My Memo’s To the Class (selected)

Jan 8

Pre-class message 

Read PARPap2  (Blackboard PS-595 2009), Course materials)  

Experiential Learning in PA Education (PS 440 reserve)

Paradox  (Blackboard, Course materials, copy and bring to class)

Getting To Yes  (If you can find it, I’ll have 2 copies on my office desk, ask Debby or Sue to let you in; sign that you have a copy.)

Icebreaker

What is hard?


Facts can be hard to remember.  For a manager, the facts change every day. Facts-- like a ladder or a car, they can help you get where you want to go, but they can’t help you figure out what you need to do when you get there


Principles: Flexibility, determination, sympathy, kindness, knowledge, wisdom, technical know-how, listening, persuasion, rule adherence, favoring friends, total impartiality, mediation, negotiating, imposing a decision

We know the principles, principles aren’t hard to remember; 

1-they are hard to choose among, and 

2-hard to apply effectively

In this class: deciding among principles and justifying that choice are important; facts are less important

In studying PA,  policy vs Practice; both policy and practice are worthy areas of specialization, and they are different.  


Policy:  Facts, knowledge, statistics, technical skills –much specific knowledge required, PhD required of policy analyst


Practice:  Application of principles and policy, dm / implementation; need to understand principles, and pick among principles according to the situation; need experience, listening, wisdom, cooperation, competition, more facts may help, but marginal return with more facts;  PhD not required; Must be able to deal with people. Getting to Yes is the Bible.

This is a Practice Class with a policy component. Policy component involves working with a non-profit, providing them useful work

DIVIDE into GROUPS

Paradox exercise

Balance vs Paradox


Balance is finding the proper point on a straight line


Paradox is finding a third way—avoiding the linearity of compromise


Mistakes and Grace – forgiveness while remembering is an important managerial skill

Paradox vs double bind – How to know the difference?

Learning things in parallel; keep a lot of balls in the air at the same time, get comfortable with uncertainty and ambiguity; paddle hard; keep smiling!!

SENSING    REFLECTING     ACTING

It’s better to do nothing than to be busy doing nothing.

It is more important to do the right thing than to do it right.

Learning to mg vs learning about mgt –this class is about learning to manage by learning from Pro’s.

Putting principles in your body vs putting facts in your brain; get principles in your body—a lot harder than putting facts in your brain; to be at the top of any profession requires practice and drill.  There is a new book which argues that it takes ten years to develop the competence to be at the top of your field. Natural ability is helpful, but it is not enough

NOTE: for Jan 15 there is no reflection; class begins at 5:05—special format at end of this message.

EACH CLASS (commencing with panel on Jan 22)

5:05-5:15
Each group decides on 2 best group reflections from last class, along with reasons; e-mails immediately to class and to Cunningham.

Panel or presenter 5:15-7:00

Sensing what you heard 

7:00-7:20 – groups talk among selves


7:20-7:30 –e-mail group report on what you sensed (2 minutes each) to each other group and to Cunningham


7:30-7:45 – evaluate group “sensing” reports and pick two the two best, give reasons, send to class and to Cunningham

By midnight Sunday a reflection on what you learned is due. What did you learn, how did you learn it? I may give bonus points.

Every 3 weeks:  Individual reflections and actions (What you have read, what you have done, what you have learned, how you have learned it, why it is important)

Learning model:  SRA   You can learn from everything you sense; you can learn more from failures than from successes (risk of false positives)

EVALUATION

What your classmates learn from you – They will evaluate you, and you will evaluate them. Conversation just before Spring break; 

How have they benefited your learning, and the learning of the class?

READINGS

You will have some readings.  Generally, they are less useful than thinking about what the panelists say, but the panelists are throwing things at you so fast that you can’t comprehend all that they are saying. Go to the net to follow up on something you are curious about. Phone a panelist and ask for more info.  I expect you to read, and to weave your learnings from readings into your reflections.  Most of you will make A’s or B’s.  What separates the A’s from the B’s is integrating your sensing, your reflections, and your actions. Tell me something I don’t know.

Why I am getting rigid on grades: Everyone is pressed for time; PS-595 is not the priority in your life, and to avoid getting PS-595 slighted when other issues arise, there are penalties associated with insufficient attention paid to your class responsibilities. I am forced to accommodate this reality.

Experiential learning  S – R – A

Onus is on you to find a stimulus that inspires you; I want to leverage your interest, your passion; You are more likely to work hard; if you work hard you are more likely to be successful.

Your sensing, reflecting, and Acting should drive each other, and should reinforce each other.  There should be synchronicity.

Sugar cubes:

Sensing – reporting what you did, or what happened

Reflecting

Jan 15 OCCS panel: 

Kathy Sergeant – executive director, OCCS  

Lawanna Broderick – Staff member, OCCS 

Ginger Owens – Staff member, OCCS

Barbara Monty – Executive Director, Office on Aging, Community Action Committee, (Godmother of OCCS)

Barbara Kelly – Executive Director, Community Action Committee, Knox County 

Marie Alcorn – Administrator, Office on Aging

Zoe Evans – Chair, OCCS Board 

Shirley Napier – Secretary, OCCS Board 

Sam Fowler – Board member, OCCS 

Presentation:  5:05- 6:15: Panelists will make 5-10 minute statements regarding ideas, projects, challenges, problems that they think student teams can usefully engage; 

6:15 – 7:00 Student teams talk about what they think they would like to work on; pull in panelists for ideas; Panelists will wander among the groups and answer questions or make comments

7:00 – 7:15 Groups will present their thinking to class and panelists.

7:15 – 7:35 Panelists will join or wander among groups, offering suggestions and cautions.

7:35 – 7:45 Thank panelists, class wrap-up.

Your task, as individual groups, will be to choose a challenge that OCCS thinks is important, and that you think it important for OCCS to consider, and that interests you, and work on it over the semester.  You have a midterm report due in 8 weeks, March 12.

Beacon Hill Village is the model from which OCCS grew.  Go to beaconhillvillage.org to learn about it.  Go to knoxseniors.org/onecall to learn about OCCS.
Major differences: Beacon Hill Village is an upper-income neighborhood charging $600/year for membership, and offers more free services.


OCCS is County-wide, offers fewer free services, and charges $100/year for membership.  There is a Robert Wood Johnson  (RWJ) matching grant for 5 years to try to get this started.  After 5 years, the organization must be self-supporting.

Business Plan.  A year ago 3 students from the College of Business created a Business Plan for OCCS.  I do not have an electronic copy.  If I get an electronic copy from the Exec Director, I will pass it on to the class.  The students did a web search and found a number of organizations which are offering programs similar to OCCS.  Their report is worth reading, and you may wish to contact members of that group.

Several issues  

Financial: OCCS has secured its matching funding for years one and two.  OCCS began Year 2 on Jan 1, 2009. Funding for Year 3 must be in place sometime around mid-year. OCCS does not have a major matching funder for year 3; so income or grants must be generated to match RWJ money for years 3,4, and 5.  The obvious ways to obtain money are by grants, donations, or memberships.  How can grants or donations be expanded? If memberships are used, what is the marketing strategy and implementation?

Marketing


Memberships- Members are age 60 or older. However, adult children can buy memberships for their parents, friends or relatives who are 60 or older. There is presently a website to aid in marketing, and it is fairly easy to find on Google, if you know about it.  Churches would be a good source of memberships, and it is helpful if someone from a church will take the lead in pushing memberships within the church.

Service demand 


At present the demand for services by the membership does not exceed the capacity of the organization to handle.  However, as the membership rolls rise, which will be necessary for an economically viable organization, then servicing members will stretch present organization capability.  Assuming increased demand for services, how can service needs be met without increasing organization staff size.

Service providers


The organization needs to expand its range of service providers who have signed up.  OCCS wants to satisfy  providers while satisfying members.  How do we entice service providers, and also have an incentive for providers to offer discounts? We do not want to charge providers or take a kick-back from providers.  That would raise questions of ethics and possibly showing favoritism among providers.  We want to do everything possible to make it beneficial for providers.  The monthly newsletter often runs a story of effective service delivered by a provider.  The story is passed on by a member commenting to an OCCS staffer. Read the monthly newsletter from the OCCS website

Volunteers


Are there tasks in the organization that can be performed by volunteers? OCCS is undertaking to establish a “Friends of OCCS” that can be called upon for special expertise or services.  These people will not be on the Advisory Board, which meets monthly and makes policy decisions, but they may be called on for professional advice or for other volunteer services.  Advice on the brochure was offered by such an individual. Such people often want to be anonymous so they will not be called on by other organizations, who hear what they have contributed.  However, some young professionals may wish to have their name circulated for free advertising. 

My purpose of  PS-595 is for you to learn about managing a non-profit by experiencing the challenge.  Panelists will tell stories about challenges they have faced.  In your OCCS project, I want you to both put forth a plan and also to test your plan by implementing some aspect of it. Test it to see if it works.
1-17

First, I apologize for coming down hard on Group 1 with their emphasis on volunteers.  I have thought about volunteers, believe in volunteers, especially students volunteers, and, as many of you know from experience, my classes involve students volunteering in the community.  In my opinion, Yes, volunteers will have an important role in delivering OCCS services.  They will have a VITAL role as demand outstrips the capacity of staff to respond timely to communication from members. At present, staff has capacity to respond. Volunteers can still be helpful, and there should be an annual celebration party for staff, board, volunteers, and members.  However, recruiting, training, and monitoring volunteers are not high priority just now. OCCS is in start-up phase of the organization life cycle. OCCS is still feeling its way as an organization, deciding on procedures, developing relationships with each other, finding out where they are going and how to get there. As Sam Fowler said, they are in the “soft-shell” stage. OCCS can be molded, and they need to spend time and energy internally, not on dealing with volunteers, who are not needed at the moment.

Most of the ideas last evening, and there were many good ideas, dealt with marketing in one form or another.  I think marketing and a sustainable business plan are the key elements needed, and where this class can offer OCCS ideas where we are weak.  We are weak in creativity, marketing, and sustainability. 

 Look down the road 5-10 years.  What do you see that OCCS needs to plan ahead for? 

I am less attracted to a cafeteria plan, where members pick the things they like and pay for those. As was pointed out, people can’t anticipate what they will need next year, or even next month.  OCCS will be there to cover the spectrum.  Think about what that might be, plan for it. 

How can one connect with the seniors and children of seniors now?

You have good ideas.  Explore these within your groups.  Challenge each other.  Do SWOT analysis [Strengths, weaknesses, opportunities, threats]. Think about implementing—something you can implement on a trial basis this semester.

This class is a cooperative challenge among you, OCCS, and me. You learn more when you are involved.  You think about it throughout the day; your brain works on it while you are asleep; if you wake up early, you think about it.  Talk with your team members. This is the way creativity and learning work, and it is fun.  

You don’t have a lot to read this semester.  The literature on non-profit management is thin.  You will learn mainly from the panels. The basics of management I cover in PS-564 or PS-440. The specifics of managing NFPs will be offered to you by the panels. The best learning will be taking from the panels and applying to OCCS.  You are experiencing a start-up. You are seeing an organization in infancy.  It may not survive. If you become a NFP manager, you may face a turn-around situation, which is analogous to a start-up. It’s about priorities. You have to make tough decisions on cutting services, cutting budgets, cutting employees, selecting some new directions to go and leaving behind other new directions and some traditional services long-provided.   These are not easy choices, either emotionally or intellectually.

In this cooperative challenge, I want to hear your ideas on the class, what you want to spend time doing.  I won’t always agree, but I will surely listen and try to accommodate.  The next two weeks will be panels.

The following week I am thinking about bringing in marketing people, not to talk about marketing generically, but to listen to your ideas on what you will bring to OCCS, and to help you flesh out your ideas, to comment on what you present.  It’s OK to make mistakes.  Let your ideas hang out there, take a chance; argue with each other and with the marketers who come to class. You will learn marketing principles by doing it, then getting feedback from experts.  S-R-A becomes A-S-R.

1-26 Volunteers

I have received two nicely-done challenges about my comments about students as volunteers—one from Nicole and one from Charity. I appreciate those comments, and they are right. I was taking a narrow view and not considering all possible use of volunteers.  My fears were that implementation would be weak, and/or that this would be a one-time effort that would not build toward future capacity and organization strength.  Neither reservation is sure, and the immediate need may override long-term considerations. Moreover, now is an opportunity to build a relationship that may endure.

I apologize.  I should have encouraged pushing forward, while at the same time expressing my specific concerns.  It is important to build on the passions not only of volunteers, but also of students taking classes for credit. If you have a vision and strategy, please share it with the class on Feb 2, and allow the panel of experts to offer comments. I am just as eager as  you for a successful project.

By the way, the due date for reflections was last night at midnight. As of 9:30 Monday morning, 11 of the 18 reflections had been received and responded to.

--Bob Cunningham

2-5 Various

The Master of Public Administration program in my view is a time/place of transition between academe and the workplace.  Times of transition mean that the skills and performance that were rewarded in the former environment have a lesser relative value in the new system.  The old skills are either less used, or else assumed, in the new environment.  From K-PhD the prominent reward system is individual. Group work is generally fun work, and often paid less attention to by the teacher because the teacher can’t allocate individual grades, or is reluctant to punish / reward the unknown and undeserving.  I don’t know how rewards/punishments are allocated in the workplace for group performance—whether everyone’s boat rises or sinks with the appraisal of a group report, or whether reward /punishment is allocated to the leader only.  In a hierarchical system the leader got the praise or reward for her team. Organizations are getting flatter, and team leadership is often shared/rotated so that holding one responsible for the performance of all may be unwarranted.

I believe strongly in the power of teams.  With 3 different brains working on the same topic, the exchange of information among those involved provides a geometric increase in the likelihood of a creative solution.  This geometric increase does not emerge from 3 separate statements that are aggregated by a member of the group, but by an exchange of information, each building on the ideas of another, pushing the ideas forward, people being both positive and confrontive, opening new possibilities, refining, bouncing away from dead ends by drastic reframing of the situation. 

Both criticizing and acquiescing—the most common responses in the academic environment (which I know best) enhance neither learning nor effective group decision-making. And effective group decision-making is a large part of what an MPA or MBA is about.  As you have probably noticed, I spend very little of our class time providing facts. Nor do I find many useful facts in the books I read on Non-profit Management. I find the general management and organization literature more useful, and specific, on the ground information, is best gleaned from practicing managers. 

Our class time is spent either listening to practitioners or working in groups.  The very valuable two hours and forty minutes we have together each week should not be wasted.  You need to spend that time exchanging, discussing, arguing, creatively engaging in your group, getting your opinions and evidence out in front of your partners, figuring the strengths and weaknesses in your thinking, plotting new directions, frames, or ways to approach the topic. You need to leverage each other’s learning, not send others a compromise or the lowest common denominator to read.

I know it takes more time to circulate e-mails among yourselves, and to think creatively about the challenges posed for you.  That is what I want you to do.  I am aware of the reading load in Pol Sci grad classes, and the reading/preparation load of law school classes. That is hard stuff.  I am asking you to spend the same amount of time on the soft stuff for 595 that you spend or should be spending on the hard stuff for your other classes.  Figure out ways to be efficient, effective, and creative in group work.  You are bright, intelligent people. You can do good work, and I encourage you to challenge each other, and me.   

2-7 Evals

Because this class operates a bit differently than other classes, it is probably helpful occasionally to review my goals for this class and link the goals to the assignments you face.

My overriding two passions in life are 1-striving to understand organizations and 2-helping others to understand organizations and to become effective managers in these organizations.  I learn about organizations by reading, by watching, and by listening.  Every organization I enter I pay attention to the interactions of employees with each other to learn how the work gets done, to learn good practices, and to see what negative practices are going on.  How do managers manage? Are they managing competently? What are their words and behaviors? Do they treat colleagues respectfully?  What is the morale and performance level of employees? What do employees do and say to and about each other?  Are they happy and efficient?  If I were to take a management position in that organization, what would I do to make it more effective?  


To help others understand about managing an organization there are a few laws and rules. Two very important rules are respect and appreciative inquiry.  Always have respect for those you are working with. Even if they treat you badly or carelessly, do not return that treatment. Treat them with respect. You may not like them and not want to be around them, but ALWAYS treat them with respect. Look for their good qualities and build on these good qualities. Be honest with them.  State your expectations, explain your reasoning, invite their comments, listen, and respond honestly.  They may not like what they hear, but, deep down, they will respect (and perhaps fear) you. Praise what they do well; point out performance that does not meet your standards. Understand that people can only learn what they almost already know, so exhibit grace—be forgiving while repeating your expectations. People may hear your words, but not believe what you say the first time you say it. Learning takes repetition and reinforcement.

My approach to teaching and learning is as a manager of the learning process.  I want to learn with those I  teach. When I make a mistake, or do something that doesn’t work out, I want to correct it ASAP. You are part of this process. If the syllabus needs changing, I want to change it right away.  That is what I believe you as a manager should do. I believe learning and managing are like exploring.  You start out with a purpose, and at each turn or new experience you recalibrate to determine your next direction. 

Sensing, reflecting, and acting strike me as a template compatible with this overall philosophy. Sensing is absorbing information from the environment. You don’t learn playing basketball, driving a car, sewing, or managing from reading a book.  Reading a book can offer rules, principles, and hints to help you do it better, but you learn active competencies by practice—in either real or simulated situations, and by watching competent others do it.

In most university class sensing means reading. Instructors pile on the reading. In PS-595 sensing means paying attention – watching and listening. Readings are few and generally less important.  There are a few rules—such as what Janet Kelly provided, but mostly you listen to stories from panelists. Sensing provides the building blocks for reflecting, which is the competency I emphasize in this class. Talking with your group helps bring out this information; writing and critiquing sensing memos help commit that to understanding. I want you to think.  I want you to put pieces of information together to create pictures, then think about those pictures to see if they make sense.  Do those pictures accurately describe reality, or a desirable future? You have team members to help you make that decision. Also other class members, panelists, and even me.  None of us likes to appear ignorant by asking a simple question; yet it is the simple questions that are most profound, and challenge our ongoing paradigm. Reflecting is harder than sensing, because you have to find the relationships and create the categories to fit these relationships.

I like the spirit of this class.  You have handled well the various jerks and turns that have been thrown at you. The reflections are coming along. You are engaged with offering useful suggestions to OCCS.  I am pleased with your progress thus far, and at the same time I will keep pushing you, just as Pat Summitt or Lane Kiffin would do.  I want you to be the best managers possible.  You have a lot of potential, and I want you to make the most of it.

In general, I want more energy put into your reflections.  Many of the reflections have been tentative. Please take more risks. Making mistakes is OK. Give more opinions and include the reasoning behind those opinions.

Some of the teams seem to be functioning well. Other teams have not demonstrated that the whole can be greater than the sum of its parts--leveraging learning--which is the rationale for using teams. Members of a team must talk, listen, synthesize, and offer new ideas. That is why attendance is important. This is why I want you to devote 5:05-7:45, one day per week, wholly to PS-595.

If I were lecturing and having class discussion, and your grade dependent solely on your grade based solely on testing readings and lecture, then attendance would not be an issue, and I would not take attendance.  You would make your choices and take the result.  PS-595 is different. Team performance depends on ability, but even more on morale. Absence, tardiness, or leaving early weakens team morale.  When someone exhibits one of those behaviors, unless one’s absence is understood, made up for, and excused by the group, it lowers the morale of the others, or makes the other two bond more closely to maintain group performance.

If it is an urgent matter, of course you may come late or leave class early. If possible, you should let me know in advance, just as you would do at a job. Nor should you take advantage of this regularly, or the negativities mentioned above kick in.  One aspect of your grade is your contribution to the group, as assessed by peers and by me.

Your overall performance is determined by the team’s performance on reflections and the project; individual components are individual reflections, peer and instructor assessment, and attendance.

My purpose here is not to critique or blame, but to clarify and encourage.  You are doing well and have a positive attitude. I want you to stay on track.

--Bob Cunningham

2-19  Project Structure. This is my proposal strongly opposed by one of the groups, and that opposition was taken offense to by Group 1. Feelings were hurt.  Conflict needs to be worked through in the class, just as in the workplace.

Memo: 2-19 Project structure

As many of you know, and as I have mentioned in prior memos, I want MPA students in this class to practice management.  Not just reading and writing about management, but doing management.  The essence of management is interpersonal skills, working with others in achieving a goal that cannot be accomplished by a single person.  You work in groups, and that contributes to this goal.  In addition, you are involved in a project with OCCS, which requires that you plan and implement.  In the project, I am trying to intervene minimally, to let you take the lead so that this is more your project than mine. Except for initially indicating my reservations about the role of volunteers at this early organizational stage, I think I have not been intrusive.  

I see things slowing down, which suggests that while you may be thinking about the project, forward movement needs a push.  After looking over the 6 essays for this week, I have an idea, which I am proposing here.  This is not a command, it is an alternative, to be discussed, altered, and at some point a decision must be made on moving forward.

On one point I am insistent: that you practice management.  That means talking with people outside our class, explaining OCCS to them, attempting to convince them that they should get behind OCCS.  This is something each person in the class must do and reflect on the experience.  As a non-profit manager this will become eventually an easy task for you.  For now, it likely feels awkward to many of you.  

To allow each group their specific role in the overall project, Group 1 will take the overall coordinator role, because that closely fits their proposed group task.  Each other group will pick a specific role that it would like to contribute, and reach agreement with Group 1 and other groups regarding that specific role. You may continue with what you are doing, or do something different. Always communicate your views. Group 1 will help other groups as needed. I will also consult with any group that requests it.  Every group will connect personally with potential OCCS members or potential service providers. This will be a portion of your project grade.

Your involvement with potential members or service providers is a requirement.  How you fulfill this requirement is flexible.

I will try to get some advertising consultants to come sometime in the near future.  When they come, those groups doing design work need to have specific projects or mock-ups ready for them to critique.  Should I invite them for next Thursday, or should we wait for the following week?

Kathy Sergeant will be present today, and after 7pm she will make comments on your projects, which she has seen.  We can have a general discussion, and you will have the opportunity for you to work in individual groups.  

Regarding the panel presentations, please send me group sensing memos by Sunday, and group reflection memos by Wednesday.

2-26  Responding to student concerns

E-mail from Brooke indicating some frustration with the uncertainty regarding many things about this class.

True—true for you; true for me. I am uncertain.

I want to explain, and to provide a rationale.

I have taught this class 5 times, roughly every other year. Every time having the emphasis on speakers about specific topics—Neil McBride, or panels.

Why—

1-Very little written about non-profit management

2-I want you to learn, in your bones about managing non-profits, not writing about how non-profits should be managed.  Ten thousand fans can tell Bruce Pearl what he ought to do to turn the BB team around, but Pearl is the one who has to do it.  I want you to come as close as possible to understanding the situation of Bruce Pearl, or Kathy Sergeant, or Burt Rosen, or Elaine Streno, or any of the other executive directors you have met or will meet during this semester.

Listening is good, it expands your frames of reference, varieties of perspectives, about non-profits.  People in this class who have managed non-profits have commented on their widened perspectives.  But better than listening is working on a project where you have to work with others and make decisions.  

OCCS gives you that opportunity. It is a start-up, and it gives you the perspective of an organization struggling to find its niche and to survive.  OK, you say, but why couldn’t I have planned all this before the semester started, so we could have started right in on the project?  Three-five months ago, the emphasis was on fund-raising—raising funds from donations.  That is no longer the priority at OCCS.  Because Mobile Meals operates out of CAC, and because Mobile Meals deals with the immediate needs of poor people, and because Mobile Meals can’t now meet its commitments, funding Mobile Meals takes priority with Barbara Monty, who is Kathy’s boss, and, as I mentioned when Barbara was here, Barbara is the Godmother of Older Adults at CAC. In the community she is respected and connected.  Rule 1 for non-profits: Know your economic, social, and political environment. Neither the board nor Kathy is going to buck Barbara. Even passion has priorities.

The priority with staff and Board at OCCS shifted from fund-raising to membership.  The implicit business plan—which has not been articulated in writing—is to sign up members, get them excited about the organization by using the service, and fund the organization for the next 2-3 years with a mix of grants and memberships.  OCCS needs several thousand members to meet its budget. As the demands for service outstrip the ability of the staff to respond, volunteers from the membership will be recruited to do service follow-up and to answer the phones.  As providers come to see the value of OCCS as a source of clients, either more price reductions for service can be negotiated, or there may be other ways to off-load costs onto providers, or the OCCS model could become franchised and management consulting services provided.  All this is down the road, and we can’t know what will be possible until we get there.

I didn’t know in December or January that membership would be the priority. I’ve been thinking about how to structure the class project for the last two months, and it wasn’t until a few nights ago that things began to click into place.

OCCS will have competitors, and we are getting more competitors regularly. 

2-266  
I appreciate the energy the class put into the discussion of OCCS.  We all have the same goal—doing a job that provides the maximal benefit to OCCS and efficient/effective use of student time, while providing the best possible learning experience.  I do not want to waste your time; while I also expect you to expend significant effort on behalf of OCCS. You should work to figure out how to achieve your group goals in a way that is both equitable and efficient, and you will get full, timely support from both me and from OCCS.  

Concern was expressed or implied by some class members that the amount of work I was asking of you was excessive. Others expressed the opinion that some class members were seeking to undertake a less demanding task than the remainder.  I think those attitudes and frames of mind are not likely helpful for non-profit executives. The non-profit execs you have met and will meet are positive and up-beat, while at the same time recognizing the severe challenges they face.

I realize that we all are busy and must look for “doing more with less.” That is constant in today’s world. My approach is appreciative inquiry.  Take a suggestion and figure a way to make it more effective and, if possible, more efficient.  Pay attention to your group project and how it fits into the overall goal.  Be ready to adjust what you do if it can help others or the overall outcome. It both saddens and tires me when anyone communicates a suspicion that another group is doing less than its fair share.  People do what they do, and get rewarded for it.  I think it is good when someone points out what another could do to help them; or what they could do to help another.  Positive, encouraging statements build morale; negative statements tear down morale and send the organization into a downward spiral.  A group can take a seemingly small assignment and grow it into something great; or a group can take a large project and end up with little usable to OCCS.  

I will give you feedback, and also substantial slack to do what you want, trusting your creativity, interest, and energy to make something good emerge from your efforts.  You are like exempt employees.  You are not on a clock; one person will take less or more time than another person or group to accomplish the same goal.  The product or outcome is important, not the amount of time it takes to get it done.  I don’t say, “I spent 8 hours preparing for this class; I’m done,” and I don’t expect that attitude of you.  You are professionals working in teams to learn and to help an organization; you need to help each other, leverage each other’s good ideas; be frank when you think another’s ideas will not further your project. Build each other up; don’t tear each other down.  I don’t want to hear negativity. Tell me how your group can help another group, and how others can help you improve your performance.

You can do whatever you wish.  I am not going to forbid anyone’s project.  I do have the requirement that you “sell” the program to one organization, plus your chosen project, or “sell” in two organizations.  I realize that people from out of town lack contacts in churches and other organizations.  OCCS and I will help you find an organization, if that is what you wish.  Or, your group can pick your own church or organization. If Kathy or I do not hear from you, we assume you want us to pick your target church or organization.  

Beyond selling in one organization/church, I am not telling you what to do.  You pick the second part. At the same time, if I don’t offer my comments or suggestions about your choice, and let you take on a project without my comment, and I fear that your project will be fulfilling to neither you nor OCCS, then I am not doing my job.  I want you to have a pleasurable, meaningful experience that benefits both you and OCCS.

 Here is where “the law of the tool,” comes into play.  When we get a new tool or gadget that we like or are attracted to, we tend to use that tool, even if it doesn’t fit to task to which it is applied.  As a graduate student in methodology, I and other students used survey analysis, content analysis, factor analysis, or whatever technical skill we learned on projects we were assigned. In the old days, faculty would lecture from yellowed notes that they may have had for years; then powerpoint came along, and now faculty use powerpoint slides.  Sometime factor analysis, survey research, or powerpoint is the best method, sometimes not.  We risk being victimized by the law of the tool, focusing on and using the skill we like or know, rather than looking broadly for a tool or method appropriate to the task. We use the tool, whether it fits or not. I am not free of this dependency.  I tend toward a facilitative management style. I tend not to lecture.  I need to be more thoughtful in applying the appropriate pedagogy for the concepts being covered in class.

I confront your choices of project choice, not because there is something inherently wrong with your project idea, but that because for one reason or another, the idea won’t give you the result I think you would like in the time frame available.  For example, approaching doctors’ offices is a rational choice for marketing OCCS because there are a lot of old people in doctors’ offices, and nurses and doctors are authority figures who could counsel patients about the benefits of OCCS.  However, all medical personnel are under stress.  They are trying every way possible to cut costs in order to make their practices more efficient.  They don’t have the time to help patients understand OCCS. Patients are more likely to read Sports Illustrated  or Southern Living in the waiting room rather than a brochure from One Call Club.

Focus groups are an excellent way to gain an understanding of how people perceive the product. But there are at least two problems: Timeliness and Focus.  As Kathy mentioned last night, she could not give out the phone numbers of OCCS clients to a class group without staff first communicating to OCCS clients to find out whether they would welcome a call or letter from one of our class groups.   Then, there would have to be the contact from our class group, and a time and place selected. The projected protocol is reasonable, if 5 or 6 people can be enticed to come.  Results from the protocol may give OCCS staff and board greater depth of understanding about a few present members, but it would not tell us about how a group of non-members may respond, and it would not spread the word among current non-members to encourage membership.  If a class group wishes to carry out this project, I do not object, because I believe learning comes from failure as well as (or perhaps better than) from success.  However, I feel you may not be satisfied by the impact of that project.  OCCS presently has a number of success stories in hand, and these can be used when communicating with potential members.  Some stories are in back issues of the newsletter, others can be obtained from LaWanna or from Kathy.

Any project can be done well or poorly, and amount of time spent probably has little to do with project quality and impact.

Each group should let us know how much help you desire in selecting a target organization.  We will obtain a board member and an OCCS member to meet with you next Thursday (March 5) during class time. Perhaps a representative from the organization can also be present.  We will do all that we can to make this as smooth a process as possible.  We want you to take as much initiative as you will, and we will fill in the gaps.  This means you must communicate with those in your group and with us.  As you know, this is the job of the NP exec—dealing with uncertainty, changing plans, and unexpected setbacks, working with the resources you can come up with.  If you do not take a positive attitude, success is unlikely to happen, either for your group, the class, or OCCS.

3-1
Grades, Passion, and Faux Pas

I understand that you may be concerned about your grade in this class. Most people will make an A. Some will/may make a B. I am not concerned about how many things you get wrong.  I am interested in how many things you get right.  Making mistakes is OK, because we learn from mistakes.  Actions which turn out to be a mistake do not “cost you” in this class. “Not doing” something will cost you. The sins are omission, not commission.

Do something, even if it’s wrong. If you wait for the perfect opportunity, or the perfect answer, it will never come. Do something, then change it. Consider the principle of “opportunity cost.”   Choose as your first option an alternative that has low opportunity cost. The cost of changing from your first option should be as low as possible.  If you choose the option with high opportunity cost, you may not be able to drop back easily to a lower opportunity cost option. 

Passion and Faux Pas

About 10 years ago an outstanding student taking her second class with me stood up to make a statement and had the attention of a class of 40. That statement fell with a dull thud. I don’t remember what the statement was, but she was embarrassed, and I felt badly for her, but she learned, and the class learned. She went on to get an MPA at Syracuse, and about 5 years ago she had a responsible position with HUD in Washington. 

People with passion are more likely to make such mistakes; they care, and that caring and passion blinds them momentarily from seeing other perspectives.  People who are calm and cool may miss exciting opportunities.

3-27


Maybe it’s just the Spring break, but things seem to be sliding a bit.  I sent e-mails and they were not read carefully.  You were hanging back waiting for your contact people to make a move, not pushing them, or letting me know nothing was happening so I could push them.  Some of your reflections have had more sensing (which is easier) than reflection (which is harder). By the way, “sensing” means writing down something you heard that was significant, new, or puzzling, not simply repeating something the speaker said that you already knew, understood, and accepted. 

Some groups seem to be working effectively; I am not convinced that all groups are working effectively. If the group is not working effectively, you need to challenge each other. As nfp exec, if you don’t challenge slack behavior, it has an impact not only in that one area, but slackness spreads quickly to the whole organization, and drastic action will be required to avoid failure.  In a typical college class the attitude mat be “live and let live.”  That works fine for a hermit, but in any job when someone else’s performance affects your outcome, that can be dangerous.  It is important for a manager to learn to motivate others to high performance, and in a class that has group work, that job belongs to the group more than to the teacher.

I certainly don’t claim perfection for what I do. I make mistakes. I think I have not communicated clearly what is important to me. My intention is to provide a learning experience for both you and me that is practical, exposing you to the difficult challenges you will face as the executive director or manager of a nfp. I have never been a director of a nfp, and I don’t set myself as a model, but the people who come to class to talk to you have considerable experience and expertise. I learn from them, just as you have the opportunity to learn from them.  I was very interested in the contracting panel, and forgot several things on Thursday night.  I forgot to put out the water, which was in the podium.  I brought the camera to take the panel’s picture, and then got wrapped up in the presentation and forgot.  

I want from you a number of things, and I think they form a cluster.  Passion, risk-taking, hard work, mistakes, politeness to peers and guests, questioning, challenging me. I think most of you started the semester with passion for the topic and class, but I didn’t meet your expectations, and we have met disappointments. I care that you learn, learn to do things differently, and difference is the path to growth and to a more satisfying life. At least, it has been so for me.  By doing things differently, you inevitably make mistakes, just as I do. If we were running a nuclear plant or an accounting firm, eliminating risk and errors would be top priority. But we are not studying or managing nuclear power or finance.  We are trying to figure out effective ways to lead or create an effective non-profit organization.  If you get a job in a large organization, you will face many constraints, and they won’t want you to make mistakes, so you must calculate more carefully. 

 Insanity: doing the same thing over and over again and expecting different results. Albert Einstein
Making mistakes is a way of pushing the envelope, of learning, and growing intellectually and emotionally, of becoming more tolerant of others. Do not fear failure; let failure be your friend. Do not blame either others or yourself; blaming has (in my view) no positive upside. Think repairing, fixing, improving, changing.

I wasted many years in individualism and blaming. I still don’t enjoy the consequences of making mistakes, but I understand that taking risks, doing things differently, offers the joys of exploring the unknown, discovering new things.  All of us want all of our projects to work out, but that won’t happen. Accept that failure is part of the road to success, an intermediate outcome to be accepted, to be worked through, overcome, or skirted. We won’t fulfill all our dreams, (I will never be an Olympian or win a Nobel prize) but by doing things differently, exploring new paths, I can make a small contribution somewhere, to someone, have fun, and make both their life and my life more fulfilling.

Some of you seem to have reverted to typical student behavior rather than challenging me, focusing, setting your goals, and working toward them. The memo I sent on March 1 seems not to have resonated with you.  I want passion, mistakes, and hard work.

In the old days of cannons and artillery, the cannon was deliberately aimed off-target (side to side and long/short).  The landing spot of the shell was estimated on those two dimensions, and the opposite extreme was guessed at and then a shot fired.  By estimating how far off on the two dimensions the first two shots were, and adjusting the cannon, the third shot aimed directly for the target.  Making mistakes is OK.  Passionate hard work that has mistakes are a challenge for all of us. 

I want you to challenge yourself and the others in your group. Part of the time next week 7:00-7:45 I want your group to discuss the strengths of each member, and then figure out how exploiting those strengths your group can elevate its performance in this class.  I want you to report your conversation to me in writing, with specific performance targets and dates.  See if all needed tasks are covered, and figure a way to cover them, if they are not presently covered.  If your entire group is not in class, then you must meet outside class for that discussion. Having this type of discussion when a group member is absent doesn’t work. 

Your sensing essay is due Sunday, your reflection Tuesday, and for the following Tuesday an individual reflection is due on what you have learned since your previous individual reflection.  The 7-7:45 time period should be sufficient for project progress reports and your peer assessment discussion.  We can also talk more about the issues I raise here.

Woody Herman was a big-band leader from the 1930s to 1980s.  During practice, when something was not going in a way pleasing to Herman, he stopped the band.  He said, “Play it another way.”  He didn’t tell them what to do, or how to do it, but do it differently, and the band would work on the spot until they came up with something Herman and the band liked.  I can offer you suggestions, but I want the ideas to come from you, to be something that you have thought about and want to do. You are empowered; you are in charge.

A note on manners. “Manners” are behaviors socially defined as appropriate. I accept a wide range of behaviors as appropriate to learn from.  But we also have guests, and it is my view that we should respect their definition of manners. Like a family situation, when guests we don’t know well come to our home, we are more careful in what we do and say so that they will have a good impression of us.  In my view, it is respectful to ask questions of our guests. (Challenging questions can be phrased politely; one need not be aggressive—and none of you has).  If one must leave early, speak to the guests before class and explain your need to leave. At the end of class, speak to guests and thank them for coming. Pick up their card or material. By so doing, they think better of us, and better of you.  Not only does this fit their image of manners, you never know when you might need to contact them and ask a favor.  This comment goes not just for this class, but as appropriate work behavior generally.

So: how do I measure your performance, since I haven’t written a summary grade on anything you have turned in?  I watch what you do; I read what you write; I listen to what you say. Read my comments.

Attending class is important.  If you can’t attend class, in some way show me that you know and understand what happened in class.  Please don’t write me a sensing essay.  If you sense what you did not see and hear, that means it was told you by someone who was there.  Any of the law students in class can tell you that is “hearsay” and not admissible evidence.

If I am holding a gun or a gradebook to your head, I can get compliance.  I am not interested in generating compliant behavior, but creative behavior; behavior that comes from your facing the challenges of this class and coming up with ideas and activities to learn about managing a non-profit. I could have assigned 2000 pages to read, a research paper to write, and given you a final exam.  You would have learned a lot about non-profits, but not necessarily about how to manage one. I have put you in touch with a project from which you can learn, and I have brought experts and managers to share their experienced wisdom. What you do with that is up to you, as individuals, as a group, and as a class.  Your failure is my failure. Your success is your success.

Together we are exploring ways to improve the process for learning to be non-profit managers. Every class is an experiment, and we are all part of it, just as your every day on the job will be learning for you.  There is no “one best way;” every experience is an opportunity for each of us to learn a better way. 

See you Thursday.

--Bob Cunningham

4-2 Org behavior

There is an important theory of organization behavior that fits my attitude and orientation. 

The leader should assess the ability of the work group to accept responsibility, then act accordingly.  If the group accepts responsibility, it should be granted more freedom and rules relaxed.  If performance declines or is below what it needs to be, then rules are created or enforced more rigidly in order to enhance performance. As performance improves, rules are again relaxed.

The rationale is as follows.  Motivation, performance, and creativity can be enhanced by minimal rules and relaxed enforcement.  This benefits both the employees, who have more freedom; and the organization, which has lower costs of supervision and more effective output.  However, if performance drops or is inadequate, then rules must be set into place and enforced to enhance performance. 

This managerial theory does not always deliver the desired results.  If the motivators do not work, then the leader may be fired or the organization may fail.

There is no theory of organizational behavior which guarantees high performance.

--Bob Cunningham

4-7

Some of you are “getting it.”  You are figuring out what and how I want you to learn. What I want is not better or worse than other ways to learn; it is just different. It is not “more of the same,” but doing things differently, looking at learning in another way. Working harder and reading more will not do it. That’s why your reading material is light.  I want you to develop a pattern of learning that relates to thinking, and life-long learning.  Learn from everything around you. Spending time thinking about what you have heard from panelists and what you have experienced in dealing with your project and with this class is not a sufficient condition for success, but it is a necessary condition. It is important that you spend time pondering your experience. When you get your diploma, as your job of executive director of “One Call Club,” no one will ask you the contents of the books you read.  They will want to know what you are doing about the impending cut-off of grant funds, about the board member who disrupts board meetings, or why it takes you so long to respond to phone calls. 

Those are the kinds of situations you have to respond to in real life, not a demand that you explicate Weber’s theory of bureaucracy.  The information you are getting from the panelists and the few readings are stories which will offer some ideas on the kinds of issues and what can be done to deal with them.  You have to properly understand the situation, figure out what the problems/opportunities are, and come up with a creative response.  Moreover, in this class, in the major challenges, you have to figure out and respond to various situations not by yourself, but by working with 1 or 2 other people, which increases your transaction costs and lowers your information costs.  This is doing something different, and requires additional time and effort, with the opportunity for greater payoff and the risk of greater frustration.

“Sensing” and “reflecting” are different aspects of learning. I think perhaps reflecting is covered up, or short-cut by “acting,” so that we are not consciously aware of the reflecting that we do because it is simultaneous with acting.  This is understandable in a fast-paced lifestyle, but we would probably make fewer mistakes if we were to slow down and take the time to reflect consciously.

Please reflect!  This means thinking about causes, consequences, probabilities, and benefits/costs for various decision options. In individual situations statistical probability is rarely the most useful tool.  Resources, skill-sets, leadership, and morale are often overriding.  Seeing from a different perspective is hard, and the best way to make progress.  Think broadly or think deeply, depending on the situation. Reciting theories or resources in the absence of demonstrated relevance or context will not help. Multiple possibilities are often better than single answers. Uncovering paradoxes demonstrates both understanding and realism.

Each group: 2-minute report on project after 7pm 

4-10

I have spent a lot of time since Thursday reflecting on our class this semester.  I care very much that you learn, and I want to be a part of that learning. I make mistakes, and I want to learn from my mistakes; yet none of us likes either to make mistakes or to admit mistakes.

This semester the system went off the wheels.  I think the underlying structural factor is that I am always pushing the envelope, exploring, doing things differently, trying to figure a more effective way for all of us to learn. I built in some slack with a few empty spots in the syllabus, but I underestimated the slack needed. I think that at the beginning of the class you were open to trying different things, but as confusion mounted, your comfort with the ambiguities and uncertainties diminished.

The project was a contributing factor. You want to do a good job; OCCS wants you to do a good job; I want you to do a good job.  Each of these three stakeholders had a slightly different vision of what “good job” meant, and this issue was not resolved.  Attempting to resolve that issue and to get clarity drained time and energy away from the operations portion of the system, which was the weekly work of sensing and reflecting reports on the panel presentations. Students were uncertain about priorities; I would alter the assignments in an attempt to keep the workload fair and to eliminate things that were not working, such as the first 10 minutes and last 45 minutes on our schedule. The board members from OCCS were introduced to try to facilitate student work with organizations, but it seems that board members and other outsiders who are trying to help are having difficulty getting cooperation from the organizations. With the end of the semester bearing down, students are anxious about their overall responsibilities and frustrated about not knowing what to do and how to allocate their time.

“Going off the wheels” does not mean diminished learning, and I will share more on this later on. Anxious situations provide a great opportunity to learn, and I think many of you (as well as I) are taking advantage of this opportunity.

The assignments between now and the end of the semester: sensing and reflection memos for the classes April 9, 16, and 23. 

Sensing due Sunday night; 

Reflection due Tuesday night; 

Evaluation of Sensing essays due Thursday night. 

Group peer assessment due April 23. 

On April 30 make your presentation in class. Send me an electronic copy, and present a hard copy to OCCS. 

Individual electronic final reflection by May 5.  No page limitations. I will give additional weight to this reflection if it will help your grade.
For most of you, working effectively in groups will be important for career success. This requires that you blend a task orientation with an interpersonal orientation, and be a good team player.  I sense that a few teams have worked effectively thus far in this class.  I think it important for you to reflect for yourself on that group of which you were a part: analyze what happened; factors contributing to the group’s strength, and factors detracting from the group’s success. In future group experiences, what will you do in order to maximize the likelihood of a successful group outcome and experience? 

Below, I reflect on comments on the April 9 class discussion. Deming argues that major problems are systemic; that individuals are responding to a system.  If one does not like what is happening, change the system; don’t point fingers.  I created the system; I am the one in charge; the weakness in the system is my responsibility.  Don’t blame yourselves. Blame is not a helpful way to think about things that happen. Figure out what happened and learn from the experience.

As I understand the concerns raised by Brooke and Angela about the class, they would like students to be more involved, and they encouraged more simulations, with specific emphasis on manager decision-making.  I also heard that the panelists were boring and repetitious, not offering much new.  

Student involvement  This is the 5th year I have offered this class, and this is the first year I have had empty space after panelists’ opening comments.  During the first month of panels, there were gaping holes when few questions were asked.  If we have no guests, I don’t mind spaces, because spaces give an opportunity to think.  However, I perceive that panelists feel awkward. I began to ask questions or make comments to fill the gaps.  Last Thursday night I joined the panel not only because there were only two panelists, but also because on occasion John Stewart can take over the room, and I did not want Shelley to feel overwhelmed.  Although John did consume the dominant time, his comments were generally on point, and Shelley played off of the comments once the discussion got going.  For the next two weeks there will be 3 panelists, and I will return to the back of the class.

Simulations and Role Plays  Those who have had classes with me previously know that I employ these teaching techniques in my classes. The two articles I suggested: 

Theory and the Public Administration Student/Practitioner. Public Administration Review 62/1 (2002): 104-111, with Louis Weschler; and Experiential Learning in Public Administration. Journal of Public Administration Education 3/2 (1997): 219-228; as well a couple of others, Action Research in Mental Health: Acute Care Teams. International Journal of Public Administration 20/11 (1997):  2023-2041, with Katherine Wallace; Meet Dr. Clay and Dr. Glass: A Leadership Exercise. Journal of Management Education 21/2 (1997): 262-264; and Scholars, Teachers, Practitioners, and Students: Learning by Fishing, Story-telling, and Appreciative Inquiry, Journal of Public Affairs Education, 11/1 (2005): 45-52, with Lori Riverstone and Steve Roberts show some of what, why, and how I use simulation, role plays, and other experiential learning methods.


This is not an introduction to management class, as is PS-340 or PS-564; nor is it a semester-long organization simulation such as the PS-440 I teach. Just as I chose to make those primarily experiential, I chose to make this class primarily panel and project-learning. Each faculty member matches their skills to what he or she thinks is most beneficial to the student, taking you from where you are as far as you can go. There is a wide range of experience with non-profits present in this class.  Some of you have substantial non-profit experience; some of you have little. Stories are appropriate for the environment where a wide range of experience is present because everyone can take something from a story, and what they take will depend upon their experience level.  Over the years, a number of panelists, who are executive directors, have told me how much they learned from their fellow panelists, and have later told me that they implemented ideas they heard from their panel experience. 


No one in this class, including me, is absorbing all of the wisdom that comes at us each Thursday from the panel. You may already know much, and that allows you to take away more sophisticated and nuanced information that may not be sensed by the less experienced of us.  As I emphasize, we can only learn what we almost already know. The more we already know, the more we can take advantage of the information feast before us. 


Nor is my purpose to gain only “head knowledge.”  Facts are cheap and easy to learn; the words of theories can be memorized. Knowing facts and theories is different from knowing how to use facts and theories. Two significant challenges for practicing managers are first, responding in real time to the person in front of you when you are asked a question, which means that the knowledge must be “in your body.”  You may not have time to think things through. As exec director, you must respond and say why, give reasons. Second, panelists’ stories may repeat the generalizations or theories you already know in your head, but repetition helps put the knowledge into your bodies, deep memory, and by their different specifics panelists offer nuance, a different perspective, and an additional set of facts which can exemplify the point you may wish to make. Non-profit managing is not about writing scholarly papers, where you can pull up and include citations, and can think about alternatives at your leisure.  Of course, on difficult questions you can always tell someone that you want to think about a question and get back to her, but on most questions that require a spontaneous answer you will need to state your thoughts and your reasoning, not necessarily giving a specific answer to the question. You need to know your inner core of basic beliefs. That is why panelist repetition is important and needed.


Each member of this class can turn class into a simulation or role play by questioning the panelists, by asking why they chose to do A rather than B, as you did by asking Shelley about the impact upon her organization from her being arrested in Oak Ridge.  You may disagree with her answer, and that becomes a testable proposition for you to think about, or you can learn about the structure of Community Shares, which no one asked about, and why an organization would want to belong to Community Shares, or if any organization has pulled out of Community Shares, and if so, Why.  Or, what is the difference between Community Shares and United Way?  She gave a short answer, but there is more to the question, and no one followed up on it.


Our panel format allows students for at least an hour of the 2 hours the panelists hold forth to turn the questioning any way that you want to.  You can challenge by setting an alternative scenario, challenge the panelists in a polite way by suggesting a different answer.  You are in charge.  You have the freedom to make the class into whatever you want.  If you want them to give you a problem situation that they find difficult, provide them that challenge.  I am bringing the best managers that I know or know of.


We all can do better.  I do every class at least slightly differently than the last time the class was offered.  Sometimes it works better; sometimes it doesn’t.  I appreciate your offering comments and recommendations for change.  Sometimes I can incorporate your ideas immediately; sometimes I make changes the following time the class is offered. Sometimes I have tried your idea and it doesn’t work for me. Each of us needs to develop a wide array of management skills, and to figure out what works best for us in varying situations, always willing to explore something new.

4-19 Peer Assessment

Peer assessment must take place in a face to face discussion among all group members at the same time. It should be emotionally challenging; for being evaluated creates anxiety for everyone involved.  At the same time, each person should learn important truths about himself or herself.  There must be a pact of confidentiality among group members, and the group reports to me will be confidential.  Assessment is an opportunity to build interpersonal trust, which is important for the executive director or supervisor in any organization in order to enhance workplace productivity.  

Each person’s strengths and shortcomings in their contributions to the group performance in this class should be presented. It is not a time for glib answers or for deep personal confessions.  It is a time for honesty about what one sees and thinks regarding work performance, with specific evidence supplied, and an opportunity for discussion where there is discrepancy regarding what is sensed.  If the discrepancy cannot be resolved, acknowledge the difference of opinion and move beyond it, with the focus on the upcoming 10 days. The purpose is to give each person feedback regarding the way he or she is perceived, and to uncover and discuss differences of opinion.  The purpose is also to let each person be aware of the impression they are communicating, and if that communication varies from what the person desires, then the person can consider what must be done in the future.

The purpose is not blaming.  The purpose is mutual understanding and future performance for the individuals and the group. The report that you send me must provide evidence of a serious discussion that accounts for what is widely understood by me and others in the class regarding what appears to be going on in your group. Your report can include what each individual says about his or her own learning from this session, or that learning can be incorporated into the final individual reflection. 
Reiterating the major points:

* Everyone must be present

* Both strengths and weaknesses

* Focus on observed behaviors with specific instances mentioned as evidence

* Emphasize personal learning, building trust, and future behavior
5-1  My reflection on class

It has been a challenging semester for most of us.  The class was not what most of you expected, and I had surprises as well.

On the project:  Based upon Kathy’s experience over the past 18 months I knew it would be difficult getting into the churches.  I thought that by using a board member, who would leverage a personal relationship with a key inside person, plus the positive view that outsiders usually have toward helping UT students, that you would be able to pull it off.  It didn’t work.  I don’t know whether the breakdown was the inability or unwillingness of the board and church insider to push, or whether the church was non-responsive, but across the board, the church as a point of entry did not work for you.  It worked at Sequoyah Pres, perhaps because we had several people from the church heavily involved with OCCS.


Perhaps the project could have been more focused. Perhaps I should have had it that way at the beginning. Focus groups can provide information, but Group 4 could not assemble a group of seniors with information to gather the information. 

OCCS non-responsive?  I have difficulty evaluating this. No organization will automatically turn over its marketing decision-making to students who lack substantial expertise in marketing and who lack a thorough knowledge of the organization.  I think you could have gotten more information from Kathy than you did, both through documents and phone calls.

[Conference note: This was not my final communication with the students.  See the “Individual Final Reflection” attachment for my comments to each student. –Bob]

