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During the class, we will use extensively the course web page at http://www.columbia.edu/cu/business/.  Contact the teaching assistant with any questions.

Columbia Business School alumni tell us that if there is one constant in the world of organizations today, it is that environmental change is accelerating.  Moreover, if there is one constant facing their organizations, it is not only formulating strategic responses to environmental change, but also creating effective organizations that can carry out these changing strategies.  Finally, if there is one constant in our alumni’s careers, it is the struggle to design, redesign, and change their firms’ operations, whether it be six months into their first job or startup, or later in their careers, as they reach middle and executive positions.

The course, Creating Effective Organizations (CEO), deals with the challenge of organizational change.  The primary focus is on providing students with frameworks, tools and perspectives for leading change efforts.  The course is relevant for students at several levels.  First, the course helps students who will quickly be in positions in which they need to assess the likelihood that an organization can execute an announced strategic change.  Second, the course is valuable for the significant number of students who will be joining strategy-consulting firms, which are increasingly including matters of implementation and organizational change in their client offerings.  And third, and perhaps most importantly, the course is important for the large number of students who will quickly be in positions where they themselves are responsible for designing or leading a major change effort—not necessarily for a whole firm, but perhaps a division, a region, or a venture.  

CEO presents a four-step approach to leading wide-scale, successful and lasting organizational changes – 1) setting goals, 2) mapping the organizational landscape, 3) deciding what to change, and 4) deciding how to change it.

The ability to carry out these four steps effectively involves interpreting what we see and hear in organizations from multiple perspectives.  CEO is organized around three different perspectives on organizations:  political, structural, and cultural.  Each of them offers a different angle on what is going on and each offers different tools for action.

Accordingly, after an introductory session, the course is divided into three parts that reveal the usefulness of the three perspectives.  To achieve these objectives, the course uses a combination of conceptual and experiential approaches:  lectures, class discussions, case studies, videotapes, and behavioral and computer simulations.

Course Outline http://www.columbia.edu/cu/business/
First Session:  Introduction to the Course (Session 1)
Part One:  The Political Perspective (Sessions 2-5)

· Power 

· Networks

· Politics

Part Two:  The Structure Perspective (Sessions 6-9)
· Startups

· Organizational Transformations

· Downsizing

Part Three:  The Cultural Perspective (Sessions 10-12)

· Organizational Culture

· National Cultures and Management

Course Materials http://www.columbia.edu/cu/business/
1.  Readings and cases.  The course pack will be distributed during the first class; thereafter, you can pick it up at the operations department (Room 217 Uris Hall).

2.  Session guides.  Hard copies will be distributed in class; an electronic copy will posted at http://www.columbia.edu/cu/business/ after each session.

Class Norms:  Faculty members tend to have somewhat different expectations about class norms; I'd like to outline a few of my own expectations.

1. In many ways, my objective is to spark your personal and professional growth.  I will be happy to discuss the course, your progress, or any other issues of interest to you on an individual basis.  Please see me in class or email me at Eric@Abrahamson.net to set up an appointment.  Since, like all of us, my time is limited, if you do not need to speak to me directly, or feel uncomfortable doing so, please voice your appreciation or concerns to the academic representative for your cluster.  He or she will transmit them to me.  I commit myself to doing my very best in emphasizing what you, collectively, find useful, and avoiding what you don’t.

2. Dean Safwan Masri has developed a policy concerning the use of laptops in class that can be found at http://www.columbia.edu/cu/business/.  For at least two reasons, it is very important to me that you follow this policy to the letter:

a. First, I love teaching and I work very hard to make this class as good as I can make it.  Therefore, it is extremely de-motivating to me, personally, if students do not even give me a chance to interest them in a class because they are surfing the web, checking stock quotes, reading email, or InstantMessaging each other.  

b. You will learn a lot from each other in this class by listening to each other’s comments.  Clearly, this cannot happen if you are focusing on the Web rather than on the class discussion.  This behavior also sends a very bad message to the rest of the class.  

3. I frequently call on individuals whose hands are not raised.  You should let me know before the start of the class if some emergency has made it impossible for you to be prepared adequately for that class.  This still affects your participation grade and your learning (by limiting your ability to contribute), but prevents embarrassment for us both.

4. Timely attendance at every class is very important.  Because I sometimes develop a class session around particular students' interests and experiences, in the event you have to miss a class, I would appreciate it if you would let me know in advance.  If you miss a class, it is always your responsibility to find out from your peers what materials were covered and what other assignments were made.

5. Group work is strongly encouraged for purposes of case preparation for classroom discussion and the group projects.  The individual written assignments are individual assignments; you may discuss these individual assignments with the other members of your study team, but it would be an honor code violation to collaborate on writing the actual reports.

EVALUATION http://www.columbia.edu/cu/business/
1.  Class Participation            


25%

2.  Team and Individual memos  
   

30% 

3.  Final Exam                     



45%

1.  Class Participation
Class participation is very important part of the learning process in this course.  You will be evaluated on your contributions to that participation.  It is obviously difficult to contribute to the class if you are absent.  I do not have a rule about how many classes you are permitted to miss.  However, class participation is important.  A contribution to class discussion is a comment which possesses one or more of the following properties:  1) offers a different and unique, but relevant, insight to the issue; 2) moves the discussion and analysis forward to generate new insights; 3) builds on the preceding discussion; 4) relates to a personal anecdote or experience in a way that helps to illuminate the ideas being discussed; and 5) uses logic, evidence, and creative thinking, and is more than merely an expression of an opinion or feeling.

2.  Individual and team memos
You will be asked to hand in memos at the BEGINNING of sessions 3, 4, 5 and 9.  Details of these assignments can be found at: http://www.columbia.edu/cu/business/
All memos should be typed using a 12-point font, double-spaced, and with one-inch margins.  

3.  Final Examination
The final examination will be on December 20th, at 9AM, in Uris Hall and will consist of a case similar to the ones we will cover in class.  I will expect you to use knowledge and insights gained from the class to analyze and diagnose the case and come up with some specific recommendations concerning what to do and how to do it.  There are no rewards for memorizing names, definitions, and constructs per se; there are many rewards for mastering the material so you are able to use it to cope with a real situation.  Preparing for the final examination will give you the opportunity to review and consolidate your learning – many students have found it to be the most valuable part of the course.  A practice case will be available at http://www.columbia.edu/cu/business/
INTRODUCTION

October 25th 

Session 1:  
Course Overview
Concepts/Tools: Goals, mapping, action change framework.Power, structure, culture mapping framework.

Video:  Modern Times, Glengarry Glen Ross

Case:  Karen Leary, HBS case 9-487-020

Study Questions:  

1. What are Karen Leary’s objectives at the Elmville branch office?

2. Why is Chung behaving as he is? What factors are you considering in reaching your conclusion?

3. If you were Leary, how would you respond to Chung’s request for a private office? What specific actions would you take?

Assignment due October 27th:  You must fill out the questionnaire at http://www.columbia.edu/cu/business/ 
by October 27th so that we will have enough time to process it and use it in session 2.



MODULE I: THE POWER PERSPECTIVE

This module has a primary objective of making power and influence processes conscious and analyzing them in detail.  The other major objectives of the module are:

1.
Developing conceptual understanding of power.  You should be able to define power, understand the conditions under which it is used, know how to predict people's point of view on decisions, be able to forecast likely alliances, understand why some people have more power than others, and understand the strategies and tactics by which power gets employed.

2.
Developing your clinical and observational skills.  You should be able to more accurately watch power and influence processes as they unfold and predict the choice that will be made in decision situations as well as the behavior of others interacting in that situation.

3.
Giving you an opportunity to determine your comfort level with various power strategies and tactics.  In addition, this module will allow you to confront the question of how much power and influence you really want to exercise, and consequently, in what types of situations and organizations you are most likely to be comfortable and successful.

October 30th
Session 2:
Introduction to Power and Politics

Today, we will examine four key bases of power in organizations with a particular emphasis on interpersonal networks.  
Concepts/Tools:  Affiliation and efficiency networks



        Power from resources



        Power from alliances



        Power from setting decision premises



        Power from networks

Case:  David O’Conner, HBS case 9-495-054

Reading:  Wayne E. Baker, Networking Smart, chapter 2 ("The


       Networking Leader")

Study Questions:  

1. What different bases of power did David O’Conner accumulate throughout his career?

2. What bases of power were useful in his early, mid, and later career?

Start team assignment for session 3.

Suggestion:  Start the team assignment due session 4 and the individual assignment due session 5.

November 1st
Session 3:  
Mapping the Political Landscape
Concepts/Tools:  Constituency maps



        Attitude-power matrix


                   Diagnosing attitudes and power

Case:  Peter Browning at Continental White Cap (A), HBS

 case 9-486-090

 Continental White Cap Network – available at

 http://www.columbia.edu/cu/business/
Video:  Peter Browning at Continental White Cap

Reading:  Eric Abrahamson, “Change without Pain,” Harvard 

       Business Review, June-July 2000     

Study Questions:

1. What people or groups does Peter Browning have to be concerned with in bringing about the change at Continental White Cap?

2. How should he handle each of these people or groups so that the changes he has in mind will be implemented effectively?

Team assignment due session 3:  At the beginning of class, hand in a two-page team case report describing:  

1. what your goals would be if you were Peter Browning;

2. how Continental White Cap looks from the power, structure, and culture perspectives;

3. the changes Peter Browning has been asked to make from the power, structure, and culture perspectives.

In class, we will discuss how Peter Browning should bring these changes about (not just what changes he should bring about) and compare our recommendations to a video in which Peter Browning describes what he did.  

Don’t forget to do the team assignment due on session 4.

Check viewing times for 12 Angry Men (session 5).

November 6th
Session 4:  
Alliance Building

Concepts/Tools:  Detecting coalitions



        Building alliances

Simulation:  The Commodity Purchase

Reading:  Jeffrey Pfeffer, Managing With Power, chapter 5 ("Resources, Allies, and the New Golden Rule")

Team assignment due session 4:  Please log in to http://www.columbia.edu/cu/business/ and obtain your role for the Commodity Purchase exercise.  Your team must meet and complete the exercise prior to session. The person with the broker role must post the results, for the team, at http://www.columbia.edu/cu/business/ the day prior to session 4, by 5PM.  

Each member of the team must also write a two-page, double spaced individual memo describing what happened during the exercise and what you learned from it.  

In class, we will compare how the various teams performed and draw conclusions.  The best-performing team and individual in the cluster will receive an award.

Don’t forget the individual assignment due session 5.

Check viewing times for 12 Angry Men.  We will discuss the movie during session 5.

November 8th
Session 5:  
Resources and Decision Premises

Concepts/Tools:  Setting decision premises



        Information as a resource



        Sequencing and timing



        Symbols

Video:  Selections from 12 Angry Men, Henry V

Showings:  The movie, 12 Angry Men, will be shown several times (times and location are available at http://www.columbia.edu/cu/business/).  You must attend one showing prior to class, or rent and watch the movie on your own, as it will be the basis of class discussion.  

Study Questions:  You should know that the movie ends with Henry Fonda bringing the other eleven jurors over to his point of view.  I tell you this, not to ruin the movie’s suspense, but rather so that you will be attentive to the political tactics that Fonda uses to influence the other eleven jurors.  As you watch the movie, ask yourself:

1. What political tactics is Henry Fonda using to sway the other eleven jurors?

2. Why is each tactic effective?

Individual assignment due session 5:  At the beginning of class, hand in a) a printout of your network in your last position prior to coming to CBS, b) a printout of this network modified to make you more effective in the position you occupied, and c) a two-page, double-spaced explanation of why your modified network would be more effective.  

MODULE II:  THE STRUCTURE PERSPECTIVE

This module has a primary objective of giving you a language to describe the structural elements of organizations as a means of analyzing them in detail and understanding what and how structure can be changed.  The other major objectives of the module are:

1. Understanding the challenges of structural change for entrepreneurial startups.

2. Understanding the challenges of structural change for well established, successful companies.

3. Understanding the challenges of structural change for firms that are downsizing.

November 13th
Session 6:
Managing Entrepreneurial Startups
Concepts/Tools:  Grouping, linking and management processes



        Mechanic versus organic organizational design



        Transitions as organizations grow

Case:  Ethan Berman at RiskMetrics Group (A), HBS case 

 9-400-066

Reading:  David A. Nadler and Michael L. Tushman, Competing By

       Design, chapters 3-6.

Study Questions:  

1. What your goals would be if you were Ethan Berman?

2. How would you map out the situation from the power, structure, and culture perspectives?

3. What changes would you want to see?

4. How you would bring these changes about?



Suggestion:  Start team assignment due session 8

November 15th
Session 7:
Managing Change:  Merger and Acquisition

Case:  Sarah Cliffe, “Can This Merger Be Saved?,” Harvard 



               Business Review, January/February 2000

Study Questions:

1. Why do firms merge?  What are the advantages and disadvantages?

2. Consider your own experience:  What do firms do right during mergers?  What do they do wrong?

3. What is going right with Synergon Capital’s acquisition of Beauchamp?  What is going wrong?  Why?

4. If you were Nick Cunningham, what would you do to capitalize on what is going right and eliminate what is going wrong?


     Don’t forget to do team assignment due session 8

November 20th
Session 8:  
Developing a Change Management Tool Kit

Concepts/Tools:  Change management tool kit



         Individual dynamics of accepting changes



         Dynamics of bandwagons

   

Reading:  EIS simulation manual at http://www.columbia.edu/cu/business/
Team assignment due session 8:  EIS Challenge

Computer simulations are growing in popularity as practice fields for learning.  Prior to class your team must meet to play the EIS simulation at http://www.columbia.edu/cu/business/.  Before you start the simulation, fill out the “Our strategy page” in the program.  Please spend exactly one and one half hour (and not a second more) working with your team trying to implement a change in the computer-simulated organization.  Time will be short, and the simulation is very challenging, so come to the exercise having read through the EIS instructions.  On completing the simulation, post the “Our strategy”, “score”, and “Do’s and Don’ts” pages at http://www.columbia.edu/cu/business/ by November 18th.  You can play the simulation a second time, if you desire, but you must post your results for the first run of the simulation.  In class we will compare how the various teams performed in creating change and draw conclusions.  The best performing team in the cluster receives an award.  

Start team assignment for session 9.

November 27th
Session 9:
Managing Downsizing

Concepts/Tools:  A tool kit for downsizing



        Procedural justice

Case:  Alan S. Train, “The Case of the Downsizing Decision,” 

  Harvard Business Review, March/April 1991

Team assignment due session 9:  Hand in, at the beginning of class, a four-page, double-spaced, typed case report describing:
1. Why do organizations shrink?

2. What are the managerial consequences of downsizing?

3. What comes after downsizing?

4. What should Andrew Jordan do?

MODULE III:  THE CULTURE PERSPECTIVE

There are probably more definitions of culture than there are people studying it.  Culture is an elusive concept, but one with tremendous face validity:  everyone understands what culture is, but that understanding is often vague and fuzzy.  We will begin this module by discussing one useful model of culture and see how it helps us understand the problems and successes faced by Disney when it opened a theme park in Europe.  Disney is one of the best examples of a strong, powerful, American organizational culture.  The case of Disneyland Paris, then, is ideal fodder for a discussion about the nature of cultures in organizations and nations.  

The objectives of this module are:

1. To understand what is organizational and national culture.

2. To understand the tools that are available to change organizational cultures.

November 29th
Session 10:
Shaping Culture

Concepts/Tools:  Value analysis of culture


        Initiation rites



        Cultural training



        Organizational and National Culture

Videos:  Hell Camp, Disney

Case:  Disneyland Paris

The "case" for this class is a lengthy packet of readings about Disney's theme parks.  Read "The Smile Factory" and "Displacing Disney" carefully, but treat the rest – short press clippings – as a briefing package of how the media has viewed the evolution of Disneyland Paris as a cultural product.  In addition, because this story is still unfolding, I encourage you to consider any more recent media coverage of Disneyland Paris that you might come across.  This case is still very much live.

-Van Maanen, J.  1991.  "The Smile Factory:  Work at Disneyland." In Frost, P.  et al.  Reframing Organizational Culture.  Beverly Hills:  Sage Publications.

-Van Maanen, J.  1992.  "Displacing Disney:  Some Notes on the Flow of Culture." Qualitative Sociology.  

-Toy, S.  1990.  "Sunday in the Park with Mickey." Business Week.
-Neher, J.  1991.  "France Amazed, Amused by Disney Dress Code." International Herald Tribune.  

-Toy, S.  1992.  "Mouse Fever is About to Strike Europe." Business Week.
-Solomon, J.  1994.  "Mickey's Trip to Trouble." Newsweek.

-Sterngold, J.  1994.  "Dream Days for Tokyo Disneyland." International Herald Tribune.  

-Gumbel, P.  and R.  Turner.  1996.  "Mouse Trap." The Wall Street Journal.
December 4th
Session 11:
Leading Cultural Change
Concepts/Tools:
Surfacing Dissatisfaction

Vision




The envisioning process

Case:  Charlotte Beers at Ogilvy and Mathers Worldwide (A), HBS 

 case 9-495-031

Study Questions:  

1. What is your assessment of the vision that Beer and her team have developed?

2. Is it effective? Why? 

3. If not, why not?

December 6th
Session 12:  Class Summary 
Concepts/Tools:  D*V*P change model

Video:  I have a dream

***********************************************************************************************

The final examination will be on December 20th, at 9AM, in Uris Hall and will consist of a case similar to the ones we will cover in class.  I will expect you to use knowledge and insights gained from the class to analyze and diagnose the case and come up with some specific recommendations concerning what to do and how to do it.  There are no rewards for memorizing names, definitions, and constructs per se; there are many rewards for mastering the material so you are able to use it to cope with a real situation.  Preparing for the final examination will give you the opportunity to review and consolidate your learning – many students have found it to be the most valuable part of the course.  A practice case will be available at http://www.columbia.edu/cu/business/
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