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Background:
Organizational structure in itself is a tool you will find nowhere else. This organization doesn’t replicate the structure of a typical business. It shuns the structure of a typical classroom. We use it because it has worked for us. If you can figure out a better structure, go ahead and change it. Find a better way; that’s managing. Or try to change it and see what happens.
Confused? Get used to it. You may not know what to do next for several weeks - until you start initiating projects and articulating what you see going on (applying concepts). If you are used to being a student, you will miss having a teacher telling you what to learn. If you are used to working, you may find it strange having to talk so much and so theoretically about what you are doing.  We train managers to act and think.
This sub-manual sets forth concepts that usually happen in groups and organizations, according to researchers in management and organizational behavior, and what will happen in this organization.
That’s where the excitement and fun come in.  Che sara sara! Whatever happens happens.
Within certain limits, we don’t care what happens because we can apply concepts to it and learn from it. Our experiences test theories and tools. We’ll be learning, applying, and practicing the art of management while we understand and apply motivational concepts to the individual, group and organization.
Our purpose is to train managers to think and act. Great theories remain to be formulated; great deeds, to be done. You are invited to become a manager- to manage your life, if nothing else.  You are invited to take responsibility for making things turn out the way you want them to, to join with others to accomplish more together than you can alone, to witness life and action going on inside an organization and inside yourself, and to begin to understand the hows and whys of organizational life.
Our Product
Organizations usually offer a series of products or services called a product line. We produce learning; as a member of “A learning organization” you will improve your ability to
1. List, define, and apply concepts
2. Articulate your thoughts
3. Use intellectual tools
4. Recognize social (external) situations
5. Recognize personal (internal) situations
6. Act on your own initiative, using whatever resources you have to achieve your own objectives (see Vaill, 1996)


[bookmark: Qualities_of_our_Product]Qualities of our Product
As a product, first-time mistakes have several unpleasant qualities. They don’t literally reek1, but smelling bad is a pretty good metaphor for the uncomfortable feeling that sometimes accompanies others’ mistakes and always accompanies our own. We feel clumsy, inferior, stupid, silly, or naïve after making a mistake. In fact we have difficulty identifying our mistakes as valuable learning products because of the not-so-nice names we attach to our feelings as we make them. You will witness defensive behavior in “A learning organization”: people denying that they made mistakes, explaining them away (rationalizing), or blaming them
on circumstances or other people (projecting). We fear making mistakes, and this fear makes us timid, awkward, shy.
Think of the benefits of making this product, first-time mistakes. If you make mistakes out there in the real world, you may have to live with their consequences for years. You’re better off making them here, with your organizational members, in a safe place.
Remember that the benefits of unpleasant experiences appear afterwards. “A learning organization” members often feel lost, undernourished, and inundated. These negative experiences can (but do not always) build trust within the organization. Trust brings a tangible benefit: we expect support and overcome our fear of making mistakes.
[bookmark: Repeated_Mistakes]Repeated Mistakes
We consider first-time mistakes to be a valuable (although smelly) product. Not so for repeated mistakes, which indicate slow or no learning.
Suppose you don’t speak loudly enough for others to hear you above the noise of the overhead projector. To correct this mistake, you speak louder - but not loud enough. So you repeat the error of speaking too softly. If you are making a sincere effort to improve, slow learning is no sin. We can separate long-term issues from repeated mistakes. Some stylistic traits, for instance, need to be recognized and worked on long-term (even after XB).
No learning is a different matter.  It looks different; it “smells” different.
Learning is difficult; it is hard work. “A learning organization” members avoid this work and hide their avoidance, even from themselves. They do things, they stay busy, but are they learning?  Watch people; watch yourself; and think about what you are doing.




[bookmark: _bookmark0]1	Huang Ying grew up in Shanghai, China, a long way from Winooski, Vermont.  One day a cute black and white striped cat scratched at her apartment door.  She let it in and watched it walk around for a while.  But Ying had work to do. After shooing it out, Ying noticed a rather strong smell. In fact her co-workers noticed the same smell when she went to work the next day!  Ying learned from this first-time mistake and used the incident to make a point in XB, to the great amusement of her XB colleagues.
The skunk, an undomesticated member of the cat family, proliferates in Vermont. Its nauseating spray will repel any attacker.  No one goes near a skunk.
Vital projects in large, bureaucratic, organizations sometimes operate in remote buildings. Because no one visits, people call these sites skunkworks.  XB has few visitors, and we should develop a taste for the peculiar odor of first-time mistakes.

It gets worse: particularly if the division does not manage the evaluation or grades issue well, people may be repeating mistakes intentionally to beat the system. The organization is out of control.
Repeated mistakes place an unnecessary burden on any organization. How can we avoid them? First, talk about them with fellow organization members to make them a matter of public discussion. Then work through the learning cycle. It is particularly important to conceptualize what you have observed, to apply concepts. What you do from there becomes part of the on-going drama.
[bookmark: Increasing_productivity]Increasing productivity
Like any other organization, we need to increase our productivity continually; members need to make more mistakes.  How can we become productive, making mistakes?
1) Recognize mistakes, particularly your own. Rather than perpetuating a conspiracy of silence, initiate a conspiracy of discussion. Talk about mistakes gently and with humor, but avoid euphemisms. We need to speak frankly. Talk about mistakes of omission as well as commission. We consider not doing something as a form of hiding. We are not here to hide. Here is a challenge for timid people: at a moment when you recognize your own hesitation to act, ask yourself, “What precisely am I afraid of?”
2) Ask other members for feedback, help, and criticism.  In the spring of 1996, Huang Ying set a new standard by telling the CLO and her peers “You don’t criticize me enough. How am I supposed to learn from you?” Such a request, an act of leadership, raises the group’s standards.
3) Record mistakes. Weekly memoranda offer a vehicle for sharing unique, personal experiences - your very own mistakes - with others. If described with care (using concepts of course), these experiences bring to other people a higher quality of learning than any repetition of material from this manual.
4) Laugh about mistakes. Learning organizations have an irony about them (Fisher and Torbert, 1995; Vaill, 1996). Enjoy the crazy ride. you may raise serious issues, but the tempest should remain in the teapot. This irganization is only as serious as you want to make it.
5) Reward first-time mistakes. XB’s ranking system offers ample opportunities for formally rewarding first-time mistakes, via effort ranks within and among the departments. Make an effort to tell your colleagues what you tried to do, even if it fails; at least you tried. Semi- formally, it may be useful to celebrate the mistake of the week. But do not underestimate the informal reward that you bestow with praise.
6) Support each other. Members sometimes get the (mistaken) impression that the formal system sets one member against another, discouraging risk-taking. Even if you believe this to be the case, encourage and support your peers.  Make it OK for them to make mistakes.
7) Remember the word ‘through.’  You are going through an experience that will look different in retrospect. Even in the face of adversity, “A learning organization” is what you make it.


Companies and other organizations have structures, work to do, and procedures, and so do we. Each class - please call it a division - has twelve teams of participants, grouped into four departments. Each team specializes in a concept area and discharges two kinds of responsibilities:
1) [bookmark: 1)__Concept_(or_teaching)_responsibiliti]Concept (or teaching) responsibilities:
Each team makes sure that the entire organization can articulate and apply its concepts and models. With coaching from the Chief Learning Officer (CLO or Senior Manager), it gives presentations on these concepts and models or finds some other way to make sure that others learn them. A Job Description at the beginning of each team’s material lists concept responsibilities for the team.
2) [bookmark: 2)__Administrative_responsibilities:]Administrative responsibilities:
Each team provides a service to the organization or parts of it, occasionally making decisions (i.e., in a line capacity), more often giving advice (i.e., in a staff capacity), sometimes just doing stuff. It performs tasks more or less associated with its concepts and more or less defined.  The best teams and the best team members don’t wait to be told what to do.
Within the topic area, each participant will assume responsibility for becoming the class expert in certain subjects; the department as a group will evaluate the student’s performance. So each person and each team have unique functions.  The rest of the class depends on them.
Group members contribute to the success of the group not only by following directions but also by taking initiative, by looking for things to do, by thinking about what is going on in the organization, by taking risks. According to our philosophy, one need not have the title “manager” in order to practice management. Good group members will seek responsibility and be recognized and rewarded for their efforts.
The associated textbook covers the basic material that everyone must learn, but each team covers its own area in greater depth, through coordinated reading of reserve texts and other material. Most teams plan and run classes. As opportunities arise, teams apply appropriate expertise (to help a person speak assertively, for instance).
In “A learning organization” learning is job 1. Our most important job is to apply concepts and models from our reading to the organization and to what happens in the organization, both during class and between classes.
[bookmark: Evaluation_and_Communication]Evaluation and Communication
To the extent possible, communication and evaluation will occur as natural functions of the organization.   We will talk and write to people because we need to, not just to make work.
Each participant has a computer account for communications purposes and may send messages to the team, to another individual, or to the whole class at any time (24 hours a day, 7 days a week).

We will evaluate each other and get paid (i.e., graded) as much as possible by how much we learn (pay for knowledge) and by how much effort we put into improving the organization. Students will evaluate each other.
Our evaluation strategy: collect a lot of data on each person’s performance so we know how well that person is doing, so the person gets lots of feedback, and so no single grade matters too much in the final evaluation.
This organization evaluates publicly; by joining it, you agree. All member evaluations of each other constitute recommendations for grades and are subject to public discussion and to review by the CLO.
Students who have participated actively in the course but do not agree with their final grades may take a comprehensive final exam, worth 60% of the final grade, testing their ability to apply all of the reading in the course.
The CLO will not do day-to-day grading but will work closely with the Control Team to see that it gets done. The CLO alone will assign letter grades to the existing rank at the end of the semester and will use personal judgment assigning course grades if the control system fails.
Warning - the grading system encourages you to participate, write, read, and lead. Don’t concentrate your efforts in one activity. Learn this complex grading system early. If you are trying to beat it, you haven’t understood it yet. It is much easier to learn than to beat XB’s grading system.

[bookmark: Major_Components_of_“A_learning_organiza]Major Components of “A learning organization”
[bookmark: Departments_and_Teams]Departments and Teams
The XB Organization consists of four departments, each comprised of three teams.

[image: ]


During the first two weeks, each team does the required and suggested readings in its own area. Thus each team develops its own expertise.  Each team then provides services to the

organization as a whole and teaches all members a specific set of concepts by articulating them and applying them to the organization itself. Departments and teams apply concepts.
[bookmark: The_Major,_Formal_Roles:_CAT_and_ALE]The Major, Formal Roles: CAT and ALE
Participants want to jump in and play their roles; so start with these roles. But remember that you will also take minor, formal roles and informal roles (at the same time).
[bookmark: CAT:_Coach/Administrator/Teacher]You take roles in a complex organization that you must adjust to. One aspect of the organization encompasses each of the major, formal roles.
CAT: Coach/Administrator/Teacher
You manage in the traditional hierarchy) by playing the CAT role (Coach/Administrator/ Teacher). Within the hierarchy of the organization, you (and other members of your CAT team) will specialize in your skills, attitudes, and knowledge. You will perform (administer) certain functions such as moderating discussions or tracking participation. Once proficient, you will train others, your colleagues in their learner Apprentice/Learner/Employee (ALE) role, to perform these functions. You will study material related to these roles in greater depth than others, and you will teach them this body of theory.
At first you may not understand how coach, administrator, and teacher become one role; it will make more sense as you get experience. Briefly, managers in the world outside often describe themselves as coaches and teachers, while teachers are becoming aware that they manage or administer the classroom.  These roles flow into each other, especially in here.
You are not the head coach, the senior administrator, or the principal; that person expects you in your CAT role to do the tasks assigned to you completely and well, not any way you want to, yet using your own judgment and initiative. The CLO has specific instructions for you. You execute them on your own.  The Formal Organization, Cycle I reading explains how and why this arrangement works.
CATs work in teams with unique responsibilities. Three teams make up each of the four departments. Each department has its own point of view. Each department and team could have a department head, but usually they do not, since XB emphasizes working with colleagues.
Shoulder responsibility. Get confident. Read. You won’t work effectively in your CAT role until you have confidence. Most CATs feel more confident after meeting with the senior manager. Confidence also comes from simply daring to fill your role and do your job. Feelings of power, pride, and worth come with this role; you matter in this organization.
[bookmark: ALE:_Apprentice_/_Learner_/_Employee]ALE: Apprentice / Learner / Employee
In the rush of liberation from the traditional, often passive, student role, you may neglect the equally important, more difficult ALE role. The CLO gives you the CAT role, but the university expects you to learn.
As learners we often feel weak, incompetent, stupid, lonely, and afraid. Respect – do not deny - these feelings. They make learning a tough job – and not just in this organization. They

will dissipate when you gain something of personal value, when you work up an appetite for learning.
You will acquire skills, attitudes, and knowledge (KSAs). Apprentices learn skills, and your colleagues (in their CAT roles) will train you to scribe, to paraphrase, to track decisions, etc.
Attitude is trickier. Good apprentices and good employees cooperate with their coaches and administrators. They ask questions to get information but also do what they are asked to do. You will find it difficult at first learning from a peer, someone you perceive to be at your same level. They don’t seem to know any more than you – but reconsider. Do you lack confidence in that “peer” or in yourself as a CAT? If you develop your own expertise and take learning seriously, you will set a standard for others. You will feel surprising respect for other organization members. But if less respectful, less conscientious attitudes prevail, you are in for the roughest ride you will ever experience in a class.  You will learn, but it won’t be fun.
Like any other apprentice, employee, or student, you will be evaluated on what you know and on how well you cooperate, perhaps in comparison – in competition – with the other ALEs. In “A learning organization”, as in other organizations, you both compete and cooperate with your peers. Competition in the pursuit of learning produces an atmosphere where everyone realizes that competition doesn’t matter; it’s just a game. But squabbling over grading distracts people from learning. It is an unconscious way of avoiding learning (that scary thing). If you don’t want to learn, close this manual right now and head for the door!
Some ALE activity occurs in a matrix organization. You will participate in a reading task force (a committee representing different departments). As ALEs, your group will discuss each chapter and give helpful feedback to the CAT team presenting it (of which you may also be a member).  Your reading task force competes with other reading task forces.
[bookmark: Reading_Task_Forces_(or_Groups)]Reading Task Forces (or Groups)
Each organization member also belongs to a cross-departmental (matrixed) group for discussing readings. These reading task forces (RTFs) begin to function during the third week, as all organization members read the same material and help each other apply concepts. The RTFs are set up as the role decides and may be consistent over the course of the cycle or the change in them will be consistent.
Each CAT Team gives a presentation or finds another way to clarify or reinforce its most important points as they apply. As they do so, the reading task forces read the relevant chapter of the manual and other readings as assigned by the team. Sooner or later, everyone reads the whole text.
[bookmark: Organizational_Functioning]Organizational Functioning
Our objective is to function as a high-performing learning organization, in which you participate with enthusiasm and learn more than you ever thought possible. Before the organization reaches this level of performance, you will discover a new paradigm. Your basic ideas of what an organization is and how you should behave at work will change.

As organization members act more like managers trying to achieve objectives and less like students following a programmed course or administrators following regulations, other members will get inspiration and knowledge from them.
Much effort and some conflict may precede high performance. At first, significant portions of the organization may not work well. Even apparently working well, the organization can fall apart very quickly.  Ironically, “A learning organization” does not always produce learning when it works smoothly.  Instability and imperfection can also contribute to learning.
Of course everyone wants to know how to make it work well. The “learning organization” Oath and mission statement tell you how in a nutshell. Historically a more accurate answer is: keep trying, and you’ll find out.  When in doubt, apply concepts!
[bookmark: Departmental_Functioning]Departmental Functioning
“A learning organization” trains its members to manage, following the four steps in our model of continual learning: Taking Responsibility, Doing, Observing, and Understanding. We assign to departments the task of making sure that individual members learn and perform these steps.
The simple names of these steps represent the tips of four icebergs. Each of these steps is a Weltanschauung, a way of looking at life, a religion, a philosophy. The introduction to each department will give a brief indication of these points of view and suggest further readings.
Psychologically, each of us tends to specialize in one of these ways of being, for better and for worse. We develop expertise in one area, but we neglect other areas. In the fall of 1995, XB members found a scapegoat. Whenever Ramsey opened his mouth, others began to snicker or roll their eyes.  If you noticed such behavior, what would you do?
If you say, “Stop picking on him!” that’s doing. Your action may stop the scapegoating, but members may not notice the behavior and may not learn from your action anything that they can apply in different situations.
By saying “Whenever Ramsey speaks, Pete and Jon snicker,” you observe behavior. Others will take note of it because of your intervention but may not perceive a general pattern or do anything differently.
Suppose you generalize: “We are scapegoating a member.” Through this attempt to understand, you have made people aware of the group process, but they may not see the behavior that elicited your statement, and they may not act differently. Still, you have applied a concept!
Or, finally, if you say, “Hey, guys, we’re here to help each other,” you orient your action towards taking responsibility by reminding people of their goals. But others may not see the specific context for your statement.
In response to any situation, one kind of person will act individually, another will try organizing a group response, another will gather data, and yet another will try to conceptualize what is going on. Each response, although valuable in itself, could add more value as part of a complete pattern: observing, understanding, taking responsibility, and acting.

The definite tasks of a section tend to take precedence over the general, vague goals of departments. Each team in XB tends to think that the organization will “run smoothly” if only people do what it is asking them to do (send e-mail correctly, read their job descriptions, write plans in behaviorally verifiable terms, stop making value judgments, etc.). Within the Doing Department, Communications tries to get everyone to follow the correct memo format; Effectiveness complains about goals set but not achieved; Directing doesn’t care what happens as long as people follow the decisionometer. But no one remembers Doing. And the Doing Department, caught up in its internal and external preoccupation with ranking, forgets that doing works best as part of the four-part learning cycle.
Compartmentalization, the tendency to become preoccupied with local concerns and forget the big picture, occurs in most organizations. What should you do about it? Start - but only start - by observing it.  Then perform the functions of the other departments.
And through it all, apply concepts.
[bookmark: Minor,_Formal_Roles:_Department_Member,_]Minor, Formal Roles: Department Member, Evaluator/ Grader
[bookmark: Department_Member]Department Member
As a CAT you represent your department as well as your team. Each department has its own perspective, one of the four phases of continual learning. As a department member you make sure ALEs understand your department’s perspective and values as they proceed through the learning cycle.
In business jargon, we “wear a hat” when we play a role. Doing Department- or the doing mode - wears a hard hat (construction helmet). Observing wears a tourist’s floppy hat or a bird-watcher’s sun hat. Understanding sports the academic mortarboard. And Responsibility dons the capitalist’s top hat or the accountant’s visor. The complete manager knows how to change hats.
[bookmark: Evaluator/_Grader]Evaluator/ Grader
After playing the CAT role, you will evaluate the learning of ALEs in your league.  At St.
Michael’s we evaluate by rank order to force the evaluator to make distinctions. This unpleasant role requires confidence and impartiality. Put aside your self-interest and your feelings. Do not favor yourself or your friends. Favoritism poisons the organization, while impartiality - if the organization can achieve it - can become the jewel in the crown, the most valuable aspect of your organization’s culture.
The “Learning organization” uses the evaluator/grader role to combat a major informal role, the peer group member.
[bookmark: Major,_Informal_Roles:_Peer_Group_Member]Major, Informal Roles: Peer Group Member and Leader
No organization – not even a prison – can completely determine what you do. You spend most of your time being yourself, doing what comes naturally. But sociologists say you are still playing a role, this time an informal or emergent role. The “learning organization” requires you to play the formal roles of CAT, ALE, Evaluator, etc. But two major roles come into being on their own.

[bookmark: Peer_Group_Member]Peer Group Member
You will have difficulty adjusting to the formal roles because they ask you in a sense to be above or below other participants. But “really” you feel equal to them and not different from them. In fact, you don’t want to be above or below them because they are your peers, your equals.  ‘Really’ indicates what you believe:
· [bookmark: _We_are_all_equal.]We are all equal.
· [bookmark: _We_are_all_alike.]We are all alike.
· We are all together; we are one.
These propositions are neither true nor false. The “learning organization” will crack them open for a close look.
Some peer group behavior of course helps us and encourages us. But other peer group behavior holds us back, and we are not aware of it.
For instance, you will often see people hiding behind tables, under the visors of baseball caps, or in the disguise of attentive listeners. They don’t know what is going on - which is OK. But instead of taking responsibility for their confusion (e.g, by asking “Would someone tell me what’s happening here?”), they seek refuge in the crowd.
Someone describing behavior will speak of “everyone” or “some people” but won’t name anyone (that would make them different). Most people will find it easier to speak to the whole group than to one person, to work in class than outside class (where the peer group rules). The whole group will resist being broken up into smaller groups, working on different projects, meeting in different places.
And most of all, the peer group will resist rank-order evaluation, which presumes that no two individuals are equal.
Sometimes peer groups help the organization. They motivate people; they standardize behavior; they moderate conflict.
Peer groups have tremendous power in every organization, power that modern management harnesses. Fish are not aware of water; you will have to train yourself to see peer group behavior. Once you recognize this powerful, unconscious creature, you will watch it with fascination.
[bookmark: Leader]Leader
Some members will naturally step out of the peer group and influence others.
Organizations depend upon these emergent leaders as much as on people given positions of authority in the hierarchy.
Facing environments of uncertainty and change, modern organizations want all their members to lead when the situation calls for it. If you want to learn to lead or to practice, you have come to the right place. You may take a leadership class someday, but you will never have more opportunity to actually lead than in the “learning organization”.

So lead! But whither? You could choose to influence others away from learning and especially away from the necessary tasks that many consider unpleasant (evaluating, reading, or talking intellectually – applying concepts). Of course, the “learning organization” wants you to lead people towards our objectives.
You lead successfully not by preaching to the whole organization in class but by demonstrating to one or two people outside the classroom your personal commitment to conceptual learning and to getting the job done.
[bookmark: A_Non-Role:_Yourself]A Non-Role: Yourself
As you act out various roles in the “learning organization”, you will maintain one set of feelings, perceptions, and behavior that you cannot abandon and is therefore not a role: You are who you are; you will do what you will do.
You may not necessarily play the “learning organization’s” roles well. But you will be yourself perfectly. In here you have the opportunity to observe yourself in action, to find out how others see you, and to try to do new things. You can grow. Applying concepts, by the way, will help you grow.

Organizational Rules:

1. Ranking applies directly to each member’s grade. Members must evaluate themselves relative to each other, with no ties permitted.
a. The ranking system comes from the original Senior Manager’s first attempt at delegating grading to XB members produced false readings; everyone got an A. Members acted like students, not managers. Members did not dare to break the norm that forbids criticizing your peers.
b. Ranking works even with vague criteria, like “Who contributed (or learned) most?” Many companies use ranking to evaluate their employees.
c. Unfortunately, it causes conflict and sometimes discourages cooperation.
d. Managers use it because it reveals differences that other systems hide.
e. Ranking bitterness: conflict over grades can easily distract participants from their primary task, learning.
2. 50% of all grades must come from ranking.
3. No voting. Decisions are to be made by rational consensus.
4. No use of the word “problem” is allowed within organizational meetings.
a. One may have an issue that ALWAYS includes specific solutions.
5. NEVER may the phrase “lack of communication” be used within organizational meetings.
a. 99% of the time the underlying fundamental cause has absolutely nothing to do with communication.
6. No physical damage may occur to the building or to organization members.
7. Members must obey all local laws and institution rules.

Chief Learning Officer (Senior Manager): (CLO)
Responsibilities:
Concept Responsibilities:
· Assess each organizational member in determining whether they know, then understand, then can apply each specific BSLO within the responsibilities of each role.
· Examine and contrast each role’s definition and understanding of each BSLO with text and supporting information.
Administrative Responsibilities:
· Determine, independently of the organization, level of comprehension and application for each reading and BSLO.
· “Model the way” for the organization to work and provide loose guidance (provide options, do NOT directly answer questions) for department heads, roles, and individuals.
· Provide personal one-on-one coaching to each individual at least once during each cycle.
Tasks:
· Evaluate each memo independently of the organization and score on a not yet needs, needs, meets, or exceeds level and provide specific constructive feedback for each memo.
· Provide ongoing, instructional feedback to the organization whenever asked for it.
· “Model the way” by acting professionally within the organizations meetings at all times.
· Enforce and uphold the decisions of the department heads and the will of the organization.


Responsibilities:
Concept Responsibilities:

Department Head

· Determine whether each role successfully knows, understands, and applies their BSLOs and tasks to the organizational members.
· Assess completion of role tasks and administrative responsibilities on a weekly basis.
· Coach and support department members in their tasks, formal, and informal communication.
· Give orders to others your age and evaluate them.
· Judge another person's sense of responsibility.
Administrative Responsibilities:
· Oversee department member individual assessment.
· Develop feedback for each member.
· Lead department understanding where each member and role is regarding specific responsibilities.
· Willingness to spend more time than other members outside class doing work.
· Meet with the CLO and other department managers once a week.
Tasks:
· Assess department members on a weekly basis, at a minimum, by ranking the effectiveness of each department member. (it is suggested to also complete qualitatively.)
· Provide constructive and timely feedback supporting assessment individually to each member.
· Help your subordinates teach their concepts to each other and to the rest of the organization.
· BE SURE YOUR ROLES Work out in detail how they will evaluate members of the organization on their knowledge of their material. They should develop a system of record keeping, and report their criteria and procedures in writing to Control.
· BE SURE YOUR ROLES Rank each memo over THEIR section (just one rank) based on knowing, understanding, and applying their concept responsibilities.
· BE SURE YOUR ROLES report all grades and ranks to Control in a timely fashion.

Cycle
1
Full Course XB: First 8 weeks of class
Mini Course XB (Group Project: 2 weeks of class)


The Responsibility Department secures members’ commitment to the organization’s values, mission, goals, and objectives.
Assigned Text Sections:
· Chapter 7 -  Early Motivation Themes 

The Doing Department ensures that work is being done towards personal, team, departmental, and organizational objectives.
Assigned Text Sections:
· Chapter 7 -  Contemporary Motivation Themes 

The Observing Department ensures the flow of feedback. It gets members to perceive and describe members' behavior and its consequences without judging them.
Assigned Text Sections:
· Chapter 8 -  Job Characteristics Model  

The Understanding Department ensures that members can articulate the theories, concepts, and models underlying their actions.
Assigned Text Sections:
· Chapter 8 -  Rewards for Employee Motivation 

Planning Team Responsibilities:
Concept Responsibilities:
· Understand the role of planning within motivation & motivation concepts.
· Formulate a method of instructing the planning function to the organizational members.
· Assess whether each member knows, understands, and has applied the planning function.
· Train members to plan.
Administrative Responsibilities:
· Oversee organizational schedule for all of cycle.
· Control and administer the daily meeting agendas for the organization.
Tasks:
· Schedule class meeting three weeks out.
· Presentation calendar
· Organizational meeting agendas
Behaviorally Stated Learning Objectives – has each person:
1. Discussed the major costs of planning?
2. Interpreted and measured the benefits of planning?
3. Written measureable objectives or goals in memos?
4. Written a measurable plan to complete their role’s BSLOs?
RESPONSIBILITY DEPARTMENT:
Cycle 1


Control Team Responsibilities:
Concept Responsibilities:
· Formulate a method of instructing the Control function to the organizational members.
· Assess whether each member knows, understands, and has applied the Control function.
Administrative Responsibilities:
· Oversee and administer all assessment scoring for the organization.
Tasks:
· Develop a gradebook policy and receive and process all grades/ranks.
· Record all grades.
· Record all ranks.
· Report grades and ranks to organizational members on a weekly basis.
Behaviorally Stated Learning Objectives – has each person:
1. Defended the saying: “what gets measured gets done?”
2. Debated the characteristics of an effective control system?
3. Identified and explained aspects of this “classroom organization” that are out of control?

Staffing Team Responsibilities:
Concept Responsibilities:
· Understand the role the Human Resource Management (HRM) within an organization.
· Formulate a method of instructing the HRM function to the organizational members.
· Assess whether each member knows, understands, and has applied the HRM function.
Administrative Responsibilities:
· Oversee performance of individual members of the organization.
· Determine whether each member is performing within their specific role.
Tasks:
· Place people within roles for cycle 2 (as appropriate).
· Help all CATs to achieve expertise.
· Ensures each members has an understanding of surveys completed up to this point in the semester. 
Behaviorally Stated Learning Objectives – has each person:
1. Defended multiskilling and applied it to their role within this organization?
2. Explained the difference between training and education?
3. Written a reaction/ understood their survey results?
4. Illustrated how personality may impact role responsibilities within the organization?

Effectiveness Team Responsibilities:
Concept Responsibilities:
· Understand the role Effectiveness versus Efficiency plays within the organization processes.
· Formulate a method of instructing the Effectiveness function to the organizational members.
· Assess whether each member knows, understands, and has applied the Effectiveness function.
Administrative Responsibilities:
· Measure whether the organization is continually moving forward in a way that is benefitting members, the organization itself, and departments.
· Evaluate the effectiveness of the department heads and chief learning officer and suggest methods for improvement.
· Evaluate effectiveness versus efficiency.
Tasks:
· Administer the weekly department head meeting and report discussion to the organization.
· Rank each CAT weekly on how well they’ve achieved their specific administrative responsibility.
· Rank department heads on a weekly basis providing specific feedback on improvables and strengths.
Behaviorally Stated Learning Objectives – has each person:
1. Explained how managers impact the effectiveness of the organization?
2. Discussed barriers that managers and coworkers can create within an organization?
3. Written and explained a flow chart for a process within their roles?
4. Discussed or observed delegating, cooperating, nagging, and positive and negative emotion within the organization?
DOING DEPARTMENT:
Cycle 1


Communications Team Responsibilities:
Concept Responsibilities:
· Understand the role of communication in Motivation within an organization.
· Formulate a method of instructing the communication function to the organizational members.
· Assess whether each member knows, understands, and has applied the communication function.
Administrative Responsibilities:
· Manage the weekly memoranda.
· Get members to write clear, grammatically correct, useful, interesting memos.
· Make sure each department or other grading group grades each memo, gives written feedback to the writer, discusses significant points in class.
· Reports ranks to Control before the deadline.
· Assess whether memo writing demonstrates application.
· Construct and control a method of organizational communication that allows all members to effectively communicate with all other members.
Tasks:
· Individual memo rubric and content expectations.
· Manage all organization-wide communications.
· Make sure all members can communicate easily through electronic media.
Behaviorally Stated Learning Objectives – has each person:
1. Defended use of communication medium and its effectiveness for the task?
2. Utilized, effectively, the organization’s electronic media tool?
3. Written a memo in the appropriate format while discussing concepts utilizing application versus understanding?

Directing Team Responsibilities:
Concept Responsibilities:
· Understand the role of decision-making as impacted by Motivation at various levels of the organization. 
· Formulate a method of instructing the decision-making function to the organizational members.
· Assess whether each member knows, understands, and has applied the decision-making function.
Administrative Responsibilities:
· Measure how well daily meetings are moderated.
· Evaluate each organizational member as they perform one of Directing’s meeting responsibilities.
Tasks:
· Learn how to moderate.
· Moderate daily class meetings.
· Oversee meeting behavior and focus.
· Minutes are recorded and posted.
· Meetings stay on track.
· Play Devil’s Advocate
· Teach the rest of the organization how to moderate and have them do it!
Behaviorally Stated Learning Objectives – has each person:
1. Been taught (appropriately) how to moderate meetings?
a. Scribing (minutes), oversite, stay on task, question when appropriate?
2. Moderated a meeting and been assessed for effectiveness?
3. Written an assessment on what each member learned by moderating?

Individual Team Responsibilities:
Concept Responsibilities:
· Understand the role of individual influences by Motivation within the organization.
· Formulate a method of instructing the influences of behavior function to the organizational members.
· Assess whether each member knows, understands, and has applied the behavioral observation function.
Administrative Responsibilities:
· Develop a method to encourage daily meeting attendance. (as appropriate)
· Manage attendance and provide methods to improve attendance for members who are not attending meetings. (Develop an appropriate policy.)
· Prevent the use of Unnecessary Value Judgements (UVJ) within daily meetings.
· Have an organization member describe a significant behavior and how it impacted the organization.
Tasks:
· Report and record attendance in a public manner.
· Develop a method to demonstrate “Unnecessary Value Judgment” during class. Raise the issue when someone makes an Unnecessary Value Judgment
· Notice each UVJ and determine its root causes.
Behaviorally Stated Learning Objectives – has each person:
1. Explained how personal opinion can cloud development of workplace or organizational tools?
2. Differentiate between observing a behavior, inferencing a behavior, and interpreting a behavior?
3. Defined and appraised a UVJ that occurred within the organization?
OBSERVING DEPARTMENT:
Cycle 1


Dyad Team Responsibilities:
Concept Responsibilities:
· Understand the role of listening and paraphrasing as an impact on motivation within the organization.
· Formulate a method of instructing the Dyad function to the organizational members.
· Formulate a method of instructing approaches to quality management function to the organizational members.
· Assess whether each member knows, understands, and has applied the quality management function.
Administrative Responsibilities:
· Oversee the effectiveness of presentations.
· Manage presentations.
· Employ methods to improve presentations over the course of the cycle.
· Get member to listen and understand each other!
Tasks:
· Demonstrate active and passive listening and the difficulties behind it.
· Develop presentation rubrics.
· Provide presentation critique immediately following each presentation.
Behaviorally Stated Learning Objectives – has each person:
1. Explained how listening for content benefits quality management within an organization?
2. Explained how listening for feeling benefits quality management within an organization?
3. Justified the dichotomy of speaking figuratively and listening literally?
4. Examined how listening is important in process improvement cycle?

Group Team Responsibilities:
Concept Responsibilities:
· Understand the role of process observation within the organization.
· Formulate a method of instructing the systems model organization to the organizational members.
· Assess whether each member knows, understands, and has applied using the systems model in process observation.
Administrative Responsibilities:
· Develop methods to encourage individual participation throughout daily meetings.
· Create and measure different types of individual participation.
Tasks:
· Record “significant” participation of individual members.
· Enter this data on a spreadsheet so members can SEE who has been involved.
· Provide a profile to each member on what they’ve accomplished with their participation.
Behaviorally Stated Learning Objectives – has each person:
1. Explained the impact participation has in developing outcomes within the systems model?
2. Appraised the value of participation within group discussion and goal development?
3. Defined the role personality plays in group decision-making behavior?
4. Identified and explained the reasoning behind a norm within the organization?

Formal Organization Team Responsibilities:
Concept Responsibilities:
· Understand the role of authority within the organization.
· Formulate a method of instructing the organizational structure and authority function to the organizational members.
· Assess whether each member knows, understands, and has applied the organizational structure and authority function.
Administrative Responsibilities:
· Oversee the organizations responsibility of reading the text.
· Oversee roles and their responsibility to “master” their content.
· Develop a method to publicly show the role’s belief that each member has read each assigned section.
· Have each role rank individual memos over their section best to worst based on application of their concepts. Report all ranks to Control.
· Oversee the physical layout of the classroom.
Tasks:
· Create reading task forces (RTFs) and oversee their completion and reporting of grades and ranks.
· Assess whether each role has “good enough” to teach the rest of the organization on their section(s) of responsibility.
Behaviorally Stated Learning Objectives – has each person:
1. Identified someone’s failure to respect the authority of a team?
2. Described how horizontal structure is intended to make the organization more effective?
3. Defined “functional authority” and explained how respect for this is related to the effectiveness of the organization?
4. Discussed the advantages and disadvantages of MGT4000 – Week 6&7 being taught in the current format based on the typical college class?
UNDERSTANDING DEPARTMENT:
Cycle 1


Informal Organization Team Responsibilities:
Concept Responsibilities:
· Understand the role of Norms and development within the organization.
· Formulate a method of instructing group development function to the organizational members.
· Assess whether each member knows, understands, and has applied the norms with external (informal) communication function.
Administrative Responsibilities:
· Assess the communication that occurs outside of formal channels.
· Work towards a state where organizational members feel excited about learning.
· Determine how well each organizational member knows each other.
· Get roles to develop EYE-CATCHING graphs of members using their concepts.
Tasks:
· Determine and show the formal channels of communication within and throughout the organization.
· Develop a sociogram showing classmate connections to each other.
Behaviorally Stated Learning Objectives – has each person:
1. Distinguish between the formal and informal organization?
2. Explained how the informal world plays a part in group decision making?

Management Theory Team Responsibilities:
Concept Responsibilities:
· Understand the role of trust within the organization.
· Formulate a method of instructing trust: recognizing and evaluating it, to the organizational members.
· Assess whether each member knows, understands, and has applied trust measurement.
Administrative Responsibilities:
· Stop class meetings when it is boring and WAKE EVERYONE UP!
· Manage the ALE role.
Tasks:
· Lead organization in stating the oath at the beginning of each meeting.
· Manage whether each ALE is met and whether roles reach the “Expert” level for each task.
· Manage whether each ALE is met and whether roles reach the “Expert” level for each administrative responsibility.
· Report on the level of trust found within the organization twice during cycle one.
Behaviorally Stated Learning Objectives – has each person:
1. Pointed out and explained a trust building a trust reducing behavior that has occurred within the organization?
2. Taken a risk (defend) to build trust in this organization?
3. Defended how satisfaction is directly correlated to trust for both, the customer’s and employee’s point of view?


Cycle
2
Full Course XB: Second 7 weeks of class
Mini Course XB (Group Project: N/A)


The Understanding Department ensures that members can articulate the theories, concepts, and models underlying their actions.

The Observing Department ensures the flow of feedback. It gets members to perceive and describe members' behavior and its consequences without judging them.

The Doing Department ensures that work is being done towards personal, team, departmental, and organizational objectives.

The Responsibility Department secures members’ commitment to the organization’s values, mission, goals, and objectives.


Planning Team Responsibilities:
Concept Responsibilities:
· Understand the role of strategic planning as it applies to marketing within the organization.
· Recognize what brings value to organizational members.
· Interpret the interplay between environments, strategic planning, and organizational competence.
Administrative Responsibilities:
· Oversee organizational schedule for all of cycle 2.
· Control and administer the daily meeting agendas for the organization.
Tasks:
· Schedule class meeting three weeks out.
· Presentation calendar
· Organizational meeting agendas
Behaviorally Stated Learning Objectives – has each person:
TBD


Control Team Responsibilities:
Concept Responsibilities:
· Introduce ethics and ethical decision-making.
· Interpret the role personal values play within ethics within an organization.
· Differentiate between different ethical outcomes based on personal versus group beliefs.
Administrative Responsibilities:
· Oversee and administer all assessment scoring for the organization.
· Post a list of who will post what grades by when.
Tasks:
· Develop a gradebook policy and receive and process all grades/ranks.
· Record all grades.
· Record all ranks.
· Report grades and ranks to organizational members on a weekly basis.
· Develop an ethics inventory specific to the needs of the organization.
Behaviorally Stated Learning Objectives – has each person:
RESPONSIBILITY DEPARTMENT:
Cycle 2

TBD
Staffing Team Responsibilities:
Concept Responsibilities:
· Understand the legal environment surrounding the hiring process.
· Evaluate interview, hiring, and candidate selection methods.
· Introduce competencies into the hiring process.
Administrative Responsibilities:
· Oversee performance of individual members of the organization.
· Determine whether each member is performing within their specific role.
· Recommend job changes for unproductive members.
Tasks:
· Make sure all members know and understand their job descriptions.
· Assist roles with follow-through from specific members.
Behaviorally Stated Learning Objectives – has each person:
TBD
RESPONSIBILITY DEPARTMENT:
Cycle 2


Effectiveness Team Responsibilities:
Concept Responsibilities:
· Correlate methods of managing suppliers with methods of managing your boss.
· Train members to study their boss, to find out what the boss needs and what they need
– and don’t need.
Administrative Responsibilities:
· Measure whether the organization is continually moving forward in a way that is benefitting members, the organization itself, and departments.
· Evaluate the effectiveness of the department heads and chief learning officer and suggest methods for improvement.
· Evaluate effectiveness versus efficiency.
· Observe and comment on members’ attitudes towards the CLO.
Tasks:
· Administer the weekly department head meeting and report discussion to the organization.
· Rank each CAT weekly on how well they’ve achieved their specific administrative responsibility.
· Rank department heads on a weekly basis providing specific feedback on improvables and strengths.
Behaviorally Stated Learning Objectives – has each person: TBD 

Communications Team Responsibilities:
Concept Responsibilities:
· Compare forecasting methods and defend which is the most assertive.
· Teach members the importance of assertive communication:
· Understand assertive versus passive versus aggressive and how it applies to verbal communication.
· Understand assertive versus passive versus aggressive and how it applies to written communication.
· Understand methods of how verbal and written communication impacts production scheduling.
Administrative Responsibilities:
· Manage the weekly memoranda.
· Get members to write clear, grammatically correct, useful, interesting memos.
· Make sure each department or other grading group grades each memo, gives written feedback to the writer, discusses significant points in class.
· Reports ranks to Control before the deadline.
· Assess whether memo writing demonstrates application.
· Construct and control a method of organizational communication that allows all members to effectively communicate with all other members.
Tasks:
· Individual memo rubric and content expectations.
· Manage all organization-wide communications.
· Make sure all members can communicate easily through electronic media.
Behaviorally Stated Learning Objectives – has each person: TBD

Directing Team Responsibilities:
Concept Responsibilities:
· Understand the role discipline plays within employee management.
· Teach members the principles of behavior modification, making sure that they understand that consequences shape behavior.
· Assess methods of discipline and evaluate their ability to change or correct behavior.
Administrative Responsibilities:
· Take over management of the moderating function, including scribing and minute taking. Measure how well daily meetings are moderated.
· Evaluate each organizational member as they perform one of Directing’s meeting responsibilities.
Tasks:
· Learn how to moderate.
· Moderate daily class meetings.
· Oversee meeting behavior and focus.
· Minutes are recorded and posted.
· Meetings stay on track.
· Play Devil’s Advocate
· Learn how to moderate.  Moderate class twice; then have others do it!
· Have class members click the use of “um,” “like,” “y’know,” etc.
DOING  DEPARTMENT:
Cycle 2

Behaviorally Stated Learning Objectives – has each person: TBD
Individual Team Responsibilities:
Concept Responsibilities:
· Understand motivation and apply methods for getting others to do work.
· Correlate proper facility design with increasing motivation for staff.
· Differentiate between “managing” and “motivation” in a workplace setting.
Administrative Responsibilities:
· Develop a method to encourage daily meeting attendance.
· Manage attendance and provide methods to improve attendance for members who are not attending meetings. (Develop an appropriate policy.)
· Prevent the use of Unnecessary Value Judgements (UVJ) within daily meetings.
Tasks:
· Report and record attendance in a public manner.
· Notice each UVJ and determine its root causes.
· At least once during each class have someone recount a significant event in the class, noting specific behavior and its consequences.
Behaviorally Stated Learning Objectives – has each person: TBD 

Dyad Team Responsibilities:
Concept Responsibilities:
· Understand the correlation between decision-making with a large versus a small open area.
· Correlate product selection and make-or-buy with facility and staffing requirements.
· Explain how perception impacts make-or-buy to all organizational members.
Administrative Responsibilities:
· Manage & oversee the effectiveness of presentations.
· Employ methods to improve presentations over the course of the cycle.
· Get members to listen and understand each other!
Tasks:
· Visit a student or employee counseling center and ask them what they do.
· Report to the CLO how their function applies to this organization.
· Develop presentation rubrics.
· Perform Quality Control on presentations by giving straight feedback to presenters.
OBSERVING DEPARTMENT:
Cycle 2

Behaviorally Stated Learning Objectives – has each person: TBD
Group Team Responsibilities:
Concept Responsibilities:
· Understand how different theories of leadership impact interpersonal and organizational conflict.
· Argue how leadership impacts organizational change.
· Lead members to understand the importance of leadership in decentralized organizations.
Administrative Responsibilities:
· Publicize acts of leadership within this organization pointing them out to all members.
· Develop methods to encourage individual participation throughout daily meetings.
· Create and measure different types of individual participation.
Tasks:
· Record “significant” acts of leadership of individual members (include background).
· Enter this data on a spreadsheet so members can SEE who has been involved.
· Provide a profile to each member on what they’ve accomplished with their leadership.
OBSERVING DEPARTMENT:
Cycle 2

Behaviorally Stated Learning Objectives – has each person: TBD
Formal Organization Team Responsibilities:
Concept Responsibilities:
· Understand the impact the appropriate level and type of service has for internal and external customers.
· Debate how service correlates with the development and maintenance of a high performing organization.
· Interpret the type of “authenticity” you provide to the organization (and when you provide it).
Administrative Responsibilities:
· Oversee the organizations responsibility of reading the text.
· Oversee roles and their responsibility to “master” their content.
· Develop a method to publicly show the role’s belief that each member has read each assigned section.
· Have each role rank individual memos over their section best to worst based on application of their concepts. Report all ranks to Control.
· Oversee the physical layout of the classroom.
Tasks:
· Create reading task forces (RTFs) and oversee their completion and reporting of grades and ranks.
· Assess whether each role was “good enough” to teach the rest of the organization on their section(s) of responsibility.
Behaviorally Stated Learning Objectives – has each person: TBD


Informal Organization Team Responsibilities:
Concept Responsibilities:
· Understand the role that group norms play in helping manage individual biases.
· Apply different biases to situations that occurred within the organization.
· Argue methods to make better departmental and organizational decisions.
· Comment publicly on whether the social atmosphere (culture) of the XB division encourages or avoids work.
Administrative Responsibilities:
· Assess the communication that occurs outside of formal channels.
· Work towards a state where organizational members feel excited about learning.
· Determine how well each organizational member knows each other.
· Get roles to develop EYE-CATCHING graphs of members using their concepts.
Tasks:
· Construct or obtain a large Bionometer with an indicator that will stay in place when you change its position and display this Bionometer at all times during Cycle 2.
· Report to the CLO and organization the number of graphs showing use of concepts.
Behaviorally Stated Learning Objectives – has each person: TBD 


Management Theory Team Responsibilities:
Concept Responsibilities:
· Understand how employees feel they are treated impact organizational performance.
· Assess how much of organizational culture is determined by the values within the organization.
· Apply social responsibility to internal and external customers of your current organization.
Administrative Responsibilities:
· Create and start off each day with the organization’s oath/pledge.
· Stop class meetings when it is boring and WAKE EVERYONE UP!
· Manage the ALE role.
Tasks:
· Lead organization in stating the oath at the beginning of each meeting.
· Manage whether each ALE is met and whether roles reach the “Expert” level for each task.
· Manage whether each ALE is met and whether roles reach the “Expert” level for each administrative responsibility.
· Invite visitors from outside to visit and make observations. Use these observations to talk about the organization’s culture.
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