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Course Description and Objectives





Arts organizations often have highly involved stakeholders with contrasting agendas. What stakeholders often have in common is that they expect arts administrators to respond to their concerns. As responses require resources that are often in short supply, this can create problems for arts administrators. In particular, they may find themselves beholden to stakeholders who control needed resources and who can pressure managers to favor their views, corrupting their independence. 





Managerial pressures also reflect the internal dynamics of arts organizations. Artists have strongly-held beliefs concerning the requirements of artistic success and they strongly advocate these views. To achieve success, they look to arts administrators to obtain additional resources, to ensure that their efforts obtain appropriate recognition, and to persuade and inspire others to cooperate and support their views. But their are many different views that gain legitimacy in the arts world and so conflicts over resources, priorities and coordination are inevitable and continuing. These managerial conflicts might be more widely recognized if were it not for the fact that arts organizations are often built on time-limited projects where contracts are short and stars move on. Many arts organizations also include a few devoted staff working for an authoritarian administrator who often uses his or her power to deny conflict and fire those with other views. Yet arts administration also means working with extraordinarily talented, widely recognized people and this can be exciting despite the challenges and frustrations. 





To work in arts administration, one most often works with others in groups. Therefore, we start by considering work groups, what they require in order to be self-managed and how they can be assessed. We then move to the organization level and consider how stakeholders and others impact the strategies that organizations pursue, and how managers must consider the implications of environmental contexts as they develop organizational strategies. We then consider how and why structures and cultures are important components of organizations and how they can be identified and managed. We’ll conclude by considering some of the issues that may arise for individuals who work in these types of organization.





You already know a lot about organizations. The course will provide concepts that will help you identify and explain how and why one organization is managerially effective and another is not. 





Texts and Other Material





Managing Organizations Pearson (2002) ISBN: 0536700397.


B1302.13, the MO section for Music, Professional Art and Visual Arts Professionals. These course readings are available at the NYU Professional Bookstore.    





Grades                          


			A mid-term exam				20%


			A final exam					20%


			A group study of an organization		30% 


			A group evolution study			10%


Individual Participation			20%





The Mid-term and the Final Exam





The midterm exam will be during class time on Thursday, March 6. The final will be at the time the school has scheduled a final exam for this class. My examinations usually require you to read a current news story, e.g. from the New York Times, the Financial Times, the Wall Street Journal or Fast Company, for example, that relates to course content. My questions then ask you to utilize concepts and theoretical ideas from the readings and class discussions to identify, explain and explore the managerial issues that are either referred to or are implicit in the story. 





Group Projects





I hope the following group projects will be both fun to do and also educational. 





A Group Study of an Organization





Your group is to select an organization involved in some aspect of the arts. Over the semester, you will study this organization. Your aim is to describe the organization and the managerial issues that it faces. The study outputs will include a final written paper of around 6-12 pages that describes and analyzes your organization. You can include supporting data to support your analysis in appendices. As well as this final written report, I want your group to present your study to the class at the end of the semester. This presentation should last around 20 minutes. Most of you will use slides to support your presentation. I’d like you to hand in a copy of your slides as well as your final report.





The organization you study should be one that all group members have an interest in. Just because an organization is “available”, therefore, should not be enough to convince you to study it. To start a project, it often helps to find a “focus” article that describes your organization. This article could be a description has developed by the organization itself. Alternatively, it could be an article in the press. Press articles usually draw attention to issues the reporter thinks the organization faces. As these often have implications for the management of the organization, they can be useful to you. In addition, you should draw on as many information sources as possible to develop a more complete understanding of your organization. If the organization is in NYC, as I encourage, you may be able to visit it and interview members. Before doing so, however, please talk about it with me. This is because there are ways to do interviews where you learn a lot and your interviewee also finds it valuable, and there other ways to interview where you don’t learn much and your interviewee is bored.  I want to make sure you avoid the latter possibility.





In developing your project, I want you to use the concepts that we have read about and discussed in class. In particular, there are readings that focus on “strategy”, “structure” and “culture”. These readings will give you theoretical ideas concerning what to look for in your organization. For example, what is the strategy of the organization?  Why are they pursuing this particular strategy? What does this strategy tell you about the priorities of the organization? What is the structure of the organization? What does this structure enable it to do? Does this structure make certain things very difficult for this organization? What is the culture of the organization? What does this culture facilitate? What does it block?  How strong is it and why? Our readings and class discussion will give you ideas concerning what to look for in order to answer these sorts of question. Ultimately, of course, what you find depends on the organization you have chosen. Ideally, this organization’s strategy, structure and culture will be integrated together.  In fact, however, there are often gaps in this integration. As you find such gaps, you often also find managerial issues that the organization has to deal with that you should discuss.  





To help make the presentations interesting, please have a slide near the beginning that describes the main managerial issue that your presentation is going to focus upon. Then proceed with your description of your organization. Your description should assume that though people may have heard of your organization, they really have little idea as to what it actually does or how it does it. You should use concepts in your description to help explain the issues the organization deals with. Don’t give a tutorial on the concepts, however. The thing everyone will find interesting is your description of the organization and its issues.  The concepts you use should help (not dominate) this ultimate end.  





I would like to have a meeting with your group when you have developed an outline of your project. Send me an email concerning when would be a good time. I want to have an understanding of what you are doing and also the opportunity to help you as much as I can. I would also recommend that you invite Vamshi to meet with your group and give you feedback concerning how your project and presentation preparations are going.  As we work through the strategy, structure and culture of organizations, I will give you feedback on the drafts you send me developing these aspects of your organization.  Ideally, we will start an iterative process in which your group will send me drafts and I’ll respond and, as a result, all of us will get a better understanding of the organization you are studying.  There is no limit on how often such iterations can occur.





As soon as you can, send Vamshi an email (vmr222@stern.nyu.edu) identifying the organization you intend to study. I want each group to study a different organization.  Hence, if two groups propose the same organization, the group that sends an email first does the study and Vamshi will ask the other group to choose another organization.





A Group Evolution Study





All students are members of a group. A written group process report should describe how your group evolved over the semester focusing on the sorts of managerial issues that arose, how you resolved them, and how you assessed what happened.  The paper should also summarize what you have learned from this group experience. The report should be around 5-10 pages.  Groups develop in different ways and so I do not want to specify an exact format for this study. Sometimes, groups write a general description of their group’s evolution together over time. Sometimes, they present a short overview of what happened and then individual members present their own perspective of what went on. If you adopt this approach, the paper is often a bit longer and you should at the end develop a joint assessment of what occurred and what you learned. You may also find your assessments are different and that the best you can do is “agree to disagree.” As far as I’m concerned, that is an appropriate way to finish. Sometimes, groups focus on specific issues that came up and were problematic for the group. The paper describes the issues, how they were dealt with, and what was learnt. The written group paper is due on the last day of class.





In writing up your group evolution study, I want you to use the concepts about groups that I will introduce at the start of the course.  In particular, I want you to identify the context that will have developed around your work. Your group enacts this context and also draws resources from it. How your group does this impacts group effectiveness. These concepts will be discussed at the beginning of the course and they will help you understand and assess your group’s development.





Individual Participation





Your task is to study and understand the readings. For each class, you should prepare the assigned material. I then expect you to participate actively in discussions. This is because it is necessary to test out management ideas with others. Although people may not agree initially about management issues, if they find out the factors that others are considering, a consensus often emerges. I want you to experience this process. If you do not check your perspectives in a dialog with others, you will also not know how convincing your views are or what limitations they may have. Your participation grade depends on your contributions to class discussions and attendance/homework assignments.





To support high quality class discussions, students should be in class on time, have prepared the assigned readings and/or case analysis questions, and be ready to participate. Students who enter class late and/or sleep during class not only don’t contribute but they also disrupt others who are trying to learn. We will reduce participation grades if such disruptive behaviors become habitual. If you are tired, respect everyone and don’t come to class.  Instead, tell us the situation, apologize for your absence, take steps to catch up on your sleep and return to class when you are again ready to participate in a learning process.





Attendance/Homework Assignments:





I want you to read the assigned readings. To confirm that you have done so, I want you to prepare summaries that set out the major points of the readings and “take home points” you would like to remember. Students are to prepare a separate summary for each assigned reading. The summary of any reading that you hand in should not exceed a page. For purposes of your own records, however, you may want to prepare longer summaries.





A copy of the summary is due at the beginning of class on the day that the readings are due. We will use the summaries that are handed in on time in class as the way we keep attendance. Keep a copy of your summary for your records. Students should bring their annotated summaries to the midterm (not the course text) and use them to remind them of ideas they learned in the course.  





Here is an example of a summary:





 “Managing risks in strategic alliances.”  





This paper proposes a two-dimensional framework for managing risk in alliances. One dimension involves relational risk (the probability that a partner firm lacks commitment to the alliance) and the other involves performance risk (the probability an alliance may fail even when partner firms commit fully to it).  





The author argues that the aim of an alliance should be to gain access to a partner firm’s valuable resources (property and knowledge) while keeping one's own resources intact. Alliance managers can choose from four orientations based on whether they want to emphasize control, flexibility, security or productivity in the partnership. The paper also identifies how risks change at different stages of the alliance.  Stages mentioned include the partner selection, structuring, operation and performance evaluation stages. Within each stage, key risks concern the extent to which there is an appropriate fit between the alliance partners. Such a fit is easier to find and maintain as the flexibility, collaboration and planning among partners increases to support the relationship.





In this example, you can see how the summary highlights certain concepts, i.e., conceptual distinctions that may help you develop an understanding of similar situations. Your summaries should be as clear as you feel you need to be in order to understand and remember the material. Vamshi will read your early summaries and he will let you know if he thinks you are not picking up the important conceptual distinctions in the readings.





Grading Records





Vamshi records the grades for this class.  If you have questions about your grade, contact Vamshi. At the end of the semester, he and I total up the points each student has accumulated and assign a grade distribution as required by Stern School policy. Current Stern School policy is that in core courses like this one, grades in the "A" range may not exceed 35% of the students enrolled in the course.





Class Memos





To keep track of what is going on, I sometimes ask classes to submit comment sheets in which you describe your ongoing reactions to the class and the course.  I respond to these comments in the following class. In a memo, you may explain what you took away from the class, present questions that you want me to explore further, or make other suggestions to enhance the class. If it would be a good time for me to ask for a class memo but I don’t seem to be taking the initiative, please let me know. Email is the best way to contact me.





Honor Code





The Stern School has a student honor code intended to promote high ethical standards among students. Honor issues sometimes arise when groups are responsible for important outputs as is the case in this class. You should know that each group member has an obligation to make sure all contribute to their group outputs. Sometimes, however, group members do not do their fair share and competent people find such behavior difficult to tolerate. I will not supervise group development processes closely. Rather, you should know that I expect you to get the work done, manage each other, do your fair share, and appreciate that group membership is always a privilege. If you let me know that someone is abusing membership in your group, I will not hesitate to remove that student from your group. At the end of the semester, each group member will complete a peer evaluation of other members. Any student receiving consistently negative peer evaluations will be penalized on the final grade. No matter what personal tragedies or pressures affect a student over the semester, they must still continue to respect and manage their group obligations. Some of our first class exercises will explain how to do this. Students who betray their group obligations infringe the honor code.





Study Guide questions for Case Analyses





Building a Team, from Soul of a new Machine





What aspects of the group’s initial formation process made it effective? How?  


What role does West play in the formation of this group?


What structures are introduced?  What symbols are important?


Would you want to be a member of this development group?








How Danny Died 





Characterize the actions of Playskool, Hasbro, and Kolcraft in terms of:


- their perspectives on organizational social responsibility


- their stages of moral development


- the strategies they pursue


Which other organizations have social responsibilities?  How well did they fulfill them?





Browser Wars 





Describe the environment that the browser producers faced.


How have Netscape and Microsoft attempted to influence the organizations that constitute this environment? How do their strategic approaches differ?





Apple Computer, Inc. 





What is Apple Computer’s strategy according to Jobs? What is it according to Sculley? How would you rate Apple’s positioning on each of the 7-Ss in the late 1980s?





The Smile Factory: Work at Disneyland





Why is the Disneyland culture so strong?


What values, beliefs and assumptions characterize Disneyland’s culture?





Kidder Peabody 


					


How does Kidder Peabody fit with GE’s strategy in the 1980s?


Analyze Kidder’s incentive systems.  What are they designed to do.


(a) Based on Kidder’s formal structure as well as its informal culture, which factors encouraged Jett’s behavior?


(b) Which factors discouraged Jett’s behavior?





�



INTRODUCTION





1.     January 30	Introduction to the course and working in groups





Course introduction and overview





        Discuss:  	Problems in Project Groups: An anticipatory case study.





During this class, you will form groups to do two group projects.


1) a group study of an organization, and 2) a group evolution study. 


			 


2.    February  6	Frameworks and Teams


	


       Read:		Building a Team





       Prepare:		Wilderness Survival Exercise


	


       Summarize:          A specific systems model





3.    February 13	Organizational and Social Responsibility


				


       Prepare:		How Danny Died


			Background information for the Vanatin case





        Summarize: 	What is social responsibility





4.    February 20	Strategic Positioning 1





       Prepare:		Browser Wars Case (located on the web)





       Summarize: 	Strategies for assessing and managing organizational stakeholders


			Managing and partnering with external stakeholders





5.  February 27	Strategic Positioning 2





       Prepare:		Apple Case (located on web)





       Summarize:	Strategic Management Process


			Coping with hypercompetition: Utilizing the new 7 S’s framework				The role of the founder in creating organization culture (Handout)





6.  March 6           Organization Structure





    In-Class 		Verses exercise





    Summarize:	Building better bureaucracies	


			Putting people first for organizational success		





7. March 13		Organizational Culture 1





			Mid-term exam





     Prepare:		The Smile Factory





     Summarize:    	Corporations, culture and commitment: Motivation and social ...





		Spring Recess


			


8.  March 27		Organizational Culture 2





      Summarize:  	Managing corporate culture through reward systems


 			Inspiring others: The language of leadership





       Prepare:		Kidder Peabody case (located on the web)





9.    April 3		Managing in the Work Place





       Prepare: 		The Monica Ashley Case





       Summarize:         Challenges in Leading a Diverse Work Force


Influence without authority: The use of alliances, reciprocity and exchange to accomplish work	





10.    April 10		Task Design & Motivation





Prepare:	Short description of a) a job you loved and b) a job you hated.  What features of the work led to you to like/dislike these jobs? 





       Summarize:     	Designing motivating jobs


The road to empowerment: Seven questions every leader should consider.			





11.  April 17		Biases and Escalating Commitments


		


      Prepare:	           The Sandhogs (on web).





     Summarize:           What is perception and why is it important?


			Biases


			Decision failures:  Why they occur and how to prevent them





			I will handout the final take-home exam on this date





12.   April 24		In-class presentations of organization case studies 





13.   May 1		In-class presentations of organization case studies





			Group development studies and organization case studies due


			Take-home exam is due





			





	














	








