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 INTRODUCTION 
 Uniting two programmes from different 
schools within a major university is a diffi cult 
process and, unless done with suffi cient 

forethought, can lead to confusion among 
students, and faculty, as well as administrators. 
The MS.MBA Biotechnology is a joint degree 
programme at Johns Hopkins University 
offered in conjunction with the Carey 
Business School (CBS) and the Krieger 
School of Arts and Sciences (KSAS). Students 
earn a Master of Science in Biotechnology 
from KSAS and their Masters in Business 
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Administration from CBS. The programme 
was developed to provide the depth of 
knowledge students need to manage both the 
science and business side of biotechnology. 

 There is a strong need in the biotechnology 
industry for employees who understand both 
science and business aspects of a company and 
the industry. The Biotechnology Industry 
Organisation  1   (2008) reports that there are 
more than 1400 biotechnology companies in 
the United States, which employ 198   000 
people. There are approximately 330 
biotechnology companies based in Maryland, 
employing approximately 40   000 people. 
A US Department of Commerce Survey  2   of 
the biotechnology industry completed in 
2002 reports that biotechnology fi rms with 
fewer than 50 people (the vast majority of 
Maryland-based companies) reported that 
nearly half the fi rms had diffi culty in fi lling 
positions, and 20 per cent of positions have 
remained vacant after 3 months. All these 
companies require staff members with science, 
business, and regulatory expertise. Maryland 
companies need trained professionals in the 
fi eld of biotechnology in order to comply 
with federal and state regulatory statutes for 
the development, approval and 
commercialisation of drugs, biologics, foods 
and medical devices. Johns Hopkins is one of 
the few academic institutions in the country 
offering a programme that teaches both 
science and business aspects of biotechnology. 

 The programme was created, and fi rst 
accepted students, in the fall of 2004. It is co-
directed by the Chair of the Business of 
Health from CBS and the Senior Associate 
Program Chair from KSAS. Students in the 
programme work on the two degrees 
simultaneously. The programme is set up in 
cohorts; the fi rst of which completed the 
programme in May 2006. As the fi rst cohort 
neared graduation, it became evident that 
there were administrative and academic 
problems identifi ed within the programme 
which needed correcting. Word-of-mouth 
marketing is crucial with such academic 
programmes. If the reputation of a 

programme is not strong, the programme will 
have diffi culties growing. Although this 
programme was expected to remain a 
relatively small and specialised programme, 
applications for the MS.MBA programme 
were down. Some of this was attributed to 
the administrative issues stemming from these 
initial growing pains. 

 The programme had a system in place to 
allow students to address administrative 
concerns such as applications, course 
counselling, grade resolution, and other 
services; however, students were not always 
aware of the mechanism for accessing this 
system for resolving problems. This is because 
the two schools had not provided students 
clear channel guidance as to where to go with 
their problems. Students in the programme 
began to complain about the lack of services, 
coordination of services, and other 
administrative and academic problems. As a 
result, students ’  expectations were not 
managed well. Students complained about 
the diffi culty of some of the courses, and 
inconsistency in others. Many of the courses 
that students in the programme took in one 
programme were the same courses already 
offered by the other school. Some students 
expressed dissatisfaction with the course 
offered as a joint offering, yet neither school 
received complaints when the programmes 
were held separately. 

 The co-director of the programme 
described Johns Hopkins as a holding 
organisation for each of nine completely 
separate and distinct schools within the 
university. Budgets are different, grading 
systems are different, each school has a 
separate registrar, and other parallel systems. 
Because the two schools operate 
independently of each other, this caused 
confusion among both students and 
administrators.   

 NEEDS ASSESSMENT 
 The Johns Hopkins MS.MBA programme 
committee undertook a needs assessment of 
the situation. They identifi ed the key 
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 Another solution was the development of a 
new course called Proseminar in 
Biotechnology. The co-director from KSAS 
taught this new course during the fall semester 
of 2005 and developed the course content to 
be used as a vehicle for change. Before this 
course, when students began the programme, 
their fi rst two courses were Accounting and 
Biochemistry (a business and a science 
course). The next semester students would 
take Financial Development in Biotechnology 
and Advanced Biochemistry. The programme 
proceeded in this manner with students taking 
one business and one science course until the 
fi nal course, a capstone, at the end of three 
years. Before the new proseminar course, the 
students were never given an introduction to 
biotechnology, nor given an opportunity to 
explore the dynamics and interconnectedness 
of the functional areas within the industry. 
Additionally, the students were only given a 
brief one-hour programme orientation at the 
beginning of their fi rst class. 

 In the new course, students learned about 
the various components of biotechnology and 
they were given an opportunity to interact 
directly with local biotechnology company 
managers and leaders. This provided students 
the opportunity to explore how the issues 
discussed in class directly impact that 
company. The theme of the course was 
 ‘ Discovery and Questions ’ . Students did 
various readings, made presentations and had 
an opportunity to talk with industry leaders. 
Most importantly, the students had the 
opportunity on a weekly basis to ask questions 
and learn about the industry, but also to 
express their concerns and offer suggestions 
for improvement of the programme. As an 
adviser to the students, the co-director also 
developed a mentoring relationship with the 
beginning students. 

 During the fi rst class meeting, the 
co-director began a multilevel process of 
assessment of students ’  needs and what the 
students themselves felt were required to 
successfully complete the programme. This 
included one-on-one discussions with students 

stakeholders as the students, the administrators 
of the programme and of the schools, and the 
faculty within the programme. The 
programme committee consisted of the co-
directors of the programme, the Associate 
Dean at CBS and the Associate Dean of 
Advanced Academic programmes at KSAS. 

 The committee met twice in the spring 
and early summer of 2005 to discuss students ’  
concerns and administrative issues. The co-
directors and the programme coordinator also 
met several times on these issues. Two 
separate Town Hall meetings with students 
were held in May 2005 to bring up and 
address these concerns. Following the Town 
Hall meetings, the co-directors met separately 
with faculty from their own schools. 

 After meeting with the key stakeholders, 
fi ndings were summarised and reviewed. One 
of the primary fi ndings was that students had 
a na ï ve, narrow perception of the 
biotechnology industry. Students appeared to 
be confi dent in their knowledge of the 
industry, yet it was apparent that many were 
uninformed and unaware of many of its 
facets. Further, many students ’  perception of 
what they felt they needed to know to 
succeed in their careers, and the Hopkins 
programme, appeared to be quite limited 
when compared with the breadth of this 
industry. 

 There was also a gap in the perception of 
the level of service students felt they should 
receive, and what they actually were receiving 
as members of the programme. Students felt 
this gap was impacting their ability to be 
successful in the programme. The co-directors 
of the programme proposed several solutions 
to address these issues. One solution was that 
the  ‘ home school ’  (the primary school from 
which services would be delivered) for 
students would be changed to KSAS instead 
of CBS. This was partly done because 
students more readily identifi ed as 
biotechnologists instead of business students 
(CBS ’ s core). This was also done because at 
that point, KSAS was better able to handle 
the administrative concerns of the students. 
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about their interests, fears and concerns. 
Students used this opportunity for their own 
self-refl ection, which was facilitated both 
through coaching and discussions with the co-
director, and through a written questionnaire. 
The co-director learned from the students 
what they felt needed to be changed within 
the programme and what they were 
personally trying to gain. Students learned to 
express for themselves what their expectations 
actually were, and by articulating and listing 
their concerns, were better able to decide for 
themselves whether the programme would be 
able to meet their needs and expectations. 
The co-director also worked directly with 
students to help them prepare suggestions and 
opportunities for them to lead change within 
the programme. 

 Throughout the course, the co-director 
worked with students as they explored their 
learning and career expectations. At the end 
of the course, a fi nal questionnaire was used 
to determine how the students had changed 
or grown through the course. A  ‘ fi shbowl ’  
exercise with the students was conducted in 
the class so they could vocalise their ideas and 
concerns. Additionally, the students completed 
the standard anonymous course evaluation at 
the end of the course. These fi ndings were 
presented to the programme committee and 
along with recommendations. Some of these 
suggestions were implemented immediately, 
such as posting course syllabi and textbooks 
on the website several weeks before class 
began. Another suggestion was to have the 
orientation at least a week before class begins.   

 LEADERSHIP AND CHANGE: 
GOALS AND STRATEGIES  

 The organisational change goals 
 Through the course, the co-director planned 
to accomplish two main goals: manage 
students ’  expectations of the programme and 
their ability to succeed in the programme and 
careers; and help students understand the 
depth and breadth of the biotechnology 
industry, both through a science and a 

business lens. By the end of the course, 
students began to understand the 
interconnectedness of the functions within the 
industry, and the requirement to coordinate 
interorganisational functions effectively to 
bring a biotechnology discovery from the 
laboratory, as R & D to the end-consumer, as a 
product. 

 The change the co-director led was 
relevant to the individual students and their 
success in the programme. It was also vital for 
the success of the overall programme and its 
administration. By working closely with the 
students at the beginning of the programme, 
the co-director better understood their needs 
and was more able to address them. The co-
director also hoped to create a holding 
environment  3   for the students so they would 
feel more supported. A holding environment 
was expected to increase their likelihood of 
succeeding in the programme. This goal was 
accomplished, as indicated by one student 
who said,  ‘ This course is like a warm cup 
of tea, I feel safe in here to learn and to 
stretch myself ’ .   

 Leadership and change strategies 
 While facilitating the class and discussions, the 
co-director used Kotter ’ s  4   eight steps in 
leading change, and Bolman and Deal ’ s  5   four 
frames for organisation change. John Kotter  4   
gives leaders a prescription for negotiating the 
stages of change in his book,  Leading Change . 
Kotter describes eight stages in the process of 
leading change beginning with establishing a 
sense of urgency. This is important because 
followers may become complacent if they do 
not feel that the work they are doing is 
urgent and important. 

 For the students, the co-director 
emphasised the importance of the 
biotechnology industry to healthcare and 
pointed out that although Maryland leads the 
country in research dollars (due to the 
proximity of the National Institutes of Health, 
the Food and Drug Administration, Johns 
Hopkins University and other major research 
facilities), it was actually behind on 
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Initially, all the stakeholders appeared to be 
onboard. Some of the students, however, 
were surprised at the amount of work that the 
class involved. They attempted at the end of 
the course to have due dates extended and 
the workload reduced. This will be discussed 
more thoroughly later in the paper. 

 The sixth stage for leading change is 
ensuring short-term wins. The students 
needed to feel they were making progress and 
need to see successes. Kotter cautions that a 
sense of urgency still needs to be felt, or the 
students may feel that the short-term wins are 
not suffi cient. Complacency may then set in 
and true lasting change will not happen. 

 The seventh stage of change involves 
using short-term wins to an advantage and 
building the leaders reputation. From this, the 
co-director hoped to increase credibility with 
the students and keep them invigorated 
during the co-director ’ s course time with 
them, but also throughout the programme 
as their adviser. These wins were in the 
form of student work assessment, but also 
were refl ected by student successes in their 
networking and relationship building within 
the classroom. The students became more 
articulate and had better critical thinking skills 
by the end of the course. 

 Finally, Kotter states that a major change 
needs to be fully anchored in the culture. 
Kotter argues that anchoring the change 
should come at the very end of the change 
process in part because the students need to 
understand and believe the vision and have 
had a chance to see the changes occur. The 
students began to see new opportunities for 
growth both within the programme and 
within the industry. Kotter states that by 
following these eight stages of leading 
change, in this order, there will be a lasting, 
working change. It appears this happened, 
but only continued assessment of the students 
throughout the programme would confi rm 
this. 

 Bolman and Deal  5   in  Reframing 
Organisations: Artistry, Choice, and Leadership  
outline four frames for leading change within 

commercialising new biotechnology products. 
The success of the Maryland economy in 
biotechnology is important to the students 
who plan to work in Maryland and want 
good jobs with growth opportunities. Students 
in the programme had the opportunity to 
make a difference in the industry and in 
healthcare overall. 

 There was also the urgent need to better 
integrate the programme between the two 
schools. Students had to deal with two 
separate schools with different rules, 
regulations and processes. There was a lack of 
integration between the schools ’  curricula 
until students reach the end of the programme 
where the capstone course joins the science 
and business aspects of biotechnology. The 
new proseminar course was undertaken to 
improve students ’  ability to think critically 
about how science and business interconnect. 
It was also expected to reduce some of the 
administrative problems students experienced. 

 The second stage of leading change 
suggested by Kotter involved creating a 
guiding coalition, which was done through 
key stakeholders that included administrators, 
faculty and students. In addition to a sense of 
urgency and a guiding coalition, there needs 
to be a vision. Kotter argues that the vision 
should be brief and clear enough to be 
articulated in 5   min or less. The followers 
need to be able to understand and be able to 
articulate the message. If it is not clear or 
concise, the followers may not fully 
comprehend the vision and will not be able 
to maintain a true sense of urgency and need. 
The co-director worked with the class, but 
did not have a clearly stated vision for the 
MS.MBA programme and for the proseminar 
itself. Although there were course objectives 
and goals, as the course unfolded and evolved, 
it was clear there was no specifi c, articulated 
vision. The need for a vision will be discussed 
more thoroughly in section  ‘ Results ’ . 

 Major change requires the work of a large 
number of people and obstacles inevitably get 
in the way. The obstacles for this change 
project were not obvious when it was begun. 
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an organisation. These include a structural 
frame, human resource frame, political frame 
and symbolic frame. The structural frame 
looks at the organisation itself and not just the 
individuals within the organisation. The 
MS.MBA Biotechnology had changed its 
administrative location within the university 
and KSAS became the home school. Through 
discussions with the students, both inside and 
out of the classroom, students began to better 
understand the structure of the programme. 
Students knew who to call for help and 
resolution of questions. The co-director talked 
with the students about the structure for the 
MS.MBA Biotechnology and helped them to 
understand the rationale for the newly formed 
structure. 

 The Human Resource Frame focuses on 
viewing the students as individuals with 
unique needs and concerns. The co-director 
was able to get to know each student, know 
what some of their major concerns are, and 
begin to create a holding environment as 
discussed by Heifetz.  3   The concept of a 
holding environment will be discussed more 
fully later in the paper. 

 The political frame looks at the 
environment within which the programme 
operates and also the biotechnology industry 
as a whole. The students in the proseminar 
class analysed the industry as it relates to its 
external environments of the public, the 
political / legal arena, the economic 
environment, technology, and researchers, and 
so on. They also examined the programme 
within the larger context, the university and 
the industry and the smaller context of the 
programme, home and the classroom. The 
students discussed that politics involves vying 
for scarce resources and how this impacts 
them as students and participants within the 
industry. 

 The symbolic frame was used to build 
symbols and even small rituals within the 
classroom and programme that helped to 
strengthen the comradery of the class. The 
class and the co-director worked together 
to create the rituals, schedules and formats 

used by the class each week. Although the 
co-director had a predetermined agenda, the 
students played a role in the fi nal version of 
how the class was run. The symbolic frame 
enhanced the performance of the students and 
helped in teambuilding within the class. The 
class began with small rituals such as how the 
class will be laid out each week.    

 RESULTS 
 The proseminar in biotechnology met for 2   h 
and 45   min one evening per week beginning 
September 2005 and ending December 2005 
at the Johns Hopkins University. Students 
were given an anonymous and optional 
questionnaire on the fi rst day of class to 
determine their expectations for the MS.MBA 
programme, their expectations for when they 
complete the programme (job advancement, 
and so on), and their understanding of the 
inter-connectedness and dynamics of the 
biotech industry (fi nance, science, marketing, 
and so on). All 15 students in the class 
completed the questionnaire. The students 
were given the same questionnaire at the end 
of the course to identify changes that may 
have occurred. Twelve students in the room 
completed the questionnaire. The students 
also completed the standard course evaluation 
on the last night of class. 

 Students demonstrated their understanding 
of the industry through discussions of selected 
readings, working on learning teams to 
become  ‘ experts ’  in specifi c areas of 
biotechnology (regulatory affairs, fi nance, legal 
aspects, and so on), and by researching and 
reporting on a biotechnology organisation of 
their choice and analysing what specifi c issues 
that company faces regarding these topic areas.  

 The organisational change goals 
 The co-director ’ s main goals were to manage 
students ’  expectations of the programme, and 
their ability to succeed in the programme and 
their careers; and help students to understand 
the depth and breadth of biotechnology as an 
industry, both through a science and a 
business lens. The organisational change goals 



 The implementation of a proseminar course 

© 2009 Palgrave Macmillan 1462-8732 Journal of  Commercial  Biotechnology Vol. 15, 2, 113–124 119

mentioning that they had gained a good 
overall understanding of the industry. They 
also felt having industry leaders speak to the 
class each week was highly benefi cial. In fact, 
one of the few complaints was that they 
wanted more time with the guest lecturers. 

 An interesting data gathering technique 
came from the use of a  ‘ fi shbowl ’  exercise 
that was used at the end of the course to give 
the students an opportunity to verbalise some 
of their fi nal thoughts in addition to the 
written questionnaires and evaluation forms. 
The students were asked to take 20   min to 
refl ect for themselves on the course and on 
two questions in particular. They were asked 
to jot down notes to:  ‘ What did I learn in the 
class? ’  and  ‘ If I were the instructor, how 
would I teach or change the course? ’  After 
the students had thought about this and 
written their notes, six students were invited 
to sit in a semicircle in front of the room and 
answer the fi rst question. They talked for 
about 20 – 30   min and they seemed to forget 
for a time that they were in front of the rest 
of the class and seemed to have a genuine 
discussion on what they learned. One student 
said that  ‘ It gives you motivation for 
something to work for ’  and another asked 
 ‘ Will I be as good as our guest speakers when 
we graduate? ’  Others said  ‘ I ’ ve become more 
critical of others ’  questions ’  and  ‘ Changes 
your vision of where you want to be in a few 
years ’ . These statements cover a broad range, 
but the students were inspired to ask diffi cult 
questions and to strive to be like the guest 
speakers. They saw these industry leaders as 
role models. This is similar to Howard 
Gardner ’ s  6   (1995) refl ections on a leader 
embodying the story. The students saw the 
guest lectures as actually living the talk they 
shared and inspired them to want to follow. 

 For the second question, six more students 
were invited to the  ‘ fi shbowl ’ . The students 
gave practical suggestions for how they would 
handle the course if they were the instructor. 
Such suggestions included:  ‘ Prior to the 
course, send out the syllabus to all the 
students ’ , and  ‘ Make the paper more of an 

were largely accomplished. The students 
demonstrated a much better understanding of 
the administration of the programme, and of 
how to work within the system. Several new 
changes were implemented that came directly 
from student suggestions, particularly 
implementing a new student orientation 
several weeks before classes begin in the 
following semester. At the beginning of the 
following semester, a new student orientation 
was held for all incoming students, at which 
time the students received copies of syllabi for 
their fi rst courses, information on registration, 
purchasing their textbooks, and so on. 
Afterward, there was a welcome back pizza 
party for all MS.MBA students and a new 
dedicated website was unveiled to everyone. 
This new website offered current information 
for faculty and students and offered 
registration, purchasing, fi nancial aid and 
other information. 

 An interesting point about the students ’  
opportunities and growth within the industry 
was revealed by the survey. When the 
students fi rst took the survey, 13 per cent 
indicated that name recognition (of Johns 
Hopkins) was their top reason for choosing 
the programme. When they took the survey 
at the end of the course this number rose to 
47 per cent. This could be that students 
began to notice the benefi ts of attending such 
a prestigious organisation as Johns Hopkins 
when they talked to others about the 
programme they were enrolled in. Before the 
course, only 3 per cent mentioned quality as 
one of the top two attributes that attracted 
them to the programme, but this score rose to 
25 per cent after the course. It appears that 
the students were truly pleased overall with 
the quality of the education they were 
receiving. In other words, the students before 
the course seemed drawn to the programme 
because of variety of reasons, but once they 
completed their fi rst semester, they realised 
the value of the school ’ s reputation and what 
a quality education they were receiving. 

 The post-course evaluations indicated many 
strengths of the course, including students 
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analysis as to where the company is going and 
to include its strengths and weaknesses ’ . These 
suggestions were presented to the 
administrators of the MS.MBA programme 
committee and some are already being 
implemented.   

 Leadership goals 
 One of the primary goals was to manage 
students ’  expectations more effectively. This 
was done by changing the interface between 
students and the administration, and by 
improving communication between students 
and programme leaders. 

 An interesting point came from the course 
fi nal evaluations. Although all the ratings for 
the course were consistently high, with 
average values over 4 (meaning students either 
agree or strongly agree with a series of 
statements), one value averaged 3.8. This 
score was for  ‘ The course was taught at the 
level I expected ’ . Those students giving a 
score of less than 4 also indicated elsewhere in 
the evaluation that the course was more 
challenging and rigorous than they had 
expected. In fact, one student said,  ‘ This 
course was very rigorous and time consuming 
for an introductory course ’ . The co-director 
intended for the course to be doable-but-
diffi cult and wanted to set students ’  
expectations for the entire programme very 
high. It was hoped that students would leave 
the class understanding that the programme 
and the next three years were going to be 
hard work, but that they were capable of 
succeeding in the programme. That way, 
when the students take historically challenging 
courses such as Finance or Biochemistry, they 
enter with a clear expectation of the amount 
of work required. Students often live up to 
their own expectations of themselves. 

 The students were an integral part of this 
change process. Through their time in the 
proseminar, they helped to create a sense of 
urgency for the need of the university to offer 
better administrative services associated with 
the programme. This caused the co-director 
to react positively and to begin to implement 

some of their suggestions such as pushing for 
a new website that would post important 
information. 

 Throughout the semester the co-director 
gave informal, periodic reports to the Hopkins 
programme committee about the progress the 
class was making in the course towards 
meeting the goals for the course. This helped 
the committee continue to feel a sense of 
involvement. As a result, they offered 
suggestions for improvement and integration 
that they otherwise would not have shared. 
Some changes that students wanted were 
implemented as a result of this change project. 
Also, the committee ’ s involvement in the 
problems of the programme increased overall 
interest and desire to create a remedy. From 
this, the committee agreed to add needed 
resources and manpower to the efforts. The 
marketing departments from both schools 
were urged by programme directors and deans 
to develop and begin to implement a 
marketing plan. 

 The students in the class worked on 
creating a vision for what the students could 
expect upon completion of the programme. 
This vision, however, was never specifi cally 
articulated. In future classes, at both the 
beginning and throughout the course, the co-
director plans for students to articulate a 
vision for the programme that can be shared 
with all students and will help to create a 
sense of community within the programme. 
Establishing an intra-programme  ‘ community ’  
will further increase active participation from 
students, and will create momentum and a 
culture of ongoing change and improvement 
that will positively affect the overall quality of 
the programme in the future. The 
administrators and faculty will be the guiding 
coalition, but students will model the 
behaviour expected in the programme, so it 
becomes an integral part of the programme 
culture. Students may then feel and become 
more empowered to implement change. This 
empowerment happened to some extent in 
the fi rst course taught. The students knew 
that the programme committee and especially 
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completion of the new website. At the 
website unveiling, she was there to hear ideas 
and suggestions to make the new system even 
better. The programme committee attended 
the student orientation and semester party to 
keep channels of communication open. 

 The theme of the course was  ‘ questions ’ . 
Each week the students analysed a current 
events paper and then asked and discussed 
questions that the paper did not answer. The 
students also posed three questions weekly for 
each guest speaker. The class had a rocky 
start. Some of the questions in the beginning 
of the course seemed entirely inappropriate. 
For example, one student asked the guest 
speaker their personal feelings about abortion. 
(This came from a discussion of stem cells. 
Inquiry into personal opinions, however, was 
not the intent of the course.) About half way 
through the course, with guidance from the 
co-director, the questions became more 
targeted, included reasoning and references, 
and were much more relevant and informed. 
By the end of the semester, the guest speakers 
were obviously startled at the high-level 
quality of the questions they were asked. 
Most importantly, though, the students 
themselves had changed. Their knowledge 
and discussions of the topics were educated, 
contained references and was much more 
articulate. These students all stated that they 
had a completely different view of the 
industry and themselves and were much more 
likely to speak up at work. The students 
mentioned that their work colleagues were 
also impressed with the students ’  changes. The 
culture within the classroom and their work 
was becoming anchored in this new view of 
the world. 

 The second strategy the co-director used 
for the change project was Bolman and 
Deal ’ s  5   frames for leading change. The 
structural frame, or looking at the organisation 
as a whole, was both positive and negative. 
It defi nitely helped that the co-director was 
available to the students to help them 
understand and negotiate the system. At the 
MS.MBA Biotechnology Welcome Back 

the co-director cared about their opinions and 
needs. Towards the end of the course, 
students attempted to have due dates changed 
and the workload lessened. Although these 
changes did not happen, the co-director was 
pleased to see the students work together in 
an attempt to make these changes. The co-
director explained to them that this course 
and other courses they took in their fi rst 
semester would model the courses they took 
throughout their Hopkins career. As such, it 
was crucial that they took responsibility for 
managing their own time. The director 
explained to the students that by trying to 
make change happen, they were learning 
leadership skills that they would carry with 
them long after the class was over. Hopefully, 
when they started future courses, they would 
know to try to negotiate assignment due dates 
at the beginning of the semester rather than 
the end. 

 There were several short-term wins 
throughout the semester. The students had 
multiple opportunities to learn in the course 
and through hands-on experience. Students 
met regularly with industry leaders who 
visited the class. They also researched 
organisations to learn how groups worked 
within the industry. Students visited 
companies and talked one-on-one with 
company leaders about specifi c topics the 
students were learning about in class. Students 
had multiple opportunities to talk before the 
class and although many were quite reticent 
and shy at fi rst, every student became more 
relaxed and capable when presenting in front 
of the class. This was partly because the 
students learned to trust each other, and to 
trust the co-director. They knew that the 
classroom was the place to try out new ideas 
and would not risk their jobs or credibility if 
they were not successful. 

 The gains were consolidated as the 
co-directors began to put together a more 
student-oriented programme administration. 
A much-needed and valuable employee, 
who was away for the majority of semester, 
returned and was able to devote herself to the 
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Meeting the following semester, after the 
course was taught, it was clear that the 
organisation still had problems those were not 
solved. Students continued to complain about 
registration diffi culties, problems with fi nancial 
aid, and a lack of communication between 
registration and students. 

 The human resource frame looks at the 
students as individuals with unique needs and 
concerns. In this regard, the effort was more 
successful. The co-director was able to get to 
know each student in the class fairly well and 
had a better understanding of their individual 
needs. Additionally, the co-director from CBS 
visited the class twice, once the fi rst night to 
introduce himself and then as a guest lecturer. 
From this, human faces were associated with 
the organisation, and the co-director from 
CBS was also able to get to know the 
students better. He met with the students 
one-on-one after the class and he has stayed 
in touch with many of them. From this, the 
student ’ s felt that their voices, suggestions and 
concerns were heard. 

 As previously mentioned, an intended goal 
of the course was to create a holding 
environment for the students that would last 
beyond the duration of the course. Certainly, 
during the class time together, students began 
to feel safe within the class environment and 
able to take risks. Students also continued to 
stay in touch with the co-director and to 
offer suggestions and ideas to continually 
improve the programme. 

 The political frame looks at both the Johns 
Hopkins environment within which the 
programme resides and also the biotechnology 
industry. The programme now has a 
reputation equal to that of the university. 
Several papers were written about the 
programme, including a paper by Walz  7   in 
the journal,  Nature Biotechnology . The 
programme is unique both in the Maryland 
biotechnology industry, but also within the 
world. According to Waltz, in 2005 there 
were only six such programmes in the world 
and the programme at Hopkins was the 
largest. 

 The symbolic frame was used to insure a 
sense of importance and credibility to the 
work the students were doing. Through 
the instruction by the guest speakers and 
co-director, the course emphasised the 
importance of the work students were doing 
and the importance of biotechnology to 
healthcare around the world. On a smaller 
scale, the class instituted small rituals in the 
classroom such as opening each class with a 
discussion of current events and how they 
related to other discussions we had. When 
students gave their presentations, they began 
the ritual of providing food for the class and 
the guest speakers. This was done during the 
class break, but it resulted in a sense of 
community.    

 DISCUSSION 
 When the course began, the co-director felt 
unsure about its impact on students, and how 
effective it would be at achieving its 
objectives. As mentioned above, the theme of 
the course was  ‘ questions ’ . Each week a 
student in the class presented a current events 
paper that was to relate to the week ’ s topic 
and students were to pose a question that the 
paper did not answer. As the semester 
progressed, the students had a deeper 
understanding of the industry as a whole and 
were able to make connections between 
topics that they were previously unable to do. 
Their questions also began to refl ect increased 
critical thinking skills. This improvement 
came mostly from the fact that the students 
were actively learning for themselves to 
identify areas of knowledge where their 
understanding was incomplete. By the end of 
the course, students would pose three 
questions, and each question would refl ect an 
outside resource about the topic, whether it 
was from a paper, another guest speaker, or 
from class discussion. Many students indicated 
that they were being taken more seriously in 
meetings at work because they could add 
references to their comments and questions. 
They also learned the value of good questions 
and how important it is to ask the right 
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Also, many students could not enroll for 
the following semester until they have 
received their grades. Many students receive 
employee reimbursement for classes and 
only receive reimbursement that when 
they submit their fi nal grade sheets. The 
schedule, however, could have been 
adjusted if it had been planned earlier in 
the semester. The students learned it was 
reasonable to ask, but that managing their 
own time is critical. 

 One issue the students and co-director did 
not resolve was to develop and articulate a 
vision for the course and perhaps even the 
overall programme. In future courses, the 
co-director will work with the students to 
facilitate a discussion from the students about 
what they see as the vision for themselves 
within the programme. This will serve as a 
guiding light for their progression through 
the programme. 

 As mentioned previously, the co-director 
was attempting to create a holding 
environment in the classroom. One way this 
was accomplished was the co-director invited 
students to join her in the campus caf é  an 
hour before class for dinner. The only 
requirement was that the conversation not be 
centered on grades. All other topics about the 
programme, biotechnology, or any other 
subject were open to them for discussion. 
There were usually three or four students 
who came and several nights there was a 
lively discussion about a range of topics. The 
co-director and students built a relationship 
based on trust. 

 Students continue to be concerned about 
the fact that KSAS and CBS are two separate 
schools. As mentioned previously, 
administrative issues are completely separate 
between the two schools. Processes such as 
registration between the two schools are not 
seamless. Administrators in both schools are 
actively working to resolve some of these 
issues. 

 Leading change involves a great deal of 
communication. When people understand 
why the changes are happening and when 

questions and to consider what one would do 
with the answer. Although the students were 
not required to fi nd the answers to all their 
questions, they began to have to indicate how 
they might fi nd the answers to their own 
questions. 

 As expected, the course offered an excellent 
opportunity for the co-directors to get to 
know the students better. Each week time 
was spent talking about the students ’  learning 
in other classes, what they wanted and what 
they worried about. An important event 
happened towards the end of the course. The 
co-director was unexpectedly out of town and 
had limited access to e-mail and was unable 
to attend class the week before their fi nal 
papers were due. Many students had waited 
until the end of the course to begin to work 
on their fi nal papers. They had been warned 
to start early, but this was not overly stressed 
as the co-director wanted the students to 
learn for themselves. While the co-director 
was away, an e-mail discussion ensued 
between the students regarding the quantity 
of work they had in my course. Combined 
with the work in their accounting course, it 
appeared they were becoming overwhelmed. 
Students discussed among themselves whether 
they should request an extension on the due 
date for their major paper. They investigated 
to fi nd out when grades were due to the 
registrar and they began to put together an 
effective argument. Towards the end of the 
week, the co-director was able to access e-
mail and read what the students had been 
saying and told them that the papers would 
still be due on the syllabus due date. When 
the class next met, the students and co-
director discussed handling the workload of 
two separate degrees at once. The students 
learned for themselves to compare their syllabi 
and to better manage their own time. The 
co-director told the students that requesting 
an extension was reasonable, but that it 
would have been more effective if they had 
asked earlier in the semester. Because there 
was a grading deadline, the co-director 
could not extend when the paper was due. 
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they truly feel the sense of urgency to make 
the change, then change can begin to happen. 
The co-director mentioned in a follow-up 
interview that she would like to work more 
on the concept of creating a vision for the 
programme and the class. At the end of the 
welcome back pizza party for students the 
following semester, two students took the 
co-director aside and said they wanted to 
share a rumour they had heard and were 
very worried about. They had heard that 
the programme was going to end and be 
dissolved and that the co-directors were 
leaving the programme. This rumour was 
completely false. Upon hearing this rumour, 
one co-director stated, that several years 
prior, when he came to Johns Hopkins he 
would get a tingle when driving to work 
and think,  ‘ I can ’ t believe it! I am a professor 
at  Johns Hopkins University ! ’  This interaction 
points out the crucial nature of 
communication. Because the students and co-
directors socialised together at the pizza party 
and because the co-directors were 
approachable, the students felt comfortable 
sharing the rumour and their concerns. 
This communication represents that the 

co-directors created a holding environment 
for the students. 

 Copyright for this article is held by the 
author, Lynn Johnson Langer.       
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