and be ready to discuss the material assigned for the class. For each week’s readings, I will typically provide questions designed to help you focus and get started. These questions will be posted to eLearning. Sometimes, to start the conversation, I might ask what ideas or issues (from the readings) people found interesting or confusing. Sometimes, some of the assigned reading might only serve as background to an in-class case, a discussion, a role-play, or other activity. 
For case discussions to be effective and valuable, everyone must come prepared. This means knowing the case well enough to have answers to assigned questions and recommendations for action. When there is a case assigned you can expect that we will spend a substantive amount of class time discussing it.  Preparing a case is not the same as reading a case.  Preparing means reading the case at least two times—once for understanding and once (or more) for analysis.  As you read the case the second time, jot down notes identifying key issues and then think about how the required readings help you understand what is happening in the case, what factors led up to the situation faced by the protagonist and your recommendation for action. 

Reflective exercises must be completed before the class in which they will be discussed. Everyone must bring their written or typed reflections to class, and be prepared to discuss key insights with learning partners, in small groups, or with the entire class. Students may use their own discretion regarding the level of detail they wish to share with classmates about their personal histories. However, it is expected that students who take this course are willing to share what and how they have learned from previous experiences when it is relevant to case discussions, readings and exercises.

In addition to being prepared to discuss assigned cases and articles, you should also be prepared to engage through a variety of pedagogical formats. Sometimes, we may learn in other ways – in small groups, watching and discussing a video, or doing a role-play. 
Contribution. To be a good contributor requires preparation (reading and thinking about the material before class) and listening attentively. Neither preparation nor listening is enough; both are foundational requirements. Being a good contributor means: presenting your ideas, articulating an argument, helping others clarify or articulate their ideas, and responding thoughtfully to the ideas and perspectives of others.  Effective class comments may address questions raised by others, integrate material from this and other courses, draw on real-world experiences and observations, or pose new questions to the class.  High quality participation involves knowing when to speak and when to listen or allow others to speak.  Comments that are vague, repetitive, unrelated to the current topic, disrespectful of others, or without sufficient foundation will be evaluated negatively. In addition to participating in class, you may contribute by sharing informational resources (either in class or on eLearning) and by extending class discussions through bulletin postings on eLearning.
Attendance. Obviously, your effective participation in class also depends on your presence.  At the same time, merely being present is not the same as contributing to the in-class conversation. Attendance is taken every class. If you are absent, you cannot contribute to the in-class conversation, and this can hurt your final grade. Absences or a pattern of coming in late and/or leaving early will negatively influence your grade. 

· Assignments: 
There are four assignments that, along with participation, will compose your grade: the reflected best-self exercise, a case analysis, a “leveraging strengths” scenario, and learning logs. There are no written team projects and no final exam. We will do lots of teamwork in class and the assignments will provide several opportunities for you to reflect, analyze and write. We will do reflections during and after class that invite you to link the course topic of the day to your work/life experience.  
Reflected Best-Self Exercise 
This exercise is designed to reveal the competencies, skills and attitudes that you uniquely bring to your work and your world. The exercise seeks input from others that helps you to create a portrait of your strengths in action. The instructions for this assignment are posted on Web CT.  You will work on this exercise throughout the course. Your summary report from this exercise is due by 11:59 pm on 11/10/08 via email to Professor Roberts.
Case Analysis 
You will submit a written case analysis (1500 words maximum) of the “Wolfgang Keller at Konigsbrau” case via email to Professor Roberts.  Your analysis is due before class on 11/23/08 via email. Questions to guide your analysis will be posted to eLearning by 11/10/2008. 

Learning Logs
These logs provide you with an opportunity to reflect on the ways in which the issues and concepts raised in class affect you personally and in your role as a manager. The questions to be answered in these logs will be posted on eLearning. I will collect your logs twice during the course. Your learning log entries #1-4 are due by 11:59 p.m. on 11/3/08 via email. Your learning log entries #5-8 are due by 11:59 p.m. on 12/01/08 via email. 
Leveraging Strengths Scenario

You will write a detailed description of a workplace scenario in which you, or someone with whom you worked, struggled to bring their “best self” to work. The scenario should be written like a short case, where you choose a protagonist, describe a dilemma, and provide enough information about the context to inform the reader about the root causes of the dilemma. The mini case should be between 3 – 5 pages, double-spaced. Then, write a 2 page, double-spaced executive summary that includes an analysis of root causes of the dilemma and recommended action plan. This assignment is due by 11:59 p.m. on 12/05/08 via email.
Evaluation: 

Final grades will be determined by the following components and weighting: 

Class participation


20 points 

Reflected best-self exercise

20 points

Case analysis



20 points

Leveraging strengths scenario
20 points

Self-reflection in learning logs 
20 points  

Total



          100 points
Note on grading criteria for assignments: 
Below are the criteria I will use in evaluating written work and classroom participation:

1. Quality of Ideas: Originality, creativity, and completeness of your ideas.

2. Use of Course Concepts: Appropriate use of key concepts and frameworks to support your analysis and discussion.

3. Specificity, Concreteness, and Credibility:  Avoidance of generalizations and jargon; use of specific examples to support points; conclusions and recommendations/implications are reasonable, realistic, specific and well supported.

4. Organization and Writing: Overall clarity and logical organization of your thoughts.

5. Presentation:  Written work must be word processed, free of spelling and grammatical errors, and submitted on time. 
6. Timeliness: LATE ASSIGNMENTS will receive a deduction of 1 point per 24 hours submitted late. Assignments will not be accepted more than 72 hours after the due date. 
	LINKING CORE COMPETENCIES, LEARNING OBJECTIVES, and ASSESSMENTS IN THIS COURSE

	Core competencies
	Learning Objective
	Where assessed

	PROBLEM SOLVING: Simmons graduates bring a high level of management expertise to society and the workplace as creative, ethical, and versatile problem solvers; they are adept at initiating, implementing and managing issues across different functional areas within an organization
	· Develop a theory of practice of how to create organizations, units and jobs that strategically engage strengths to foster organizational excellence and personal fulfillment.
· Develop a set of decision-making heuristics that guide personal career choices to foster authentic engagement and fulfillment at work.
	· Case analysis
· Reflected best-self exercise

· Leveraging strengths scenario

· Learning log

· Class participation

	LEADERSHIP: Simmons graduates can compare and challenge traditional and contemporary perspectives of leadership and can lead effectively in an organizational setting.
	· Compare strength-based systems of leadership development to deficit-oriented systems: identify the opportunities and threats of each system.

· Compose a personal agenda for authentic leadership development that is grounded in engaging strengths effectively.
	· Reflected best-self exercise

· Leveraging strengths scenario

· Learning log

· Class participation

	WOMEN & THE WORKPLACE: Simmons graduates are prepared for the opportunities and challenges facing women in the workplace and have developed personal career strategies to respond to a complex work environment.
	· Evaluate women leaders’ strategies for leveraging strengths and managing weaknesses.

· Identify constraints and opportunities that women face in leading authentically. 
	· Case analysis

· Reflected best-self exercise

· Leveraging strengths scenario

· Learning log

· Class participation

	CROSS CULTURAL COMMUNICATION & MANAGEMENT: Simmons graduates appreciate diversity and are committed to managing it effectively in the workplace.
	· Identify unique strengths that people develop as a function of their diverse cultural and professional backgrounds.

· Design work contexts that engage employees’ cultural and professional strengths. 
	· Case analysis

· Reflected best-self exercise

· Learning log
· Class participation


Students Needing Special Accommodation

Reasonable accommodations will be provided for students with documented physical, sensory, systemic, cognitive, learning, and psychiatric disabilities.  If you have a disability and anticipate that you will need a reasonable accommodation in this class, it is important that you contact the Academic Support Center early in the semester. 

Call x. 2474, or stop by the center in the Palace Road building, Suite 304A.  Students with disabilities receiving accommodations are also encouraged to contact their instructor within the first week or two of the semester to discuss their individual needs for accommodations.
Honor Code
I expect you to adhere to the highest standards of honesty and integrity − in your dealings with me and with one another. Please read and take to heart the sections on the honor code system in the Simmons College Student Handbook. You are expected to comply with all provisions of the Simmons College Honor Code − violations will not be tolerated. 
It is inconsistent with the intent and spirit of the Honor Code to submit as part of any course requirement material taken from answer sheets, solutions, analysis, or other content obtained from previous students of this course or from the Internet.

Unless specifically stated as a team assignment, a student is not expected to collaborate with another student on a graded assignment in this class. Except as otherwise noted, graded assignments are to be a student’s individual work. Non-graded work, such as exercises and discussion questions, whether turned-in or not, can and should be discussed with classmates prior to coming to class.

 
MISSION OF THE SIMMONS SCHOOL OF MANAGEMENT

The MBA Program prepares women for management positions by educating them for power and leadership.  This requires students to develop the following core competencies:
1. APPLICATION OF THEORY TO PRACTICE: Simmons graduates recognize the value and limits of theory, and can apply the relevant functional, behavioral and strategic knowledge and theory to the complex issues found in a global, gendered, diverse, and technology-rich and shifting working environment. Students can integrate management theories and their own experiences to expand and give voice to their own perspectives.
2. ANALYSIS AND DECISION MAKING: Simmons graduates are capable of making innovative, ethical and responsive decisions within the gendered, political, global and cultural context in which the decision may be implemented. They can analyze, synthesize, and think critically and can reason quantitatively, using the appropriate tools, technologies, and methodologies to better understand situations and problems. 
3. EXERCISE OF LEADERSHIP AND POWER: Simmons graduates demonstrate leadership skills including the ability to seek out and define significant problems, challenges, and opportunities. Building on enhanced self-knowledge, they are prepared to lead individuals and teams in increasingly diverse work settings.  While recognizing the dynamics of authority and power within their organizations, they can act influentially and can balance advocacy of their own position and organizational expectations.
4. GENDER STRATEGIES FOR WORK AND CAREER: Simmons graduates understand the role of gender in organizations, and develop effective leadership skills and personal career strategies that allow them to overcome systemic barriers while seeking to remove them.
5. LEVERAGING DIVERSITY: Simmons graduates celebrate global diversity and lead to include others in the workplace.  They recognize that diversity arises from many dimensions, including but not limited to gender, race, religion, age, class, sexual orientation, style, abilities and learning approaches.  They understand the dynamic contribution diversity brings to organizations, both as an internal resource and as an external opportunity.  They act as catalysts to infuse diversity in every facet of organizational life.
Adjustments to the Syllabus
As the semester progresses, you should expect some changes, additions, or deletions to this syllabus. Typically, these are not large adjustments and may often involve identifying which portions of a chapter or a reading can be skipped or skimmed quickly. Any added course material will be distributed in class or placed on eLearning.
	Pre-Work (To Complete Before October 24, 2008)

	Topics: 
· Reflected Best-Self Exercise

	Assignments:

Read

· Reflected Best-Self exercise instructions
· Roberts et al “How to play to your strengths”
Exercise

· Gather Reflected Best-Self Feedback from 10 – 20 people (Note: feedback is due 10/22/2008)

	Module #1 (10/24/08, 6pm-9pm): Course Overview

	Topics: 
· Authenticity and Extraordinary Leadership: Timely fad or Timeless principle?
	Assignments:

Read

· Roberts et al. “Bringing the inside out: Enhancing authenticity and positive identity in organizations”
· George et al “Discovering your Authentic Leadership”
· Goffee & Jones “Managing Authenticity”

	Module #2 (10/25/08, 9am-12pm): To be fully there…Barriers to Authenticity

	Topics: 
· Politics of conformity 

· Image management
	Assignments:

Read

· Roberts “Changing faces”
· Hewlin “And the award for best actor…”
· Quinn “Moments of greatness”
Exercise
· Corporate image

	Module #3 (10/25/08, 1pm-4pm): Leading from Strength I

	Topics: 
· Strengths-based development
	Assignments:

Read

· Roberts “Shifting the lens” p. 294-301
· Zander & Zander “Being a contribution”
Exercise

· At your best exercise
· Vision for becoming extraordinary

	Module #4 (10/26/08, 9am-1pm): Leading from Strength II

	Topics: 
· Best-self enablers & blockers 
	Assignments:

Read

· Case-Jeanette Clough
· Case-Andrea Jung
· Kets de Vries “Dangers of feeling like a fake” 
Exercise

· Best-self enablers & blockers


	Module #5 (10/26/08, 2pm-4pm):  Reflected Best-Self Exercise Peer Coaching 

	Topics: 
· Best-self enablers & blockers
	Assignments:

Exercise

· Bringing my reflected best-self to light- Developmental agenda

	Interim Assignments

	
	· Learning Log Entries 1-4 due 11/3/08
· Reflected Best-Self Exercise Summary Report and Supporting Documents due  11/10/08

	Module #6 (11/21/08, 6pm-9pm):  Social Architecting I

	Topics: 
· Initiating opportunities to lead from strength 
	Assignments:

Read

· Roberts “Bringing your whole self to work”

· Case-Bennie Wiley
· Case-Howard Schultz

	Module #7 (11/22/08, 9am-12pm): Social Architecting II

	Topics: 
· Career choice points
	Assignments:

Read

· Case-Josie Esquivel 
· Case-Craig Parks
· Case-Philip McCrea 
· Case-Sumiko Ito

	Module #8 (11/22/08, 1pm-4pm): Crafting a Life

	Topics: 
· Creating personal and professional alignment
	Assignments:

Read

· Hall & Chandler “Psychological success…”

· Shapiro et al “Optioning in vs. opting out”
Exercise

· In Class: P.A.Q.

	Module #9 (11/23, 9am-12pm): Bringing out the Best in others

	Topics: 
· Learning to lead

· Compassionate organizing
	Assignments:

Read

· Case-Wolfgang Keller 
· Dutton et al “Leading in times of trauma”
· Ely et al “Rethinking political correctness”
· Written analysis of Keller case due

	Module #10 (11/23, 1pm-2pm): Wrap-up

	Topics: 
· The science of happiness

· Dangerous questions
	Assignments:

Read

· Myers “The secrets of happiness”
Exercise

· Course evaluations

	Final Assignments

	
	· Learning Log Entries 5-8 due 12/1/08
· Leveraging Strengths Scenario due 12/5/08
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