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Course description: MS6900 is an integrative project focused on adding value to the organization and integrating the material covered throughout the MS programs a session-long project.  Students demonstrate analytical capacity in determining a course of action that contributes to the organization’s financial and operational success while concurrently meeting the goals of the discipline and/or work unit in an ethical and professional manner.  Project management tools and processes are presented..  

Course Pre-requisites:  Taken in the final session of the program

Required Readings: 
[bookmark: OLE_LINK4][bookmark: OLE_LINK3]IMPORTANT:  You are required to purchase the textbook for this course.  Please go to MBS to purchase a print version.

J. Rodney Turner. (2008).  The handbook of project-based management:  Leading strategic change in 
organizations, 3/E.  McGraw-Hill.  

Additional readings as assigned drawn from previous MS course work

Required to find additional readings relevant to the individualized course project

Recommended Readings: 

Bassi, L., & McMurrer, D. (2007, March). Maximizing Your Return on People. Harvard Business 
Review, 85(3), 115-123..

Bowes, B. (2009, February). Improving performance management systems. CMA Management, 
82(9), 12-13. http://search.ebscohost.com/login.aspx?direct=true&db=buh&AN=36620961&site=ehost-live

Franken, A., Edwards, C., & Lambert, R. (2009, Spring). Executing Strategic Change: 
UNDERSTANDING THE CRITICAL MANAGEMENT ELEMENTS THAT LEAD TO SUCCESS. California Management Review, 51(3), 49-73. http://search.ebscohost.com/login.aspx?direct=true&db=buh&AN=39988696&site=ehost-live

Kesler, G., & Law, J. (1997, October). Implementing Major Change in the HR Organization: The Lessons 
of Five Companies. Human Resource Planning, 20(4), 26-38. http://search.ebscohost.com/login.aspx?direct=true&db=buh&AN=388584&site=ehost-live


Lawler III, E., & Worley, C. (2006, March). Winning support for organizational change: 
Designing employee reward systems that keep on working. Ivey Business Journal, 70(4), 1-5. http://search.ebscohost.com/login.aspx?direct=true&db=buh&AN=20342560&site=ehost-live

Phillips, J.J. (2003) ROI Best Practices.  Chief Learning Officer, 2(6), 50-52

Course length:  7.5 Weeks

Contact Hours: 45 Hours

Credit Value: 3.0

Program Outcomes:



Course Objectives:

1. Design an initiative that demonstrates the value-added contribution of a project using financial, economic, operational, and interpersonal measures of success.
2. Demonstrate such contribution of a specific project also meets any and all ethical and professional standards of the organization and the discipline.
3. Provide operational, financial, interpersonal, and ethical/professional legal guidance relevant to the project/initiative.
4. Provide a feasibility analysis of the project considering the human, technical, physical, and financial resources of the organization, including a sensitivity analysis addressing the primary assumptions made in  choosing the course of action.
5. Demonstrate the short- and long-term feasibility of the project, including an analysis of the leadership of the operating unit and provide a communication framework to “sell” this project.






	Unit
	Topics
	Academic Resources
	Learning Assessment System Assignment(LASA)/Weekly Assignments

	1
	Contributing to Organizational Success
· The mission of the organization
· Financial stewardship regardless of mission
· Sustaining the organization and the community

	· Reading Resources
· Read Chapters 1-4 (Turner)

· Lecturette – You are completing this degree because you want to make your own life better.  The only broad way to do that is to also make your organization, and through your organization, your community better.  While believing this from an altruistic sense may be useful and helpful, you really only need to believe it from a practical sense.  

This course will give you the opportunity to (a) integrate your learning from the program, (b) apply the program learning with your personal experiences on a project selected by you, and (c) contribute to either your current organization, a personal avocation/interest area, or an organization in which you seek to gain employment (or volunteer) that allows you to demonstrate practical competencies in your area of study while gaining industry- or company-specific knowledge and experience.

Selecting your topic is selecting a limited area in which you want to declare your particular competency and expertise.  It should be self-serving – it should extend or expand your career options.  But it also should serve an identifiable organization and the surrounding community.

Most if not all projects will be partially about leadership and partially about management, but from the particular context of your personal interest.  But all of these projects should be about some kind of change.  It may be transformational; in general, it’s more likely that they are about evolutionary change.  

	· Discussion  Assignment
How do you contribute to the continuous improvement of your organization now?  How will you contribute at a greater level in your next role (whether the same organization or a different one)?



	2
	Scope & Organization 
· Outline of Course Project
· Short & Long term contribution to the organization
· Time frame for execution
· Key participants 
· Communication plan to influence decision makers.
 
	· Reading Resources
· Read Chapters 5-6 (Turner)

· Lecturette: Projects fall under three categories.  Some are basically trial and error – you have a general idea of where you want to go but not a specific outcome in mind nor a precise path to get there.  Much creative work falls in to this category.  The second is the project that starts with the outcome – clear, concise and measurable, and based on either exploiting a particular opportunity or solving a particular problem.  The desired goal is clear to both the project manager and the eventual users of the project outcome.  You can then build a project plan, identify and collect the resources needed to execute the plan, and build in testing and revision opportunities.  For the vast majority of you, the course project should fall in to this category.

The third category is probably the most common – and usually the least productive.  That is the project is driven by the project manager’s abilities and interests on the faith that someone will want the outcome of the project.  To be sure, some fine work can come out of this approach; however, these are the projects built on the assumption that “if I build it, they will come.”   Another description used for such projects is “if all you have is a hammer, the whole world looks like a nail.”  

Managers are employees.  They certainly can and should display creativity – but they are paid to contribute to the mission of the organization.  Even those senior enough to influence the mission itself are still obligated to execute it.  The project for this class should keep the contribution to the organization as the critical definition of success.  Yes, it is also your claim to a specific expertise – and it won’t be life or death for the company.  But it should matter – the organization and to you.
	· Discussion Assignment
Look at the one-page outlines from module one of two or more classmates.  These will be involving different projects and frequently different disciplines – but you should be able to learn something regardless.   What did your classmates include (or leave out) that make you say “I wish I had done that?”

· LASA 1(20%)
Generate a detailed outline of the course project, clearly identifying the contribution to the organization in the short and long term, the primary operational and/or implementation constraints (including financial implications), the time frame for execution, and the key participants who must be take part.  Identify who must be “convinced” to go along, and sketch a communication plan to convince them. [note: read ahead to the following assessment assignments and consider how this piece will fit into the broader project as you go through the course]



	3
	Controls and Forecasts
· Quality
· Cost
· Schedules
· Risk

	· Reading Resources
· Read Chapters 7-10  (Turner)
· Find two readings either from a previous class related forecasts and projections, or find two independent articles on forecasting relevant to your project.

· Lecturette:  
Any change initiative worth doing will have implications for quality of service or products, use of resources (financial, human, and other), some kind of timeline and some level of risk.  Any one of these factors may be easy to measure or difficult.  Quality may mean different things to different stakeholders (many organizations over-use quality terms like “best in class” when they really mean “works for the intended audience” or even “just good enough”).  A project may have a formal budget or grabbing resources from any available source.  And risks may come in different forms and levels.   But the combination of these factors, constitute the contribution to the mission.

Without doubt, the better the planning and control processes, the better the final product – but that isn’t quite the same thing as the greater the value of the product.  Indeed, a common execution problem is that we over-commit resources to tracking the project – and then under-perform on the project itself.  

At the corporate level, the work of Oliver Williamson, among others, has demonstrated conceptually how we trade off confidence in the control processes (in his case, mostly corporate governance issues) v. the activities per se.  

In short, the rule of thumb is conceptually easy but practically difficult.  That is, so long as additional efforts at control and forecasting add value, we add more controls.  When the cost of controls exceeds the value added to the project, we take risks on controls.

Here is a simple example from production.  In the 1980s, a joint venture of two major automobile providers opened in the U.S. and insisted on quality of steel (and all other inputs) substantially above historical norms.  And if the steel that was delivered failed to meet these standards, it was either returned or substantially discounted (then used in parts that could tolerate lower standards).  One steel company initially took the approach that  they would more carefully inspect the final steel product at their plant prior to delivery to the customer – slowing the last stage of the operation by 70% and adding significantly to the quality control costs.  They did save some delivery costs of “bad” steel; however, they still weren’t meeting the customer needs.  After several months, when a senior manager came to take part in the inspection process, a shop supervisor commented (innocently or facetiously depending on who told the story), “Do you really think that running the inspection line slower is going to make better steel?”  Shortly thereafter, the steel company reallocated the extra money spent on inspection to the basic production process to improve the product rather than locate the bad steel.
	· Discussion Assignment
We know that almost all projections are going to be wrong to some degree.  How close is “good enough”?  And how do you know?



	4
	Preparing for Change
· Process Map
· Start-Up Issues
· The message and the medium in communicating project issues
	· Reading Resources
· Read Chapters 11-12 (Turner)


· Lecturette:  While the manager of a change initiative must keep all of the pieces of the process under control, on a day-to-day basis, the implementer (most often, that same manager) must deal with the people issues associated with a change more than any other factor.  So identifying what the change means to the nearest stakeholders becomes critical.

Several factors need to be addressed and this list is not exhaustive.    The first two factors are closely linked – “what incentives and disincentives are present for individuals to cooperate/support the change”, and “who are the winners and losers in the change”?  

The closer the link is between the value to the organization and the value to the individuals that need to change, the easier the process will be.    These may be tangible links – employees end up with more work but more pay – or intangible better systems once learned lead to less frustrating jobs.  And the links may be short term (or even immediate) or they may occur over the longer term.  If the link is positive and over the longer term, cooperation is dependent upon the clarity of the link and the confidence in the long term.  

Certainly, in those changes where the project leads to “wins” for all stakeholders, getting support is easier and more likely.  However, many changes will have winners and losers.  For example, when banks merge and back-office systems are combined, some employees getting better jobs and more job security, others have comparable jobs (perhaps with more security) and other jobs become unnecessary.  If natural turnover during the merger is sufficient to ensure that those who want to stay will have a job, chances of full cooperation are good.  Conversely, if I suspect that full cooperation will lead to my losing a job, I’m less likely to be excited by the change.  And more major change projects fall in to this category than don’t.

That said, many projects, especially those in growing organizations, can be designed such that individuals may be displaced from one role but given the opportunity to grow in to another role.  Indeed, many individuals may see this as a primary benefit of the change rather than a cost of changing.

Two challenges one must consider are what information gets shared when and how the information is presented.  Most people react positively to being made aware of changes or potential changes; however, that does run risks.  

Related to this, one must determine the appropriate speed of implementation.  If part of the change is unpleasant, is the best approach to “go fast and get it over with”, or should one keep the individual bits of change small and incremental?     
	· Discussion Assignment
Many changes will involve fewer people in a particular unit of an organization at the end of the process.  Other changes may have more people but doing different things.  How does (if it does) the kind of change or the expected outcomes impact what parts of a project get shared with whom?  Does the answer change if we are talking about a new manager v old, or a consultant v someone who will be in place for the  long term?


	5
	Managing & Institutionalizing Change

Project Execution Issues

Project Completion

	· Reading Resources
· Read Chapter 13-14  (Turner)


· Lecturette: Excellent ideas fail with mediocre execution.  Conversely, “OK” ideas can be successful if well executed (that does not suggest that the goal should be “just OK”).  The adage “the devil’s in the details” came about for a reason.  For example, the underlying idea of No Child Left Behind is hard to fault but few people would argue that the execution has led to any where near the benefits we had hoped.  

What resources are needed to execute the change successfully?  And are they available (or at least can they be made available if the project passes check points with appropriate outcomes)?  Is the success of the project dependent upon the efforts of particular individuals as individuals, or are the skills and competencies embedded in the institution?  That is, when the project leader leaves for a competitor, will the project and can the project go forward with the successor?   

Related to this, all of the individuals will continue to learn during the execution phase.  Is there a process by which these learnings are captured and “learned” by the organization, or does person leave with critical knowledge, requiring extensive reinvestment in the next group of employees?

A final warning is the tendency for the goal of projects to shift from expressed outcomes to processes.  For example, the Baldridge awards recognize exceptional quality.  Yet, many Baldridge award winners find themselves in trouble within a few years of winning the award, at least partially because the focus has shifted from the quality that led to the award to the process of competing for the award.  Quality in the absolute sense may still be there, but the contribution to the organization has been lost.
	· Discussion Assignment
Do people really fear change as a predisposition?  If not, what do so many change initiatives fail to generate support?  If yes, what does that suggest to us about how to approach individuals pushed into change situations?

· LASA 2 (20%)
Provide a detailed summary of the project to date.  Bullet points and an extended outline is fine for some issues – graphs, charts, tables, and some narrative should also be included where relevant.  Include at this point an analysis of pressure points of the project, particularly those related to individuals who seem reluctant to support (or actively in opposition to) the project.  For purposes of this class, the project completion date cannot be modified (a possibility in some professional settings) so if serious problems arise, the only option is revision of the project itself.  Provide an adjusted project plan if necessary that includes a statement of what problems are arising, what it means for the project itself (e.g. whether reducing the scope or modifying the goals) and, if appropriate, how the project would be modified differently if changing the timeline were possible. 

	6
	Seen and unforeseen consequences
· Organizational power and politics
· Incentives and dis-incentives for participation and acceptance
· Open systems and second- or third-order changes required

	· Reading Resources
· Read Chapters 15-19 ((Turner)
· Find “On the Folly of Rewarding A, While Hoping for B” by Steven Kerr, and read it


· Lecturette:  A highly respected finance professor tells a story of completing is nationally respected MBA and then working in heavy industry and being given the assignment to “justify the capital expenses of buying new tug boats for the fleet.”  Being well trained in financial analysis and also committed to maximize the total return to shareholders, he conducted the analysis and compared the capital cost of buying the tug boats to leasing options and contractors.  He quickly found that under no circumstances could he justify the investment so he carefully documented the analysis and presented the division head with the best investment options for the company, sending a carefully written report to the senior person.  Two days later, the division head called him into the office, took the lengthy analysis, dropped it in the wastebasket and said, “I didn’t ask you what we should do.  I told you to justify what I’m going to do.”  

The professor revised the report – and took the first opportunity to go back for his PhD and avoid such decisions in the future.  But most of us must figure out how to function in a world where we know that not all people share the same corporate mission.  And even many who share the mission may legitimately disagree on what success means (this is particularly true in the non-profit world but relevant to all).  

Dealing with conflicting goals as well as vague goals is simply part of managerial life.  So is the realization that entirely successful projects will eventually lead to the need for additional changes.  And that the changes we make will lead to changes that other organizations make, requiring yet more changes on our part.  

We all need to manage our tolerance for change but to think we will reach the “equilibrium” of classic economics is folly.  We will have periods of rapid and less rapid change, and occasionally periods of stability that don’t even seem like change.  But our systems to continue to evolve.

Larry Greiner’s work goes one step further.  He argues that the solution to the problem today is the cause of the problem at some future point.  That doesn’t mean we should not solve the problem today.
	Discussion Assignment
Give a specific example of a professional instance in which you “rewarded A while hoping for B”.  What went wrong and why?  


	7
	Communicating Project Outcomes
· Reporting to Stakeholders
· Project Evaluation and debrief 
· Good projects that don’t work and bad projects that succeed
· Building to the next project
	· Reading Resources
· Find and read “Evolutions and Revolutions as Organizations Grow” by Larry Greiner


	· Discussion Assignment
When is a project that fails a good project?  How do we know?  And assuming we can agree on that, how do we avoid constantly rationalizing failures as “good tries”?

· LASA 3 (35%)
Submit the final project in the combination of formats that best suit the target audience.  A typical format (but not a required format) would be an executive summary (less than 2 pages of narrative) with supporting data analysis, documentation, etc.  The supporting documentation will generally be a combination spreadsheets, presentation slides, graphs, charts, and perhaps lengthier narrative analysis.   Audio and/or video materials are also appropriate for some projects.  The entire package of materials should be sufficient to convince the intended audience of (a) the value of the initiative/change/project to the organizations and generate commitment to execute the project.  Also included should be a risk analysis, including but not limited to financial risks, that clearly identifies where the key decision points and project barriers are likely to be found.  Also necessary to include is the project evaluation plan that clearly outlines the meaning of project success as well as how and when one will know if the project succeeded.

Finally, each project should include a brief – again, no more than 2 pages – summary to the faculty member explaining how this project might generalize to either a related topic for the same organization, to be used for a similar project in a substantially different environment, or some other level of generalizability or transferability appropriate to the effort.  [note: some good projects do fail.  In this last part of the analysis, the response may legitimately be that it is unlikely to be transferable to any other situation.  If that is the case, explain why – and also when you realized it could not be transferable] 

	8
	Lessons Learned
· The Art and Science of Effective Change

	· Unit Eight Objectives
·  Discuss lessons learned in the project and key elements for success
· Reading Resources
·  Read Franken article


	





Grading Criteria

	Discussion/participation
	25%

	LASA 1
	20%

	LASA 2
	20%

	LASA 3
	35%

	
	100%


	Grading Scale		                                           Grading requirements								
	A
	100 – 93 %

	A-
	92 – 90 %

	B+
	89 – 88 %

	B
	87 – 83 %

	B-
	82 – 80 %

	C+
	79 – 78 %

	C
	77 – 73 %

	C-
	72 – 70 %

	F
	69 and below


			






Library
All resources in Argosy University’s online collection are available through the Internet.  The campus librarian will provide students with links, user IDs, and passwords. 

Library Resources:  Argosy University’s core online collection features nearly 21,000 full-text journals and 23,000 electronic books and other content covering all academic subject areas including Business & Economics, Career & General Education, Computers, Engineering & Applied Science, Humanities, Science, Medicine & Allied Health, and Social & Behavior Sciences.  Many titles are directly accessible through the Online Public Access Catalog at http://library.argosy.edu.  Detailed descriptions of online resources are located at http://library.argosy.edu/libweb/resources/


In addition to online resources, Argosy University’s onsite collections contain a wealth of subject-specific research materials searchable in the Online Public Access Catalog.  Catalog searching is easily limited to individual campus collections.  Alternatively, students can search combined collections of all Argosy University Libraries.  Students are encouraged to seek research and reference assistance from campus librarians.

Information Literacy: Argosy University’s Information Literacy Tutorial was developed to teach students fundamental and transferable research skills. The tutorial consists of five modules where students learn to select sources appropriate for academic-level research, search periodical indexes and search engines, and evaluate and cite information. In the tutorial, students study concepts and practice them through interactions. At the conclusion of each module, they can test their comprehension and receive immediate feedback. Each module takes less than 20 minutes to complete.  Please view the tutorial at http://library.argosy.edu/infolit/ 

Academic Policies

Academic Dishonesty/Plagiarism:  In an effort to foster a spirit of honesty and integrity during the learning process, Argosy University requires that the submission of all course assignments represent the original work produced by that student.  All sources must be documented through normal scholarly references/citations and all work must be submitted using the current edition of the Publication Manual of the American Psychological Association. Students are encouraged to purchase this manual and become familiar with its content as well as consult the Argosy University catalog for further information regarding academic dishonesty and plagiarism.

Scholarly writing:  The faculty at Argosy University is dedicated to providing a learning environment that supports scholarly and ethical writing, free from academic dishonesty and plagiarism.  This includes the proper and appropriate referencing of all sources. You may be asked to submit your course assignments through “Turnitin,” (www.turnitin.com), an online resource established to help educators develop writing/research skills and detect potential cases of academic dishonesty.  Turnitin compares submitted papers to billions of pages of content and provides a comparison report to your instructor. This comparison detects papers that share common information and duplicative language. 

Americans with Disabilities Act Policy

It is the policy of Argosy University to make reasonable accommodations for qualified students with disabilities, in accordance with the Americans with Disabilities Act (ADA).  If a student with disabilities needs accommodations, the student must notify the Director of Student Services.  Procedures for documenting student disability and the development of reasonable accommodations will be provided to the student upon request.  

Students will be notified by the Director of Student Services when each request for accommodation is approved or denied in writing via a designated form.  To receive accommodation in class, it is the student’s responsibility to present the form (at his or her discretion) to the instructor.  In an effort to protect student privacy, the Department of Student Services will not discuss the accommodation needs of any student with instructors. Faculty may not make accommodations for individuals who have not been approved in this manner.

The Argosy University Statement Regarding Diversity

Argosy University prepares students to serve populations with diverse social, ethnic, economic, and educational experiences. Both the academic and training curricula are designed to provide an environment in which students can develop the skills and attitudes essential to working with people from a wide range of backgrounds.
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Master of Science Program Outcomes


		MS in HR Management

		MS in Non Profit Management

		MS in Service Sector Management

		MS in Leadership



		Evaluate practices from any HR sub-discipline, including staffing, compensation and benefits, employee relations, training, and employee and organizational development, in terms of human and financial impact on the organization or work group and in consideration of local, national, or global environments.

		Evaluate management practices in mission-based organizations in terms of human impact and financial impact over the short and medium term

		Evaluate management practices in Service Sector Companies and industries in terms of human impact and financial impact over the short and medium term

		Evaluate leadership and supervision practices from any work group in terms of human impact and financial impact over the short and medium term



		Apply ethical principles, generally accepted business practices, and best-practice tools in making decisions about HR policies, practices, or initiatives. 

		Apply ethical principles and generally accepted operational practices to the management functions of a non-profit setting

		Apply ethical principles to the routine functions of the service sector to include multicultural settings.

		Apply ethical principles and generally accepted business practices to the leadership functions of a business setting



		Provide accurate advice and counsel to appropriate stakeholders regarding basic employment law and apply this understanding to internal HR policy in specific situations, consulting appropriate experts when necessary.

		Provide accurate advice and counsel to appropriate stakeholders regarding basic non-profit regulatory issues and management practice to specific situations, and provide referrals to appropriate experts when necessary

		Counsel stakeholders regarding basic business regulation and management practices to specific situations.

		Provide accurate advice and counsel to appropriate stakeholders regarding basic corporate and business practices to specific situations, and provide referrals to appropriate experts when necessary



		Implement and revise as necessary compensation, benefits, and reward programs that meet the strategies and constraints of the work environment.

		Implement and revise motivational practices and systems that meet the strategies and constraints of the work environment

		Implement and revise motivational practices and systems that meet the strategies and constraints of the work environment.

		Implement and revise motivational practices and systems that meet the strategies and constraints of the work environment



		Design and execute employee communication plans toward expressed business or organizational goals and in response to external crises impacting the organization and its employees

		Design and execute employee communication plans toward expressed organizational goals

		Design and execute employee communication plans toward expressed organizational goals

		Design and execute employee communication plans toward expressed business or organizational goals



		Evaluate the skills and capabilities of individuals relative to specific organizational settings and counsel stakeholders where organizational systems and processes are inconsistent with competencies of the existing workforce

		Evaluate the skills and capabilities of individuals relative to specific organizational settings and provide counsel where organizational systems and processes are inconsistent with competencies of the existing workforce;

		Evaluate the skills and capabilities of individuals relative to specific organizational settings and goals.




		Evaluate the skills and capabilities of individuals relative to specific organizational settings and provide counsel where organizational systems and processes are inconsistent with competencies of the existing workforce



		Analyze a talent management or succession planning system for likely effectiveness in a given organizational system.

		

		

		



		Demonstrate the value-added contribution of human resource organizations and projects to decision makers outside of the HR field

		Demonstrate the value-added contribution of mission execution to the community and other relevant stakeholders.

		Demonstrate the value-added contribution of leadership actions, practices and communication to the organization.

		Demonstrate the value-added contribution of leadership actions and practices to the organization.



		Employ effective strategies and techniques to manage a diverse workforce across varied economic, political and cultural organizational environments. 

		

		

		






