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(August 6, 2010 draft; may be revised before class starts and during the term)

	Course:
	BOAH 2401  Organizational Behavior: Leadership and Team Effectiveness

	Term:
	Fall semester, 2010

	Instructor:
	Robert S. Atkin, Ph.D.

412-648-1641 (office)
Clinical Professor

2501 Sennott Square   
atkin@katz.pitt.edu (best contact)

	Staff:
	Listed on courseweb after start of class

	Venue:
	Tues & Thurs   TuTh 12:30PM - 1:50PM, MR 104; #20740
Tues & Thurs   TuTh   2:30PM - 3:50PM, MR 104; #20858

	Office hours:
	TuTh 2:00 – 2:30 in MR 104 and by appointment


Course overview:   This case and experience-based course focuses on behavioral aspects of the firm and its employees.  It strives to trace a path that is informed by various science-based disciplines (most notably social psychology) and is directly relevant to the practice of management in firms of today and tomorrow.  Prior to designing this class I listened carefully to concerns voiced about previous versions of the course, researched aggressively how peer and aspirant schools teach similar courses, pre-tested some of the material in the April and May while teaching a similar course in the EMBA program in Prague, and consulted with a few alums.  

The course is organized into four modules:

· Leadership and Transformation

· Motivation, Incentives, and Organizational Control Systems 

· Team Effectiveness

· Decision Making
The first three are extensive and in-depth, while the last is shorter.  The readings and class assignments are serious and challenging.  It is not simply an undergraduate class on steroids, but a rigorous and demanding graduate level course.

Course objectives:  At the end of this course, you should:

· Have a well-grounded understanding of modern perspectives on executive leadership

· Have a serious understanding of the interplay between workplace motivation and the organizational control systems that attempt to shape and influence motivation
· Have a solid comprehension of the challenges of making teams effective

· Be conversant in the basics of behavioral decision-making and understand how it differs from traditional “economic man” model of decision-making

Prerequisites:  None

Performance evaluation:   Details will be provided in class one.  Please expect 3 quizzes and a final exam.  I drop the lowest quiz score, and the remaining two quizzes will each be worth 20% of your final grade.  The final exam is worth 40% of your final grade, and the remaining 20% will reflect your contributions to class.  Of this 20%, half will be based on student input and half at my discretion.  All quizzes and the final exam are “open-book” and if we can work out the logistics, team-based.   Quizzes will be held at your regular section meeting time.   The MBA Office will set the final exam date.
A typical class session:  Most days are case days, and most cases are long and detailed.  They have been chosen to highlight important aspects germane to the above objectives, but many are not traditional OB cases.  In the syllabus below, I provide “guidance questions.”  As you prepare the case for class, these provide an orientation to issues I expect you have thought through before you come to class.  In general, I do not require that you write out answers, but that may not be a bad idea if it helps you organize your thoughts.  Your role is to be prepared for active participation.  My role is to guide discussion of each case to a logical end.  You can expect that classes that do not have a case assignment will be formal lecture classes.
Required material:  Most material will be available for purchase from a special class website at Harvard Business Publishing.  Instructions regarding access will be provided in the first class.  Some material will be on course web or distributed in other ways.  Again, detail is provided in class.  There is no required textbook, although during the first class I will provide some suggestions for those wishing a text.  Expected cost of course material is about $125.  
Important dates:

· Oct 5

Quiz #1 

· Oct 7
Guest speaker – Mr. Max Mitchell, Group President, Crane Fluid Handling, Crane Company, and Katz MBA (’89)
· Oct 12
& 14
Career Services Program – No class

· Nov 4

Quiz #2
· Nov 23 & 25
Thanksgiving week – no class
· Dec 2

Quiz #3
· Dec 14

Exam week
Class detail:  A class-by-class syllabus begins on page 5.
Instructor bio:  Please see page 4.
Policies:

· Academic integrity: Students in this course will be expected to comply with the University of Pittsburgh's Policy on Academic Integrity and similar all policies of Katz.  Any student suspected of violating this obligation for any reason during the semester will be required to participate in the procedural process, initiated at the instructor level, as outlined in the University Guidelines on Academic Integrity. This may include, but is not limited to, the confiscation of a quiz or examination of any individual suspected of violating University Policy. Since the exam (and perhaps the quizzes) are team-based, violations by one team member may adversely affect all team members.
· Quizzes and Exams: Students may not use any unauthorized materials (whether in hard copy or electronic form) or devices during any quiz or exam, including dictionaries and programmable calculators.  Any visible unauthorized electronic devices (including phones and music devices) may be confiscated.
· Attendance:  No attendance taken.  If you need an attendance record, please see me.  If you have an illness or personal situation involving more than a day of absence, please inform me.  In these cases, I will work with you to catch up.  However, at the end of the day, you are responsible for all course material.   

· Make-ups:  None without permission, which will be granted for illness, serious personal issues, or religious holiday.   The format of any make-up is at my discretion.
· Grading:  If you have a quiz grading problem, please e-mail me within three days of receiving the grade.  If you have questions about your final grade, please e-mail, but note that I may not reply until mid January, 2011.
· Students with disabilities: If you have a disability that requires special testing accommodations or other classroom modifications, you need to notify both the instructor and the Disability Resources and Services (DRS) no later than the 2nd week of the term. DRS may ask you to provide documentation of your disability to determine the appropriateness of accommodations. You may contact DRS by phone (412-648-7890, Voice or 412-383-7355, TTY), by fax (412-624-3346), or by e-mail (www.drs.pitt.edu). The Office is located in 140 William Pitt Union.
Robert S. Atkin, PhD
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Clinical Professor

Katz Graduate School of Business

2501 Sennott Square

University of Pittsburgh

Pittsburgh, PA   15260   USA

atkin@katz.pitt.edu  (Best contact mode)

T: +1-412-648-1641

F: +1-412-383-1701

Currently, I am Clinical Professor in the Katz Graduate School of Business, a Faculty Associate of the Global Studies Program, an Affiliated Faculty member of the University Honors College, and Chair, Undergraduate Programs Committee.  By early training, I am a mechanical engineer (B. Eng, Stevens Institute of Technology, 1967) beginning my career as a process engineer with Union Carbide.  Four year later, I earned a Master’s in Management Science at Stevens while also working for Bell Labs in a group developing early computer-based business systems technologies and as an instructor at Stevens.  I then spent three years in the industrial psychology PhD program at the University of Illinois.  While there, I worked at State Farm Insurance in the Corporate Research Group where, among a wild variety of projects, I developed a performance appraisal system for IT personnel and a prediction system for the effects of changing incentives on agents’ compensation.  In 1975, I joined the faculty at GSIA (now The Tepper School), Carnegie-Mellon University, where I spent 4 years as Associate Dean and Director of the MSIA (their “MBA”) program and then moved to Katz in 1986. I completed my PhD at Pitt in 1996.  

I have taught various strategy, HRM, operations, and OB courses to MBA and executive students in the US, Japan, Ireland, the Czech Republic, Slovakia, and China; strategy and HRM to undergrads in the US and marketing in the UK; and research methods to PhDs in the US.  My primary responsibilities at Katz are the full-time MBA Organizational Behavior course and the first business course for freshman (“Managing in Complex Environments,” which I developed for our maiden class in 1995 and have taught since then). My research during the past decade concerns the financial activities of US labor unions and various other topics in Human Resource and Strategy Management.  Since arriving in Pittsburgh, I have been Principal or Co-Principal Investigator on more than a million dollars in research contracts.  Along the line, I’ve also earned a few teaching awards, authored/co-authored about 30 refereed papers and chapters, written a few cases, produced several Executive Education programs, written one book (“Managing in complex environments,” 2010), and co-edited one (“Absenteeism,” 1984).  I have consulted with private and public-sector entities in Europe, Asia, and South America in addition to the US. 

Detailed syllabus  (A formal list of readings starts on page 13; supplementary items listed on Blackboard)
Module 1:  Leadership & Transformation.  Firms have many leaders.  Indeed, some argue that most employees are leaders of something.  However, executive leadership usually falls to a small set.  In this module, we’ll “meet” several CEOs faced with leadership challenges, watch what they do (or attempt to do), and then try to make sense of what leadership is in today’s firm.  Venues include a large coffee retailer, an entrepreneurial finance shop, a major Boston area non-profit hospital, an iconic S&P firm, and a specialty manufacturer.
Aug 31
Course overview and introductory concepts

Readings:  Please review the syllabus
Sep 2
Leadership & Transformation, 1 – “When a successful business model starts to sour”
Today we consider Starbucks circa February 2008.  As you will see, Starbucks is successful on many operational and financial measures, yet in the previous 27 months, the value of their stock dropped by approximately 40%. The obvious question is why?  The leadership question is how to respond and who should be the lead.  Specific questions to consider follow:

1. In your opinion why has stock price fallen so dramatically (please see Exhibit 5)?  What leads you to this opinion?  (Note: If you have a finance background, please start with what theory says about stock price and then proceed to the practical issues; if not, just stick to the practical issues.  Also, please note there could be more than one practical issue – identify as many as you can and then focus on your strongest 2 or 3).
2. Given your answer to the above question, please develop a set of recommendations that may stabilize (or improve) stock price.
3. What effects, if any, will your recommendations likely have for the employees and other stakeholders of the firm?

4. What is your take-away from the Greiner article?
Readings:  Starbucks case (on courseweb) and the Greiner article.  Also, please begin reading the Porter and Nohria chapter (for the Sep 21st class) and the Tushman and O’Reilly chapter (due for the Sep 23rd class).
Sep 7
Leadership & Transformation, 2 – “What got us here and what will move us forward?”
Last class we began to consider ways of modifying the current business model in response to eroding effectiveness.  Today we take a pro-active stance as we consider the growth drivers at Leerink Swann & Co., a boutique finance shop, during its first decade and then consider a strategic plan for the next five years.  This is a long case with considerable detail.  Also please reread the Greiner article about the effects of sheer growth on firms.  Prep question to consider follow:
1. What was the original business concept?  During its first decade, how did the firm organize its operations, coordinate its various functions, and acquire expertise?

2. At the 10 year point, what are the implications for the firm regarding changes in health care, in technology, in the talent market, in the customers, and in the competition?
3. Beginning on page 15 of the case, there is discussion about the relative role of compensation and culture to motivate and retain personnel.  What’s your personal feeling about this?  (I urge you to write out your answer to this question). As the firm continues to grow, what are the challenges to institutionalizing a “positive” culture?  Also, as growth continues, what are the implications for current employees?
Readings:  Leerink Swann case
Sep 9
Leadership & Transformation, 3 (part 1) – “On being the new captain of a sinking ship” 
Today we begin our visit with Paul Levy, the new CEO of major Boston hospital system on the verge of financial collapse, during his first months on the job.  Most of the case materials are on a CD in multimedia format including interviews and internal e-mails, so we really will be visiting “up close and personal” with Mr. Levy.  Today we cover material from the two months before he takes the position until the March 5th announcement of the recovery plan.
1. What’s your assessment of the situation when Levy takes over? 

2. How did Levy start his new position?  

3. Was there anything distinctive or noteworthy re how Levy formulated, announced, and implemented the recovery plan?

4. How would you describe his management style?  Has he accomplished anything significant in his first two months?  If yes, what?

5. What’s you prognosis over the rest of the year?  Why?

Readings:  Paul Levy (A) case & view the Paul Levy: Taking charge of the BID Medical Center CD (through March 5th)
Sep 14
Leadership & Transformation, 3 (Part 2) – “On being the new captain of a sinking ship”
We complete the Paul Levy case today by focusing on the period from March 5th to mid-summer.
1. In your opinion, did Levy’s priorities shift in the months after the recovery plan announcement?  If yes, in what ways?

2. What’s your evaluation of Levy’s approach to (a) the board, (b) the COO, and (c) the chiefs?

3. How would you describe his management style after the recovery plan announcement?  Has it changed in any important ways from his first two months?  If so, how?

4. Levy describes his on management style as “CEO as teacher.”  Do you buy that?  Why/why not?  

5. What’s your prognosis at the end of the case material?  Has it changed from what it was in March?

Readings:  Complete viewing the Paul Levy CD.  Also please remember you should be reading the Porter and Nohria chapter (for the Sep 21st class) and the Tushman and O’Reilly chapter (due for the Sep 23rd class).
Sep 16
Leadership & Transformation, 4 – “On being the captain of an even larger sinking ship”
This case is similar to the Paul Levy case, but involves a public and significantly larger firm, Xerox, as it struggles to avoid bankruptcy in the early 2000s.  Anne Mulchahy (who in her own works accepted a position she “…neither asked for nor was prepared for…”) faced numerous problems, ranging from massive debt to an SEC investigation, a weakening economy, and a dispirited work force.  Questions to consider:
1. Assume you are a Board member at Xerox.  Would you support Chairman Allaire’s proposal to terminate Thoman, temporarily take the CEO’s role, and appoint Mulchahy as COO?  
2. How effective was Mulchahy in her first five months as COO?
3. Assume you are a member of the executive team considering the options presented at the October 23, 2000 meeting.  What are the implications of each option?  Which would you recommend?  
4. What’s your overall assessment of Mulchahy as a leader? 

5. What is your take-away from the Beer & Nohria article?

Readings: Anne Mulchahy (A) case; Beer & Nohria article
Sep 21
Leadership & Transformation, 5 – “So, what is executive leadership?”

So far, we have examined several examples of executive leadership.  Now is the time to pull this together.  Today, we review a recent paper that addresses the topic “what is executive leadership?” 

Readings:  Porter and Nohria chapter
Sep 23
Leadership & Transformation, 6 – “How can leadership affect the firm and its performance?”

Today we’ll examine a congruence (or “fit” or “alignment”) framework that attempts to link executive leadership to the performance of the firm.  This particular chapter is very hands on and examines not just the framework but its application to a number of situations.


Readings:  Tushman and O’Reilly chapter  
Sep 28
Leadership & Transformation, 7 (Part 1) – “The upside and downside of tight alignment”

This is the first of two days in which we will examine one firm, Lincoln Electric, over several decades, trying to get a grasp on the benefits and problems of tight alignment.  Today we examine in depth the classic 1976 Lincoln Electric case.  As you read this case, please consider these questions:
1. Is this firm successful or not?  Please identify specific support for your position.

2. If successful, is it sustainable? Why or why not?  

Readings:  Lincoln Electric case (1976)

Sep 30
Leadership & Transformation, 7 (Part 1) – “The upside and downside of tight alignment”

Day two of Lincoln Electric considers the firm’s attempt at international expansion beginning in 1988.  We start with an HBR article written by Donald Hastings, CEO of the firm at the time.  As you will learn, these operations soured quickly, and the article articulates how Mr. Hastings responded and what he learned.  As you read this article, consider the following questions:
1. Was the debacle predictable? 
2. Why?  (Start by identifying specific possible reasons and then move to a general perspective based on our on-going discussion of alignment)


The second reading is a case in which Lincoln Electric considers expansion into Indonesia in 1996.  As you read this, please consider the following questions:
1. Should the firm expand into Indonesia?  Why or why not?
2. If you believe they should, how can they avoid the problems that plagued Mr. Hastings?
Readings:  Hastings article; Lincoln Electric: Venturing abroad case
Oct 5
Quiz #1 
Oct 7
Guest speaker – Max Mitchell

Mr. Mitchell, Group President (Crane Fluid Handling), Crane Company and Katz MBA (’98) will visit and share with us his views of executive leadership.  In his current assignment, Mr. Mitchell is responsible for 6 business units with 2008 sales of $1.1B and 5000 employees.
Oct 12
Career Services – No class

Oct 14
Career Services – No class

Module 2:  Motivation, incentives, and organizational control systems.  Most human behavior is motivated (exceptions include that which is physiologically or genetically determined).  In colloquial terms, motivation is the “energy” that drives behavior.  On the flip side, firms develop “control systems” to focus or constrain resource use.  Employees are a critical resource, and it shouldn’t be surprising that firms develop control systems to focus employee behavior (i. e., encourage one set of behavior over others).  Examples include compensation, performance appraisal systems, and culture. Incentives are the specific devices used by control systems to “focus” employee behavior.  When not properly designed, incentives often produce unplanned and/or unexpected outcomes.  The objective of this module is to introduce you to the complexity of the interplay between motivation and control systems, with a particular eye toward motivating innovation and creativity.

Oct 19
Motivation, incentives, and organizational control systems, 1 – “What makes McGaran productive?”

The central actors in this case are James McGaran and his manager, Lisa Johnson.  McGaran is a strong retail bank manager responsible for “…the most important of the 31 branches in the Los Angeles area” (from p 1 of the case).  It’s time for Johnson to write McGaran’s annual performance appraisal and as you will see, she has a problem.  At the end of the case are McGaran’s completed quarterly appraisals and a blank annual form.  As prep for the class, please complete the annual appraisal form as though you were Johnson.


Readings:  Citibank case
Oct 21
Motivation, incentives, and organizational control systems, 2 – “Can we stay creative when we’re growing this fast?”

As Google grows, a major challenge is to maintain a culture conductive to continued creativity and innovation.  Questions to consider:
1. On page 2, the claim is made that “…management practices were designed to enable the company to innovate with speed.”  Please identify as many of these practices as you can.

2. How would you describe the firm’s culture?

3. What adjustments has Google made to maintain this culture as it grows?


Readings:  Google case
Oct 26
Motivation, incentives, and organizational control systems, 3 – “Who can replace the creative director?”

Today we look at Shanghai Tang, an upscale couture based in China. My wife loves this company, and its Madison Avenue shop is one of her regular stops whenever she is in Manhattan.   When I ask her what keeps her going back, she talks about the color and innovative designs.  In this case, we learn a bit about how they manage and motivate the creative process.

1. What are the central tensions between creative and business imperatives at Shanghai Tang?

2. What’s your advice to Mr. le Manse on managing creativity going forward?


Readings:  Shanghai Tang case
Oct 28
Motivation, incentives, and organizational control systems, 4 – “Can creativity and productivity co-exist?”

Wyeth Pharmaceuticals launched a new program (“New Way of Working” or NWW) in 2001 to motivate an increase in the number of new drug candidates emerging annually from R&D. Our task is to evaluate the incentive program.  
1. What are the key features of NWW?  What is the “theory” behind it?
2. What are your feelings about the shift in target from 12 to 15 DT’s?

3. What’s your overall evaluation of the NWW program?  Is it successful or not?

Readings:  Wyeth Pharmaceuticals case
Nov 2
Motivation, incentives, and organizational control systems, 5 – “Issues in the design of incentive systems.”

The goal today is to integrate what we’ve learned in this set of cases and compare that to current theory about motivation and incentives.


Readings:  Nohria, et al. paper; Pfeffer & Sutton chapter; Amabile paper
Nov 4
Quiz #2
Module 3:  Team effectiveness.  Teams are a central unit of work in most firms, and a firm’s ability to develop high performance teams may provide it with competitive advantages.  The objectives of this module are to understand the challenges associated with doing this.
Nov 9
Team effectiveness, 1 – “So what’s a high performing team?”

The concept of high performance teams has been floating around the management literature for some time now.  Our goal for today is to understand this concept, discuss some examples, and examine some of the practical issues.

Readings:  Katzenbach & Smith article; “Leading teams” article; reread Google case; handout from “Soul of a new machine”
Nov 11
Team effectiveness, 2 – “Turning potential into actual.”

I just love today’s case which deals with the West Point’s 2002 crew team.  It seems as though the coach has a problem:  His JV team routinely outperforms the better athletes on the varsity team.  The question is how to turn the varsity’s potential in actual wins.

1. Why does the varsity team keep losing to the JV team?

2. What could the coach have done at the start of the season to resolve this problem?
3. Can he do anything now (i.e., just before the championship races)?

4. What from this case is applicable to business firms?


Readings:  Army crew case
Nov 16
Team effectiveness, 3 – “Making multifunctional teams work”

This is a classic case regarding problems in multifunctional teams.  Questions to consider:

1. What are the problems facing Michael Bacon?
2. How did they evolve?

3. Exactly what actions would you take at the end of the case? Why?


Readings:  Ashton-Blair
Nov 18
Team effectiveness, 4 – “Global virtual team”


Increasingly, teams are globally dispersed and face-to-face contact is minimal.  In today’s case, we visit with Leo Barnett, a UK marketing firm, trying to manage the rollout of a new product first in Canada and then Taiwan.  The Canadian launch is not successful due to a breakdown in communication among dispersed team members and now Barnett needs to react.  Questions to consider:

1. Should Carmichael give the Canadian team local autonomy or retain centralized control?

2. If she maintains centralized control, how can she improve team dynamics?

3. If she decentralizes control, who should lead the brand?  Why?

4. Where should client responsibility lie?


Readings:  Leo Barnett case
Nov 23
Thanksgiving week – no class

Nov 25
Thanksgiving week – no class

Nov 30
Team effectiveness, 5 – “The Executive team”

Readings:  TBA
Dec 2
Quiz #3
Module 4:  Decision making.  A growing body of research has pit the traditional “economic man” model of decision making against an alternative “behavioral” model.  In this short module, we will introduce the basic arguments and examine some of the implications.

Dec 7
Decision making, 1 – “Basics”

Today’s lecture will examine the basics of both models and consider some empirical evidence.  Some extension to group decision making will be offered.


Readings:  TBA
Dec 9
Decision making, 2 – “Applications to decisions involving the firm’s strategy”

Strategic decision making is critical to the firm’s success.  Today we consider the implications raised by a recent series of McKinsey papers.


Readings: McKinsey global survey results; McKinsey interview with Kahnaman and Klein; Three executives reflect on strategic decision making paper; The case for behavioral strategy paper (instructions for obtaining these papers will be provided in class). 
Dec 14
Exam week (Day, time, and venue determined by the MBA Office)
Required readings (All those listed as HBS or Ivey (with two exceptions noted by *) will be available for purchase on a special Harvard Business School Publishing website.  Instructions for access will be provided in the first class. Others are available either on course web, as a handout, or via instructions provided in the first class.  Total cost for all material is about $125.  There is no text although for those desirous of one, I’ll make some suggestions in class.)
Starbucks case  -- on courseweb
Leerink Swann case – HBS # 9-406-060
Greiner article – HBS # 98308
Paul Levy (A) case – HBS # 9-303-008
* Paul Levy: Taking charge of the BID Medical Center CD – HBS # 303058-MMC-ENG
* Anne Mulchahy (A) case – HBS # 405050
Beer and Nohria article – HBS # R00301
Porter and Nohria chapter – HBS # 6151BC
Tushman and O’Reilly chapter – HBS # 2030BC
Lincoln Electric (1976) case – HBS # 5-375-028
Hastings article – HBS # 99305
Lincoln Electric: Venturing abroad case – HBS# 9-398-095
Citibank:  Performance Appraisal case – HBS # 9-198-048

Google case – HBS # 9-410-110
Shanghai Tang case – HBS # 9-410-018
Wyeth Pharmaceuticals case – HBS # 5-610-071
Nohria, et al. article – HBS # R0807G
Pfeffer and Sutton chapter – HBS # 2565BC
Amabile article – HBS # 9-396-240
Katzenbach & Smith article – HBS # R0507P
“Leading teams” article – HBS # 9-403-094
”Soul of a new machine” – on reserve
Army crew case – HBS # 9-401-131
Aston-Blair case – HBS # 9-494-015
Leo Barnett case – Ivey # 903M52 (distributed by Harvard Business Publishing) 
(Special instructions regarding retrieval of the following four papers will be given in class)
McKinsey global survey results “Flaws in strategic decision making”
McKinsey interview with Kahnaman and Klein

McKinsey -- Three executives reflect on strategic decision making paper

McKinsey -- The case for behavioral strategy paper
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