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FOREWORD

—

Last year e were pleased when Jane McCormick, then President-Elect
of NAWDAC, accepted our invitation to serve on the Advisory ComifssioR oF """
the ERIC Counseling and Personnel Services Information Center (ERIC/CAPS)
at The University of Michigan. From the zesty discussions that took p]aée

7ﬁ5i‘that-meeting,,andgfrom a previous, highly successful joint publication

—_— ©

effort with the American Scho&?gtaﬁﬁ§é]Or“Associatiin>thg‘jdea for a
CAPS-NAWDAC collaboration was born. Follow-up communications ;er;édt6}5>“"“‘~k*~
heighten our interest, and Jane advised us that NAWDAC was as excited as
_we about the propdged venture. We then turned‘the dream into reaiity by
including it in our work proposa] for 1977.
Together, Jane and we decided to focusiour efforts on something
special for women. Our next step was to fdentify what we thought were
exemplary, highly useful programs designed by women for women. We searched
the ERIC system and conferred with our professional friends and camé up
with two very special programs that met our criteria. The authors agreed
to write for us; and the whole procedure, from the first phone call and

the signing of contracts to the final mutual approval of the manuscripts,

was carried through a]most‘without a hitcﬁ. Two very fine monngraphs are

L. i
the result: A Career Planning Program for Women: The Experience CUE, - CEEE

/ .
by Mary Khosh and John Grimm; and A Program for Optimizing Women's Lead- /

e __ership Skills_(OWLS). by a _group_of wri éers from Penn State under the

senior authorship of Louise Sandmeyer.
~N

The writers of this monograph have been very active in preparing




women to respond more effect{Qe]y to ]eadership opportunities. Ue were
particularly attracted to their program because they concentratad on

actually providing skill-training in leadership, not Jjust describing and

! underscoring the need. In the Optimizing Women's Leadership Skills (OWLS)
| program.'women are helped to assess themselves and their organiZafions,
to build attitudes conducive to leadership, and, in a series of structured
';;1earning experiences, to practice leadership skills. ‘
‘ s womé% are having more and more opportunities to assume leadership
rJ]es.f\Many érguresponding with great enthusiasm and energy. The outcomes,
hoviever, are not -always to their liking; frustration and disappointment
are a frequent byproduci of the exper%ence. As we have learned in other _
contexts, providing more opportunities for leadership is only part of the
answer. Women must be prepared in attitude and competencies to fulfill
these new leadership roles.
Presenting the OWLS program in printed form we believe is a major
contribution both to individual women who wish to enhance their skills
and to facilitators of leadership training workshops. The monograph is.
intended to be a practical, do-it:yourse]f series of experiences, and we
hope that you will. respond to it in that way--as something to be used,
not shelved. "Those who are stimulated to further investigation will find
~ the ERIC system to be a rich vein of additional resources and materials.
We do have a confession to make, too: We have to admit our partiality
to the OWLS orientation. As many#readers know, the ERIC/CAPS logo is an

owl, selected with great care and meant to depict ERIC as a reservoir of

..........................................




wisdom. Hopefully, u

what is required for

1eadershipwskillsmare;enhanced,mtﬁenmyouﬂand.wemandmthewautho#suwill-aJJ-WA-~ S sem———

have something to hoo

t about!

- Garry R. Walz and Libby Benjamin

-

sing this monograph will add to your own wisdom about

effective leadership. if this happens, and your own
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INTRODUCTION
°Leadership opportunitie~ for women are expanding and women have
embraced these new roles with erthusiasm. However, while women may be
assuming more positions of leadership, they often are not prepared for
their new responsibilities. The authors have worked with both emerging

and established organizations in co]]egiaté and community settings. Our

-observations and frustrations served as a catalyst for the writing of

this monograph.

The monograph is divided into seven sections, plus an extensive, anno-
tated Bibliography. The first se;tion provides a historical perspective
of women in leadership roles, throﬁgh an examination of the emergence of
women's organizations and the socio-political and econemic influences upon

them.
The second section is a review of the literature regarding women and ;f*

leadership. Leader performance, leaderéhip styles, and some actributes
of female leadership are reviewed.

An overview of current leadership programs and their limitations is
3

T
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outlined in Section III, and Section IV presents a rationale for the

Optimizing Women's Leadership Skills (QWLS) program. ~The rationale for
the program's development emerged from the information gathered for the
first t;ree sections and conclusions we drew from reviewing these materials.
The major portion of this monograph, Section V, is an exposition of
the OWLS program. The program itself consists of four units: an organiza-
tional assessment, an individual assessment, skill bui* | :ules, and
structured experiences. B method for imp1%menting the program is suggested
in the following section, and Section VII concludes the monggraph with
recommendations for adapting OWLS to varying settings and c]ientg]g.
We hope.%hat you will find this moedel to be a useful quide for planning
programs on your oﬁn campus or in your own“communit;. We encourage you to°
be flexible and creative ;%Eh 0Q§§?}édaptingwjg:as a-‘model to meet the

needs of the people you servé.




I. HISTORICAL PERSPECTIVE

To appreciate fully the role of women in leadership, it is helpful
to review the social, economic, and leadership responsibiiities acéorded
American women and to identify the 'social, economic, political, and legal
changes that havg affected wémen as leaders. This is an account of the
status of women and significant events that have affected their leadership

roles since the-beginning of the 19th century.

PR

- ‘ ' . N UNRIN
Transition from Work Inside the Home to Work Oytside the Home

The first half of the 19th century found women leaving the traditional -

housewife role and working in mo'e ‘than a hundred industrial occupations

(Flexner, 1966). Generally, women possessed few eéonomica]Jy saleabie

-skills except for certain types of sewing. The demands‘qf household work

and the broadiy held assuﬁption of female inferio;ity prevented women from

training for more skilled work and earning better ‘pay. -Thougﬁ women were

isolated from one another and inexperienced in organizing; and thoﬁgh.theyi-

generally received 1ittle support from men, still €hey were able to make

some attempts to mobilize to improve their horking conditions.

- -

Expan;ion of Higher,Education for Women

= - o

*».» Throughout the 1800's higher education for women grew through the

3 expansion of seminaries that taught both academic and domestic arts

(Chafe, 1977). By the end of the Civil War these traditional studies

were broadened to include "greater access for the life of the mind" (p. 26).

4 -
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Dedication to women's education led to the creation of Vassar, Smith and
Bryn Mawr, an cutcome which gave women the opportunity to prove that they

could perform as well as men academically.

o £ Mt e,

From Trade Onganizations’to Women's Clubs to the Suffrage Movement

et l ]

Working outside the home and expanded educational opportunities oro-

vided impetus for the‘}apid'growth of women's clubs in the latter part of

o Wiy Aol o

the 19th century. These c]ubs offereo an escape from household and family

,lm
- SR,

cares, with an initial emphas1s on women's self-1mprovement and ]ater, on

acqui Y‘1 ng civic COHSC1 ousness.

, i
o i rasd it Sren

The most signifiéant collective actjvity of women in that century was'
the women's suffrage movement.’ Spearneaged by a few talented and deter- ‘
mined individuals, the women at first formed a loose federation, but later,
through majer reorganization, developed a strong leadership cadre w1th a
large working force. A]ong with advantageous edonomic and social cond1t10ns, A
the enfranchisement of women was due ]arge]y to the political sophistica-

tion and determination of this nat1ona1 organization whose efforts contlnued

A S

, without ceasing for more than 50 years (Stanton, ]969)

o

Major Political and Economic Changes and Their Effects on Women's

Organizations

L3

The Industrial Revolution is often identified as the most influential

single force in a]tering‘the status of women at the beganning ot the 20th

century. Not only did it practically abolish home industry, it also caused

a migration from farm to city and created a need for more individuals with




more extensive training. \
World War I and World War }I ereaéed labor shortages that resulted-

in women being hired for jopé at higher pay rates than they had ever been
. offered before. The impact akd duration of the second wo}]d War helped to
weaken the myth that women are incapable of performing jobs préviously
reserved 7Tor men. The aftermath of the war saw women c]aiming better
Emp]oyment, wages and conditions. Many social changes were occurring at
thé'same timé The chang1ng perspective and refevence to the p]ace of
women in society, their relation to their families and to the1r p051t1on o
in the occupational sphere, can be traced through the Changes that tgok
place in women's organizations. . |

3

The foci of estab]ished groups and developing groups were changing

o~

from "individual satisfaction or pure]y social 1ntercourse“ (Breckinridge,

1972, p. 42) tn occupat1ona] and pro‘ess1onal 1nterests This shift in

or1entat1on can be traced to the foundlng of many professional organ1zat1ons -

such as the Amer1can Home Econom1cs Association (AHEA, 1908}, . the Amerxcan ’
Association of University WOmen (AAUN, 1884) and thg National Association
of Women Deans, Administrators, and Counse]ors (NAWDAL 1916).

The second half of the 20th century 1s_h1gh]1ghted by three forces
which are interrelated and whiéh continue to shape our lives: (a) ]eg%s-
]ation'prohibiiing discrimination on the basis of sex; (b)’th women's
movement which began in the mid 1960's and continues to have profound‘éffects
in many sbheres of society; andv(c) the charfging status of women, a

dynamic movement manifested largely through chahging attitudes, mores and

norms. .7
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Legfs]ation. Since 1963 four laws have been enacted to assure women
equality in employment and education. '

The Equal Pay Act, passed in 1963,\promisee equal pay for equal work.

. Title VII of the Civil Rights Act of 1964 was ameﬁded by the Equal
Eme}oymenf.Opportunity Act of 1972 to prohibit!employer; from dfecriminating
against an individual with- respect to hilr'jhr}g.2 fjxgng, promotion, or fringe
benefits, or on the basis of race, color, ;eligio;, sex, or netiona] origin.

In 1964 Executive Order ]1246 was amended to app]y to most pub]1c and
private schoo]s, co]]eges, and un1vers1tges. This Order proh1b1ts d1scr1—
mination by requ1r1ng elimination of a]l discr1m1natory cond1t1ons, whether-
1ntent1ona] or 1nadvertent ‘and afflrmatlve actlon to recruit, employ, and
promote qua]1f1ed members of groups formerly excluded.

Title IX of the Education Amendment of 1972 prohibits educational
institptions from denying admission to or discriminating on the basis of -
sex from any educational programs or aetivities rece{Eimg Federal funds.
This 1egis]atiom is ef particular importance because\ it goes beyomd empley-
ment.oppermﬁmiﬁges to educational opportunities. Sp.cifically;yff affects-
most student erganizations and ath]etmc teams, and ddmission requirements ~

i
for colleges, universities, and professional schools.

The women's‘move it of the 1966'§, No one/force has_done more to

heigﬁten the coneernAwith equality than the women's movement of the 1960's.
The movement is a combination of a variety of groups, styles, and organi-

zations.

- The movement has two,branches. “One consists of large and prominent

- 817
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organizations such as the Nat1ona] 0rgan1zat1on for Women (NOW), the Women's
Equity: Action League (WEAL), the Federally Emp]oyed Women (FEW), and the
Natlona] Women's Po]1t1ca1 Caucus (NWPC). The activities of this branch
tend to focus on legal and eéonomie problems, with specific emphasis on-the
problems of workggg women. /These organ1zat1ons all began ‘as hierarchical
national organ1zat1ons lacking a grass- roots base, and tended to be or-
ganlzed along trad1tlona] and formal lines. P ‘

The other branch is compr1sed of nany small groups ergaged in a variety
of act1v1t1es. It tends [o have a mass base without a nat1ona1 organiza- |
tion or nat1ona] 1eadersh1p;.11ts membership is younger and more homogeneous

cthan that of the more trad1t1ona] branch in that: 1t tends‘to be predom1nant]y
wh1te, middle class, anJ college educated (Freeman,- ]975) Th1s second-

branch has much in comm6n,w1th the- youth movement

Changing status of wpmeﬁ The momen s movement has had great impact. -

In some areas the re]aé1Jnsh1p between mOYement and 1mpact is easily dis-
cernavle; in others, ex1st1ng soc1a] conditlonc are so closely intermeshed
. )
with the movement that it 1% tenuous to 1soTate the movement as the major
influence. Regard]ess of the source hchver, the fo]]ow1ng changes can
‘be 1dent1f1:d/{hreeman 1975): ;, . T o
1. Re ond1t1on1ng Amer1can people o accept sexual equality
as the novm of social and personal behavior, thereby
prompt1ng both women and men to quest1on the role of the
femal& in/ American society;
2. Publiciz ng, women s activities and arh1evements wh1ch

has had tne effect of ]eg1t1m1z1ng women's r!ghts as’'a
relevant/ public concern; ,

I
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3. Creating a climate of expectations that something should
be done . . . about educational and employment equa]1ty,

4. Providing information, d~ta and test1mony . . (for policy
changes), grass-roots re earch, and grass- roots support;
anaG,

e Nebe w

5. Developing many social service projects and small autono-
"~ mous groups emphasizing counseiing, referrals, reforms,
and education. (pp. 234 235) :

2 i v e

" What Does ATl of This Mean?

"
e

These changes have had profound impact on;women as ]eaders. First,

i ok e one hnlan,

the context in which women exercise leadership has changad and broadened

Second,, women's groups are emerging that are organ.aed around ]ess tradi-

K
©

t1ona] 1ssues Third, established - rganizations are reexa'1n1ng their

N )\..
s 4o - istructures and plirposes.

I

.~

Broadening of the areas cf women's leadership. One of the‘m)s{ signi-

ficant determinants of a woman's role in the labor force and of her eco-
nomic and social status is her Tevel of education. Though women in
general still do not remain in scheol as ]ong as men, there has been an

increase in percentage and absolute numbers of women enterlng degree

programs. Women are increasingly in a mcre competitive position on the

t

bacheior's level and are beginning to make some headway in professional

fie]ds. More and~more womeri are also pursuing degrees in trad1t1ona1]y

male dom.nated areas - L

H

As educat1on%1 attainment is increasing, so are the percentage of
" . womenfentering the work force and the length of work life for women. : ™

A]so, as a d1rect outcone of increased education and affirmative action,

o -
f l
!
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more women are assyming management positions in business and industry and

—_—
¥ iy

.administrative positions in education. ' p

Women are experiencing a greater demand for leadership in their per-

aar

" sonal Tives as well. As more women remain single, marry later, or divorce,

Hmmdin v,

they find themselves more involved in interests outside of traditional house- -

»
e LTINS

hold reles. Whether a woman's main focus is her career or her family and

household or a combination of these, she must exercise cons1derab1y more

" Xl
AN v DR

leadership and dir ct1on in a multiplicity of ro]es

e

. "
o NP el eanad

s

Emerg1ng women's groupé Soé1ety 1§ often unacceptlng or nonsuppor-

tive of a woman th chooses other than a trad1t1ona] role. Nomen S organi-

L Wi

zations and groups| can p]ay a s1gn1f2cant part in helping women to cope

w1

better -with societal and economicfﬂemands as well as daily activities.

IS

The pos1t10ns womer hold in organ1zat10ns and the roles they asstme in them

are"important ties, between the 1nd1v1dua1 and the tota] society (Ferr1ss, g

1

1971). | | : -

In recent yedrs the number of women's organlzatlons has increased,

<

membership has grown, and shifts have occurred in organizational 1nterests

and affiliat%on. While there-has been a decline in membership in rural

life organization%, in hereditary organizations, and in fraternal and

ethnic orgaﬁ?zations, membership in general women's clubs (fe&eratqd clubs)

has remained fairly constant. On the other hdnd the expanding'interestS' c 0

of women are indicated by increases in membershlp in sports and recreation-

oriented organlzatwons, religious affiliated organ1zat1on>, a. ! self-

improvement organizations. The greatest membershlp growth has occurred in




groups and organizatTSﬁE—EaﬁEE;ﬁEd with improving the status of women in
our society--be it éhrough education, employment, politics, economics, or
lifestyles (Barrer, ?975).

Women's groups are emerging that are organized around less traditional
issues. Some of these have developed as part of the wbmen'g movement, but
all of them are manifestations of the hetérogeneity of the female popula-
tion and the divérsity of their needs. Many of these groups are small,
consisting of from five to -thirty women. Cohesiveness is_oftén derived from

“

" personal contact and affiliation and from feminist publications. These

groups may assume a variety of functions, .but they are quite consistent *

in their organizational styles (Freemaﬁ, 1975). Commoq characteristiES"
of such groups are a conscious lack of forma] structire, a conscious lack
of hierarchy, and a sharing of tasks. The ‘groups are not pufe]y democratic,
and there is usually a power structure; but e]eétions, voting, -and desig-
-nated authoritative positions a}e an exception. Membership is éure]y sub-
jectiye: Participants are those who consider themselves participants, and
often control stems from peer-gréup pressure. .

These groups exh%bit the characteristics of pafticipatd}y groups and
occasionally develop an informal structure fhat coincides Qith fulfilling
an immediate need. Freeman identifies four conditions which often char-
acterize groups organized around nontraditional issues:

1. A task orientation,

2. Membership that is relativeiy small and homogeneous, °

3. A high deg?ee of communication,

R
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4. A low degree of specialization.
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Groups with these characteristics may experience severe organizational

ol
PPN

stress because of- the difficulty of focusing participants' energy on pro-

Any
L

ductive tasks and the large amount of time required to build up the trust,

acceptance,'and mutual understanding neces§éry for successful functioning. 3
Therefore, a great amount of the members' time and energy must be spent on - E
group process rather than on identifying and working to achieve specific »;g
objectives. ‘ m?%

‘ Many nontr&diti@na]'gé0uﬁs ﬁavé specific issue orientations and exist_aﬁ ¥§

" independent of national or regional ties. When the issues for which they j%

were developed cease to exist or become irrelevant, these organizations

.
o,

may have to set new goa]é or-disband. Another common factor in such groups

N
L

is their rejection of‘thé'forma] bureaucratic structure in the external
environment. This can inhibit their effectiveness if their objéctives are
tied to societal change and'they depend upon educating the external ébﬁ;
munity. The diséus;ion of nontraditional groups has focused primarily on

] the organizationa] dynamfcs because a major thrust of OWLS is the strength- .

ening of the intergroup components in these organizations.:

Reexamination of purposes of established organizations. _While groups

emerging from the women's moVement are focusinﬁyon'nonfﬁadit{ona] issues
with a minimal amo;nt of structure, many est:“7ished oréanizﬁtions are
" undergoing intensive organizétioﬁa] analysis through meﬁbership sﬁryeys,
goal setting sessions, and observations by external consu]tqnts. For some

groups. this has resulted’in a clearer articulation of purpose.

22
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Some established organizations are broadening their appea]‘to younger ;f

or new members, changing bylaws to provide for greater pafticipation through

‘shorter terms of office and increased representation. Thus, many profes-"}

sional and educational organizations are no longer viewed as "closed" or
as interested only in promoting the status quo. OtherS"hgve created a
department, office or committee concerned with thémgiatgs of women. Many
predominately male professional organizations have appointed a subgroup o}
caucus*to work on women's concerns, focusing on'emp]oyment rights or serv-
ing as a c]éarinqhouse to identify women candidates for positions.

There is}]ittig eVidence that established trauitional groﬁps are .
changing from a formalized organiz,tiona] pa%tern to one’of less structure;
rather, they tend to experience a | ecline in membership anq participation

if the organization no longer see*s relevant to members' needs.

. Summary

-

\ As the early orgaﬁ%zing of women arohnﬁ work-related issues prepared
thé way for self-improvement c]ubs; and later for civic and professional
organizations, today's organizations are preparing women for new roles and
responsibilities that will broaden fheir scope of involvement and influ- .
ence. N |

The social and~eéﬂnomic conditions of the 20th century, in general,
are more compatible to the changing.status of women than those of the paétl
Witness, for example, the dramatic changgs that have occurred in women's

roles and responsibilities during the first ten years of the contemporary

women's movement as compared with those that occurred during 70 years of

)
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the earlier women;§ ights movement. _ P
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In this/pé?;od of rapid change, it becomes even more important for-

n's organizations to provide mewbers with the knowledge and skjlls'they .
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——7 ° II. REVIEW OF LITERATURE

° ~

~

We are reviewing the literature for two reasons: to-see if there are

differences in the leadership styles of men and women and to determine if

there is a need for a leadership skills program for women. Leader perfor-

" mance, leadership styles, and some attriputes of female leadership are ‘ P
N . ’ 3
examined in this review. s

It is important'fi}st to es;ab]i%h‘a'working definiti&p of leadership. -
Although one may easily locate many definitidns,in texts on leadership andv
groups, Napier\aﬁd Gershenfeld (1973) have expressed our Vieﬁpbin£ quite-
well. J"Leadership is defined as the frequéﬁty with.which an individual
may be identified as oﬁe who influences or Jffects the behavior of others )
within the group" (p.‘153). So, the Teader i§ that person whose role in the .

4 * .
group is more powerful (i.e., influential) than that of others. Nothing

in the definition makes any reference to gender. Since the leadership

function can théqreticaliy'be.perfofmed by any member, our next question

o -

_ has to do with who attempts to lead. Several factors are sinvolved in that

issue: o .
The degree of coordination required by the task, the ability to

diagnose, the ability to perform the needed behavior, the impor- -
tance of the task, the pessibilities of actian leading to success,

the feelings of personal acceptance or rejection. (op. cit., p. 153)

!

In addition to possess#hg abilities related to accomplishing tasks, those

attempting to lead nEed to feel confident that they can perform the func-

Cmaet™

tion and a sense of support from the group members,:

Another writer defines four variables involved in leadership: (1) the




characteristics of the leader; (2) the attitudes,sneeds, and personal | - ‘ 4?;
‘characteristics of the followers; (3) the characteristics of the ofrganiza- ‘f‘
tion (its purpose, structure, and nature of tasks ‘performed); and (4) the ; .?
social, economic, and political milieu. A comprehensive leadership trainjng i
program must take all these variables into account (McGregor, 1966). ) b;i
In keeping with our society:s stereotypic view of male as dominant ‘ ‘ J%;%

; o ;

4

. and female as submissive it is commonly assumed that women will have difn

L%
o

L}
o 1] Yyl
" AR e

ficulty with positions of ]eadershlp. Some of the Tnterature supportslm‘e
’-‘ 4 < ﬁr ‘

that hypothesis. Megargee (]969) matched h1gh dom1nant and Tow dom]nahf*

-
.

-
2
ey
AR,

men and women (4 groups) in pairs to perform two tasks ngh dom1naTt K?%
women felt inhibited.from assuming leadership, even w1th Toy. donnnantanen, i :i
whether the task was ma]e-oriented or sex=neutral. ‘ * ' .‘éé

Sche1n (1973) asked ma]e middle managers to describe males in genera{:< i:“{

females in general, and successful middle managers.. There was no resenm-
blance between their ratings of the characteristics of women'and those of - _;i;
suoéesefu] middle ‘managers. When'she made the same request of female middle
managers two years later 11975); the results were essentia]]y the same.

However, the women were more apt to believe that the characteristics of - ?
successful managers could be ascribed to ooth sexes, not just to men.

v

This finding implies a change in attitude toward women, a very crucial

part of reducing sex-role stereotyping of leaders. ‘ -

. ~ 3
f - ,

Bartol (1974) examined the effect of dominance in female or male lead-'

ers on the;satisfaotion of subordinates. She found that satisfaction with "

the team interaction was significantly greater among male-member groups




et et
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The actual reasons cannot be determined. "However, it is important to remem-

e
~

S : )
with hiah-ddminant female leaders. However, for those same male-member

groups sat1sfact1on with the task structure was higher with high-dominant

AL

male 1eaders. Women followers in m1xed~member groups' with high- dom1nant

male leaders had low nat1sfact1on scores. . e
. Jacobsen and Effertz (1974) examined sex roles and 1eadersh1p They

requested subordinates and ]eaders to rate the leaders' performance. Nhen

the performance of the male and female Teaders was equa], the female leaders

3

perceived themselves, and were _ .rceived by subordinates, as doing a better’
job than male leaders. Why did the women rate themselves h1gher and receive
better ratings? Perhaps as ]eaders they ga1ned conf1dence from perform1ng

we]], perhaps the subordinates were "surprised" to see the task accomp11shed

ber that female leaders actually perfarmed as well as (and were perceived ,
as better;than) ma]e leaders. 'This 1nd1cates.that standards do'ngg_need
to be Towered for women; on the other handt it does not supnort ;he notion’
that a woman must be better qualified .than a man-to-ho]dhamfeadersnTp‘posi-
tion. Essentla]]y, the authors conclude that, g1ven equal preparation,
”dlfferences in performance between men and women will more ]1ke]y be a
matter of perception than a matter of fact” (p. 395). _
Chapman and Luthans (1975) agree that Bo;h vomen and men can be effec~
tive leaders. Their review of the literature suggests no difference be-
tween male anc female ]eadersﬁip styles, but does indfgaté’a differgpéiﬁf;’w

in leadership behaviors. It appears that women are more accommodating of

subordinates, but do not 0perate in a style different from men in leadership

- ,;‘
- )

27




positions. They Tlearned that, at fhe time of fheir titerature search,
.neither men nor women thought vefy highly of tﬁe abilities of female lead-
ers. .

-Denmark and Diggory (1966) questioned ]esders and members of co]]eée

\ sororities and fraternisies concerning ]eadérshis st&]e. Contrary to their )
\\?E§Pectations, they learned that women exhibip somewhat less--and receive -

: apﬁFova] for fewer--authoritarian practices than do men. When asked to .
deséribé‘cbaracteristics of “good" ]eéderg, men and women were in\c]ose—
agreement. \Hoyevev, ;he desd?iptions‘sggwed little simiiarity to the actual .
or desired beh&Vigrs by which they characterized present ]eédefs. It can
only be concluded shat the "authoritarian" style is very complex. Sex

‘stereotyping may we]f‘have been'a factor in the responses.

The following study points out that women do have or can ]earn.?h;

- attributes of leadership. Denmark, McKeﬁna, Juran and Greenberg (1576)
asked observers to record nonverbal {ﬁteractions of dyads in a university
setting. The subjects were ma]es ‘and fema]es ranging in status from deans >
to gradhgte students. The researchers were surpr1sad Lo ]ea“n that there

were no significant differences between males and females on any of the

measurés (smiling, arm movement; forward lean, eye contact, head°nodding,
back lean, straight lean, object manipulation, and self-manipulation).

Another intriguing resu]t was the behavior of hIgher status subject

They showed more aff1]1at1ve behavior on most of the measures than did ™\

Tower status subJects 'Females of higher status showed. less, not more,

‘affiliative behavior with their own, sex than did Tower status femaless-
N ) ‘
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the converse was true for males. \Smi]ing occurred more often in Tower .
status subjects than high, but was shown more by higher status females

than males.

Since universities are organizations which are more .dynamic.than static,
_the Titerature predicts that a more participative leadership style would be

déé%rab!e. It has been socially acceptable for women to acquire the attri-

butes of the participative 1eadef, such as responsiveness and sen;iffvity
to others. Research data seem to support the idea that women. have greater
concern for relationships among people than.men. This quality should be~
recognized as a strongly positive indicator of the féadership potentjal of
women: Many of _the so-cailed sex differences in abi]{ty, attitudes, énd
personality are not based on hara data, but;oq sex-role stereotyping.’
Differences in individuals who happen;to berma]es or féma]es should n6* be
generalized and labeled as’ sex d1fferences

In her book The Not-So- He]pless Female (1973), Sommers discusses

organizations and leadership. She agrees with Denmark when she says that

- )
A

many organizations constructed from male-oriented models "are too caught

up with the business at hand to take the time for 'sensitivity'" (p. 78).

She advocates a balanced approach: Make sure members feel able to parti- '

cipate, but avoid becoming an encounter group. She believes leaders must
-understand the power 'in organizations and shou]d be know1edgeab1e about
issues on whlch groups should r1ghtfu]1y spend their energies.

, -Collegiate women who function in leadership positions cannot be uni-

>

formly defined and placed in a single category. Their individual differences
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'are very evident. Some operate quite effective]y in a democratic style;

- . others work best within an author1tar1an framework. Some prefer to dele-

gate many of the organ1zat1on S respons1b1]1t1es among the members; others

are 1ntqgra]]y involved in all aspects of the group's activities. Most are.

respected by the members who have, ces1gnated them as ]eaders

A common prob]em bothers thése co]]eg1ate ]eaders ‘fhey 1ack confi-
dence in their ability to serve as effective leaders. .Some women manlfest
thié feeling by a§suming an overconffdeﬁt:air; others respond by decfding_
any task is too large for them‘td undeftake. This underestimation ofwseff
has a definite tmpact on their leadership effectivenegs.

' ‘Other prob]eés are evident in varying degrees. Some co]]egiate,womgn
leaders need to learn more about parliamentary procedufés. Many are una-
ware of group proces;es and the effect tﬂe group has on the individual.
They need to learn techniqugs for increasing active participation among
the members. Most would benefit‘from programs designed to eqhanée com-
munjcation skills. Many are unaware 6f the’iﬁpact otrtheir surrouﬁdinQS‘
on'the organtzation. A number do not realize how théir leadership style
‘affécts the members of the group. ’

In short, collegiate women leaders need a leadership skill-building
program which is aimed qt increasjng their kiwwledge of the dynamics of
leadership, enhancing their ability to bromote individua]'particjpation
-in the group, and augmenting their leadership compéténties:

_The 1iterature shows us that women can, and do, function effectively

as leaders. The-research also indicates that women need to develop more
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self-confidence and learn team-building skills. A comprehensive leadership
training program désigned to train women to be leaders must first help
women to recognize their unique strengthc, gyild upon those, and then

teach women the skills necessary for effective Jeadership. =
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III. OVERVIEW OF EXISTING PROGRAMS

The awakened interest-in deve]op1ng women's potent1a] has given birth
to a w1de number of 1nstruct1ona] programs spec1f1ca]]y designed for women.

'Nhether these programs take the form of adu]t.educaFion courses, hour-long
seminars, day-long encounter groups,. or single-session training experiences,

they are all directed toward women's sel f-improvement.

ES ¢
~

Two_Generdl Types of Programs .

~ Beverly L. Kaye and Adele M. Scheele (1975} conducted a survey of 60
leadership training programs which revealed that two types of programs are
‘current]y peing offered. The first, a ]1fe~p]ann1ng mode] teacheg}women
skills tﬁat enable them to, take charge of and direct their ownﬁljves.
Included in these courses is_training in negotieting one's importance,
solving problems creatively, establishing personalvgoa]s. The secone
category concerns spec1f1c management or organ1zat1ona] competencies in
such f1e]ds as pub]1c re]at1ons, manag1ng finances, writing proposals, con-

duct1ng meetings.

'Qne Timitation that we see in these_programs is that they restrict

their focus to either the organizetion or the ipdividua]. For example,
‘the sole amphasis of work-related courses is the organization. The objec-
tive of these courses is to teach women the most effective way to meet |
organiiationa] nheeds wjthinilhe existing pyramidal framewoek. Little
attention is giyen to the jndividua] woman-~-her special-aptitudes, her"

special needs. On the other hand, the 1ife-planning courses concentrate

32
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entirely on the individual, specifically on developing-individual abilities.

.-Such courses fail to *reat the individual as a part of a']%rgeé structure
and fail to teach‘her how'tovfuncfion within an'orgqpiiationa]'context.
‘ Such a narrowi{focus results in»sti]] anothe; Timitation--selective
app]icabi]i}y of Tearned skills. Consequently, the graduate of a program
in management may lack essential interpersonal skilis,'whiie the gradua;ef

of a life-planning course may find her insights gnsufficient when operating

!
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in an organizational setting.. It appears that although programs in both °

ategories may be quite effective in meeting specific needs, these programs

W
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wl,

o not deal with leadership as a factor of both the individual and.the or-

2

b xave .

ganization. In fact, both aSpecté are important and should-be considered

simu]taneousiy for maximal bgnefit. . ' _‘ \ T . :

Sensitivitx7Pérsona] Growth Groups

There are other types of training programs that also desérve our con-
sideration. One of the most popular is seﬁ;itivity/persona] érowth groups.
These programs are nb% specifically designed for female enrollees nor is
their primary goal the development of leadership potenfia1. We are con-
sidering them here because they are widely offered and are sometimes viewed

as a springboard to accepting the challenge of leadership. The sexual

integration of such groups stems from the assumption that men and women

need the same things in order to become more self-accepting.., SN
Ann Harris, Director of ‘the Springfield, Massachusetts Center for Human

Development, reviews one such program ("The-TOhI Model of Change and the

Changing Woman," 1975) and illustrates how it fails to aid women by
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of student organizations.ﬂ The purpose of such programs is, for examp]e,

~

to 1nstruct .an officer 1n how to be a good |treasurer. The most obvious

Timitation of these programs is that their|focus is on the office, not on

So wh1ge the treasurer may deve]op some

I

expertise 1n hand]1ng money as a result 07 such a tra1n1ng program, little

the individua] holding the office.

e]op1ng 1eadersh1p sk1lls in

i

or'no emphaS1s will have been given to de

general. What 1s learned thus has 11m1ted v ansferab1]1ty to other settings

that requ1re 1eadersh1p sk1]1s.

o

_A11 of. these programs serve a spec1[1c and necessary funct1on, but

their specificity prec]udes their be1ng/conS1dered as broad- based 1eader~

sh1p tra1n1ng programs. ;
: /

. |
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IV. RATIONALE FOR OPTIMIZING WOMEN'S LEADERSHIP SKILLS (OWLS)

A leadership training program designed to enhance and/or develop
leadership skills should include componerits that focus on the individual
as well as on|her‘interactibn with the organization. If we as counselors
neglect either of these components in workshop planning, we are ignofﬁﬁgﬁl

-the important linkage that exists between member motivation and organiza-

- - . -

tional goal attainment.
What the ofganizationﬂs.expectations are for its individual members
is as important as what the individual's expectatlons are for the organl-
zation. In order for an 1nd1v1dua1 to make the tran51t1on from joiner to
_member, or member- to ]eader, she must believe that what she hopes to gain

from group participation is compatible with the organization's expectations

of he¥. This requires some assessment of both the individual and ‘the
organization.

Assessment of the ihdividuaf-meéns ]ooking at what she brings to the
organization in terms of skills and clarifying what she wants from the
organizatfon in terms of safisfaction or.reward. Assessment of the organi-
zation means looking at how well the organizatgon meets its purposes thréugh
utilization of members' skills and how well it provides its members with a
sense of satisfaction and accomplishment.

The model that we present here .is based on skill development and allows
for such assessment. We identify skill levels, which providés us with in-

formation about what needs to.be taught and gives us a point from which to -
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they can apply in most facets of their lives. Regardless of the lifestyle

a woman chooses, she will be able to utiliZe the skills she develops ;hro&gﬁ~
lTeadership training.  The mission of counselors is to help ind{vfhuais to |
- maximize their pd}éntia]i We' are doing a disservice to ﬁomen if we do not
equip them with skills necessary to lead, whether it be in business, educa-
tion, government, or at home. |
The group approach to leadership skill dgve]opment stems‘from a base

that is both practical aéd philosophical. ,With budgets tightening, work-
loads increaging, an& accountability becoﬁjng a byword in our profession,
counselors must 'maximize the time épent with students--the group gpproach
allows us to do so: Even if this were not the c;sé, the group approach
would still be preferable: Wher we teach leadership skills, what better ‘
place to do so than within a group setting? Being with others allows women )
to share fhgjr fears, hopes, and successes and thus learn from one another.
Because one ¢ the factors that frequently inhibits &o&en from assuming
Teadership positions is a concern for how others will see them in that

position, this learning becomes invaluable. The opportunity for sharing

also helps them to assess their leadership roles more realistically.

27
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~individual characteristics an what s formed from this blend is"a rela-

V. MODEL

A. Organizational Assessment s

< We can view an organ1zat1on as a composite of what each member brings
to 1t in terms of 1nd1v1dua1 abilities, 1nterests, values and needs. How-
ever, an organ1zat1on is more than just the sum of the contributions of its

members. When *two people form a partnersh1p, each contributes his/her ’

R T N L T T O IR AN

tionship that has an identity of its own. An organizatien can be seen in

the same way. When members interacf with one another, sharing, learning, /Qg}
2 . ' - > ‘ N
and growing together around a common purpose, they become more than a group / e

LS

of ten-or fwenéy women--they become a synergistic organization.

X
R

Purpose
i,// ‘
Many groups never achieve our definition of an organization because

" they are unclear about their purpose. Knowing why the group exists, is fund- '

amental and perhaps the first step to organizational assessment. For estab-

1ishedjgroups, determination of purpose can begin with an examination of
the original ‘charter or any written goal statement. If a group has a
national affiliation, it will be necessary to compere the national purpose
to the goals of the local group Newly~formed groups will need to identify

ciearly their reason for being and state that in written form.

Activity

If groups are unsure of.their purpose or lack agreement as: to what it

37 i
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is or should be, the following exercise is he]pfu]._ Representatives of an
organization attending the workshop can then take this exercise back to
Eheir organization. It is preferable ghat someone not in the organization
facilitate this exeré}se. |
Ask members individually to 1ist what each §ees as-tﬁe primary .purpose

- for the organization's’existence. How or why did the members come together

in the first place? Then record each member's response on a chalkboard.

"

Questions for discussion

1. Do the statements reflect a similarity of purpose? ™.

.

2. Is there a diffefencg betwgen how o1d and new members perceﬁvé"'
the purpose? | . N

3. Is there a difference between how the leadership and Qénera] mem-
. bership view the purpose?
4. What are the similarities between the purposes as stated by the

members and the formal purpose stated in the charter or constitution?

PR Y

The discussion around these questions can help the members determine
how much they agree on thé primary purposé, whether they understand the

purpose, and what meaning it .as for them as a group.

Activity
If an organization find$ it difficult to determihe a primary purpose or
if there is lack of consensus about the purbose, the following exercise

A

will -be useful. : ‘ T

Ask them as a group to record the ofganizationfs activities in the

%
&

e v Y >
ot Tt Vo S ¥ o ey

iy mi A r n

S s &

,
W S R

Py un




.past year. What do the recorded activities te]?’them about their burpose cot

or lack of purpose? ' S

-\

|\ This exercise will help the members to define the purpose in terﬁs of

i

ful \related issues. Once an organization is aware of its purpose, the mai-
.

-

hould eQa]uate how relevant that purpose is to their present organi-
The purpose may have held great meaning for the founders, but may’

/ ; A
a string of words to‘the present ¢embeﬁs. /

¢ . ) - ) A,,A
, / e
Environpent L C 5 f

Organizations do no; operate in isolation.  The organization and its

membe s are part of a larger community which can have as s1gn1f1cant an

impgct on the workings of the organization as the organization can have on - €

R

the community. Therefore, it is”vital that an organization understand the
environment in which it exists and interacts. For example, the current .
women's ‘movement has been able to accomplish more in a shorter period of
time than the suffragettec of the 1920's because the env1ronment we live

in today is more support1ve of women's .rights.

14

Questions for discussion

1. What population in your community do you serve or wish to inf]ugnce? “
2. Is the community aware of your existence?
3. How does the community acéept your organization's purposes, mem-
bership,:and leade}ship? V
4. Are there other organizations in the community with pﬁ}poses simi\

i

lar to yours? How are you similar to or different from them? What is X
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&our relationship with these organi%ations’

\ 5. Do you have county, state, or national affiliations? What is

yohr respons1b111ty to these affiliations? o ;o

Not-only s it imﬁortant for members.to examine their external environ-
ment, they will also need to examine the organlzat1on s internal climate.
ASSE°’1ng the internal climate serveseas a barometer of member satlsfaction
w1th the workings of the organization. The group should respond to the

following questions as a whole, not as individual members.

‘A

Questions for discussion < RN

1.. Who joins your organization? .
2. How imporfant is affiliation with your erganization to you, the

members? .
3. . What characteristics do you ascribe to individua]s who join your
organization? How are you similar to or d1fferent from other members of |

your organization? (This latter quest1oh enables individuals in the group i

to assess how they differ from the group as a whole.) P

4. What is the level of members' commitment?’ (MemberS'can judge this®
by considering the extent of their p;ntlcipation in the organization's
activities.) k ‘ A ,

5. Do you consider members capable of performing the tasks necessary

for the accomplishment of the organization's purpos2s?

Power and Authority

Power and authority are important factors in both the internal ‘and

’
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. external environment of an organization. A common reason for individuals

»

coming together and forming organizations is their desire to estabiish a

... power base. Organizations should consider.two aspects of_power in_their

,assessﬁent. Gne islthe amount of influence individue? members exercise
within the group. The other is the-degree of power and influence the or-
ganizatior .xerts beyond-its boundaries.

In oraer to détermine where power lies within the organization, parti-

=. - - cipants need to examine the formal power structure (e.g., who is the PresiJ'

'dépt, committge chairpersbn, étc.) as wef] as the informal 11y < of authority.
It would not‘g; surprising for participants to discover that somgtimés the
peép]g who are the most powerful in some organizations are not the elected
leaders. ' »

The following questions will help members to determine who has tGe

power within the organization. These questions are to be answered indi-

vidually and then disc.ssed by the organizétion's workshap repfesentatives.

Questions for discussion

1. MWhom would you select to be the spokesperson for your organization? .
2. Nhéyin the organization delegates rasponsibility?

3. If you have a task to accomplish, whose advice would you seek? 4

4. When you talk with others about the organization, to which indi-

vidual do you refer with pride?

The degree of power an organization exerts outside its boundaries is

another aspect of power that is important to assess. Whether or not the




i

organization wishes actively to influance others outside the organization,

some evaluation of it.will occur by others in the community.
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7 Questions for discussion
1. Do other grodps seek your adyice, opinions, and support?
7 2. Are nonmembers aware of or responsive to the activities of §Bur
orqup?
3. Dwes the community actively seek your endorsement of-projects'and
prog}ams? i

4. How would the community geners” ¢ describe your organization? -

t

Innovative? Reactive? Easily identifie.. Little known? Active? Pass ve?

High-or low status? How does this affect the power your organization exerts

within the community?

Leadership

While power and authority are significant aspects of leadership, addi-

also be part of the assessment. The term leader -is used hera to refer to

y .
-tional elements such as leadership behaviors, styles, and patterns should
the elected or appointed positions people hold. Leadership is a broader .
term referring to the amount of influence any member has. This distinction

should be made in responding. to the qi'estions.

Questions for discussion

1. Who are the designated leaders and how were they selected?
2. How are leadership positions defined both formally and informally?

3. What are the leaders' functions both in and outside the group?

L TN
»

W Y gt e, 0

A
1, N




— At ™t

il

How much power do those who exercise leadership have?

How is that similar to or different from the power exercised by -

the designated leaders? : g e

~

4. In what ways does the lTeadership exercise power?

5. Compare the use of power by formal and informal leaders..
6. What is the style of the leaders of your organization--augpcratic,

. democratic, laissez-faire?

-

Communication Patterns 7

-+

Communication patterns, both formal and informal, are a facet of
lTeadership, and identification of these pattéfns helps to determine the

relationships among members. ‘ ’

Questions for discussion

\

1. Formal networks--What is ‘the pattern as dictated by the structure?
2. Informal networks--How is information unofficially transmitted?
3. Where and how does communication take place outside of announced

meetings? {
4. Do certain. subgroups within the organization seem to have their
own informal communication network? ,
If so, what impact does that havé on the fdrmal network?
‘5. What formal and informal communication patterns exist between the

group and the external environment?

Decis%on-Making

Often groups are not cognizant of the processes they use to make
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\\ _ decisions. This lack of awareness can have several results: Members may

\  express dissatisfaction with group decisions, decisions may be made that

. «

\ do not reflect the best thinking and experience of group members, confusion o
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\and-a lack of cooperation may occur among organization members, the organi-

wy "

iqtion may lack unity in achieving its goals and purposes.

# cwnin g Sun i,

In order for groups to analyze their decision-making process they must oo
- )

detefpine whether they use a systematic approach to decision-making, whether

-
L S e

they "seek a high level of member participation in decision-making, and

whether some members are more influential than others in making the group's

. decisions.

Questions for disaussion

1. How are decisions made in your organization?

2. Under what circumstances are most éroup decisions made? Who makes
them? wher% are they made, e.g., formal'heetings, in committee, fnforma]
discussion among a few members?

3. How much do the organization's leaderc share decision-making
responsibilities?

4. What factors within your organization affect decision-making,

e.g., group size, influential members, formal leaders, the éresence of Eon-
flict?-

5. When decisions are made, who or what influences you the most and
vihy?

6. How does the organization evaluate past decisions?




Organizational Maintenance ~

It is easy to get caughtﬁup in the housekeeping chores of running an

__organization. Keeping records, chairing committees,.and.responding to.—..—-. - ..

correspondence, ‘although essential to organizational maintenance, are often
time consuming and may beco the central focus of the organization. When

an organfzation allows this to occur, it canziose_sight of its broader

purposes. Conversely, an orgénization can focus exclusively on the broader ----
purpose and neéglect those tasks that are esseﬁtia]-to day-to-day activities.
Therefore, it is important to assess where members" énergie§ are focused

" and how much emphasis is placed on maintenance functions.

": . . .
Questions for discussion

1. What amount of time is spent and who is responsible for the fol-
lowing activitiés:
Recruitment- and training of new members
Formal communications, i.e., newsletters, mailings, min&tes
Fiscal operations such as collecting dues, raising funds
Recordkeeping
Determination of meeting time, place _
Care of organizational property, i.e., office space, equipment,
supplies
2. Who initiates and designates these organizational maintenance
activities?
3. In your opinion, does your organization spend too little or too

much *ime on organizational maintenance?




goals? If so, how? =

- -Aewer -members? . - e e

4. Does your organization evaluate its progress towara its stated

3
2

5. How does your organization communicate its goals and purposes to

i

6. How does your organization provide for the transition between
outgo1no and newly elected officers?

7. How does "your arganization respond to change, both internal and t
’r____ﬁ_tf‘ L e
g . 23

external? Does it encourage or -initiate change?

T .8. If your organ1zat1on is one in which there is a h1gh turnover of
AY

membership, how do you provide for continuity?
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B. Individual Assessment

Member attrition:is high when organizations fail to recognize and
meet the individual needs ¢f members. Member satisfaction is increased
wnen the organizatfon's goals are in accord with members' personal goals.
fnerefore, it is to the organization's benefit .for individual members to

assess their reasons for group participatior..

4

Individual Goals--Questions for discussion .

1. What were your initial reasons for joining the organization, i.e.,
to make friends, to learn new skills, to have political impact, to give
service to others?

2. How long have you been a member? How has the status of your

membership changed? Are you saticsfied with your present role and your




degree of participation? ' - g
3. How are your nersonal goals similar to the organization's goals?

4. How do_you respond when some of vour goals aréﬂﬁot beiﬁg met?

Individual Contributions--Questions for discussion

1. What skills do you bring to the organization? How are your skif]s
/ .

* beirt utilized? / )
2. How well do you tﬁink you do the fb]]owing activities:
Delegate respon$§bi]ity
Initiate an acﬁ%vity b
Communicate qﬁe-to-one and in a group setting
Make decisioﬁs
“Establish priorities, set goals
Manage time
: Inf]uenge others
Chair a committee \ |
Resolve conflicts

3. What skills would you like to develop or. improve?

4. How would other members assess your contributions? Are you satis-

fied with that assessment?

Individual Satisfaction--Questicns for discussion .

1. How have you benefited from your invnlvement with the organization?

To what extent has it met your initial expectations?

2. How would you like thingz to be different for you within the

AP TR Py




kY

3N - -
organization?

3. What have you learned about yourself?

C. Skill Modules

The modules represented in OWLS are desi¢gned to help members devé]op

skills that will benefit both themselves and the organiiafibn of which,thex

.3are a part. The program cl.sists of six key modules that are critical to

leadership development for women. Other modules could certainly be added,

but these six provide a good foundation for women who have assumed cr wish -

to assume leadership roles in either -erging or established organizations.
The description of each module includes the objective, fundamental
concepts, and related activities. The related activities may be supple-

mented or replaced by other activities of the facilitator's choice. The

' bibliography includes several resources that contain additional activities.

Module I. Group Building

Objeétives
To provide participants with an understanding of the importance of

group building. To involve participants in a group brilding experience.

-

Concepts

1.~ Group building is the process by which organizations bind their
members into a cohesive working unit. It facilitates a blend of individual

and organizational expectations.

39
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gz Group builging must be viewed as an activity that occurs not only
inlthézear]y s;;gééésf a group's deve]qﬁment but also, if group cohesion
is to be maintained, throughout the 5@$e of the organization.
S 3. Group building is an organigétiona] maintenance activity which
';;Kmotes member satisfaction and, w én ignored, results in member discontent.
4. Group building shou]d 1nc] de both the assimilation of new members
and the reJuvenatlon of members of/]ong standing.
5. Organizational goals are ccbmp]ished“When members wdrk as a
cohesive uhit. That cohesive uni i; developed through group building

activities.

Aetivity--Individual / :
/

Instruct the group to fotm” 3 dé. Each dyad must be composed of mem-

bers from the same organ1zatmon When the dyads are formed, givé the .
following d1rectlons "I am going ¢o ask you to complete some statements.
Each of you will take*d furn comp]etlng these statements. Please do not

discuss the statements/g; make any further response to them."”

I'm glad you're 4 member : f this-oyﬁgni}ation because . . .
I think your most valuable contribut{Bﬁ-has been . . .

I would 1ike to work together with you on . . .

What I enjoy Jéast about my participation ic . . .

What I enjoy:ﬁogt about my participation is . . .

I would 1ike™ this organization more if . . .




o

— T e -
4 P

Activityr-Orqanizatioﬁ

When the ‘dyads have completed this exercise, suggest to the group
that the entire organization may find it useful to consider some of these

statements.

Questions for discussion

1. How much time does your organization spend in group building
activities?
2. What are some of these activities and who participates in them?

3. Have or could they be helpful? In‘what way?

Module II. Decision-Making

Objective
To teach a rational approach to decision-making for both individual

and organizational use.

Concepts

1. There is a rational approach to decision-making. Informed deci-
sions.require a thoughffu] process.

2.- Effective decision-making presumes an openness to reevaluate the
outcome of decisions.made.

3. Time can Beién important factor in decision-making.

4. Decisions shbuld be made when the greatest number of alternatives
are available with which the individual or organization can cope.

5. Too few alternatives can result in impulsive decision-making; too

41
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. many alternatives can be overwhelming and delay the decision-making process.

There are seven key steps to effective decision-making:
1. Identify the problem.

Choose to act on the problem identified.

Gather all relevant information. |

Generate alternatives.

Evaluate each alternative in terms of desired outcomes.

Select an alternative. ; //////
Commiv the a]gernative to action. /////////

Activity--Individual decision-making

N O B W N

&

Ask each participant to analyze a past decision. fﬁcourage her to
look at the process by whicﬁ the decision was made rather than judge the
worth of the decision. <She should consider the following items in th{s

£

analysis:

1. The number of alternatives that were considered.

2. The amount of information gathered about each alternative.

-3. The personal factors which affected the alternatives such as
values, interests, abilities. | |

4. The environmental factors which affected the alternatives such
as time, piace, money, expectations of btherQl

5. The method used to evaluate alternatives.

6. The perspective from which the decision was made. (Were long-

range implications considered?)

2 L




7. The level of commitment to the decision.! (Was“the decision

implemented?)

Activity-f-Groz@ de[ Lsion~making
The following a;é some organizational impedim\nts to effective group
decision-making: : i

1. Members are not encouraged to voice differ{ng opinions. Conflict
is viewed as destructive and is not seen as a way of geﬁerating a]ternative;.

2. Time is sbent'discussjng information.

3. Individual- members feel a lack of invplvement that may result from
such factors as doubt about the importance of-th / decision, lack of cer-
tajnty about the implementation of the decisigg/7]itt1q or no feedback on
the consequences of previous decisions. ‘

4. The orzanization fails to evaluate decisions iﬁ relation to its
goals and purposes. ' /

The purp;se of this activity is'to examine how decision-making styles
and outcomes can vary when particiﬁénts are provided with ‘the same infor-
mation. |

Divide the pparticipants into small groups. Sugdesf a decision to
be made by the groﬁps. The decision should invo]vefﬁ group concern such
as disbursement of funds or determihation of .committee taékst and you should
provide three possible alternatives for the groups to consider. Tell the

groups that they can request any information they wc 1d Tike concerning

this decision within a certain time 1imit (8-10 minutes). You will act as

a resource person for information, and all requests for information must




be generated from the group. You will give on]y’the information that is
specifically asked for, and only during the allotted period of time.

After the question period, in which all groups have had access to the
same information, allow the groups a specific period of time (15 minutes)
in which to arrive at a de.ision. Encouragecthem to arrive at a consensus.
Then ask each group to share its decision.witﬁ the total .group.

When each group has reported, ask each group to examine how the mem-

bers.arrived at their decision by asking the following questions.

Questions for discussion

1. What information was useful to the group in making this decision?
Was there information the group needed, but fajled to request?

Did all members actively participate?

S w N

How were conflicts resolved?

5. How much time was spent discussing issues extraneous to the topic?
6. How comfortable did members feel with the group's decision?

7. Were all group members' opinions valued?

You can then use responses to the questions to generate discussion

about the importance of using a systematic approach to decision-making. *

, Module ITI. Assertiveness Training

Objectives

'

" To teach participants to distinguish passive, aggressive, and asser-
3 .
tive responses. To help participants learn ways in which they can assert

themselves within their organizations.
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Concepts
1. To be assertive means to commvnicate in ahxgpen, honest, direct,
s .
and appropriate manner.
2. Women have been socialized to assume a relatively passive response

< g

mode. This sometimes makes it difficylt for them to'assert ‘themselves in

an organizational setting. } G

3. The ability to communicate, a§$ertivély is esﬁén%ial to effective
leadership: / ;
4. Asgertive behavior is based on the assumptién that each individ-
ual's riéhts are equal to those of others. A passive response is one in
which the individual allows others to impose their rights on her. The
aggreséive response is one in which the individua: imposes her rights on

others.

Aetivity~-Individual

Ask participants to identify the way in which they most typically
- respond in the following situations:
1. You are asked to chair a committee in which you have no interest.
2. A vote is peing taken by hand and you are in the minority.
3. Nominations for a slate of officers are open--you want to be

-

nominated. .

4. Your best friend is being criticized for lack:éf‘éttendan'e at
meetings. She is not present.

5. The Prasident of the organization has asked everyone to conts .bute

money to a cause-you do not wish to support.

0
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6. Volunteers are requested to represent the organization at the
.national convention. You would 1ike to ¢o.

Then ask participants to classify their responses as passive, aggres-
sive, or assertive. Participants should then model the three types of

responses for each situatiop

Questions for discussion

1. What rea.oi o people give for not being assertive?

2. What do you frel are your rights as a <ember of this organization?

3. How do you feel when you respond in a nonassertive way?

You should then discuss and demonstrate ways of formulating assertive
responses. Encourage participants to share situations in which they would

like to be more assertive.

Activity-~Organization

This module may te concluded with a-discussion of :he ways in whizh
o . » //,/r o
the organization as a whole could become more assertive. For example, how

does the organization respond to adverse criticism?

Module 1Y. Goal Setting

Objective

To teach participants how to set goals. .

Conecepts

1. Setting goals gives both the individual and the orgénization

direction by clarifyind)the difference between whe-e they are * present

Q4
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and where they hope to be.
2. Goals must be attainable.
3. Persons working toward goals must be committed to them.
. 4%—Goals should be stated ;n specific and concrete teims s6 that
progress toward their attainment can be measured.

5. Goals must be readily translatable into a series of planned

activities.
w L

Activity~-Individual __
——

. —_.

Reque§§\e5ch\participant to set a goal concerning how she would Tike

to change her invg]yément within the organization. _For examgﬁe, vould she
v /

prefer to ass..me more or fewer responsibtlities? Does she desire more

recognition? Does she wish to have more or less influence over other mem-

bers? \

Then ask for volunteers to share their resFons s with the entire group.

Next, have participants translate their broad goal statements into specific
onjectives by considering the following questions:
1. How committed are you to this goal?
2. How realistic is this goal?
Are you dependent on others for attainment of this goal?
What obstacles must you overcome?
By what date would you 1ike to have accomplished this goal?
vhat s;ecific stéps are.required,to attain this goal? (Suggestion:
Greup 'rainstorming may be helptul to generate strategies for attaining the

goal.)’




7.

Given your responses to the previous questions, do you need to

- restate your goal?

Instruct the part1c1pants to compare this process for setting goa]s \\\\\
/
with previous methods they have used.

Activity--Organization

Have participants from the same organization reassemble with the cther
Hmembers of their organization. Each c+oup then discusses how to apply the
process the me"befs have just learne. 1 the setting of goals within their

organization.

" Module V. Conflict Resolution

Objective
To teach participants ways of recognizing conflict and coping with

it corstructively.

Concepts

1. Individuals and organizations should anticipate that conflicts
will occur and recognize that conflict can serve useful purposes.
2. Some sources of conflict within an organization are differing

opinions; differing levels of commitment, desire for power, role confusinn,

Tack of :+kills, and value differences.
3. Conflicts can manifest themse]veé in ways that do not reflect
their actual source and therefore need careful analysis.

4. If conflicts are ignored or not understood, the results can be

i
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isolation, withdrawal, polarization, reduced interaction.

Activity--Organization

TR L)

Present to the group examples of typical organizational conflicts.
(Suggestion: These examples could take the form of case studies.)

Now ask the group to review these conflict situations.

e

Questions for discussion

1. How was the conflict manifested?

. 2. Under what circumstances did the conflict originate?
3. Who was involved in the conflict?
4, Wnen was the conflict acknowledged?
5. How did this ¢Onflict affect other members?
6. What was'th organization's initial response? N
7. How was-the conflict resolved? ’
8. Mhat was']earned from this conflict?
9. How did the organization benefit from recognizing and resolving

this conflict?

Activity--Tndividual

Ask individual pargicipants to recall a recent personal conflict and
rerlect on how they coped with this con}]ict, i.e., did they withdraw,
get angfy, become indifferent? Have volunteers share their coping styles <
with the- group. Discﬁss with the group how these resbonses to a personal
conf]iét situation are similar to or different-from their responses to

conflict within the organization.

{6y
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Module VI. Communication Skills .

Objectivzs
To broaden participants' definition of communication. To teach spe-

cific communication skilis.

Concepts :
1. Communication is both verbal and nonverbal, written and oral,
and includes both speaking and listening. -

2. Factors that influence communication are language usage, per-

-y b

ceived power or influence, time, individual frame of.reference, amount of
information, stereotypes, sett.ng, wi]lingﬁess to 1listen, readiness to
consider alternative viewpoints.

3. Communication is a two-way process, iﬁvg]ving both a sender and
receiver of, a message.

4, Pattérns of communication within a group dramatically affect its
functioning. o

5. Communication can be formal or informal and can be classified as

cognitive or affective.

Letivity--Individual

Listening skills. Ask someone in the group to model poor listening. /

Then ask participants how they know when they have been listened to.
Discuss together the skills that an effective 1istener possesses.- Topics

to include in this discussion are: the difference between active and

passive listening; attending skills, 1~cluding nonverbal aspects such as




body posture or eye contact; ana the like.

Have participants form triads in which individuals will alternately
assume the role of speaker, listener, and observer. Provide the observer
with a rating sheet. Possible topics for discussion are: how I see my-
self as a leader, how I think otﬁers see me as a leader, and what I'm
learning abcut my leadership skillis. I

After the interaction within the triads, you should model good 1is-
tening. Ask for a volunteer and actively listen .. the volunteer dis-
cusses one of the topics listed above. Active listening involves your
full attention to what the speaker says. Maintain good eye contact,
reflect on what the speaker says so that she knows she has bee& heard.
Then ask participants to compare their performance in their triads with

the model of good Tlistening that you presented.

Effective feedback. Introduce the topic by discussing and demon-

strating the components of an effective feedback process. Include in the
presentation the following characteristics of what effective feedback should
be:

1. . Descriptive, rather than evaluative.

2. Stated in positive, rather than critical terns.

~”

3. Focused on behavior tiat occurs in specific instances, rather
thgn on behavior in Eéner;].

4, Addressed to characteristics the individual is able to change.

5. Timely. |

After a discussion of the above, have the group discuss the benefits

of learning how to give effective feedback. Then ask participants to
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~— return to their triads and practice givirg good feedback. Conclude this

activity with a discussion about the effectivepess of the feedback given

by members of their organizations.

-

Questions for discussion - ; ! )
1. What happens when members give each other poor feedback? ‘ )
, 2. How does that affect the organizational climate?
3. How might things be different if members gave good feedbag}? i
4. In what situations is-poor rvedback most likely to occur?
5. How can you encourage other members to give more constructive
feedback?

Activity--Organization

.‘.M”

Provide participants_with a 1ist of roies that members usually fill

e

in organizations. Include in theri?gf“such labels as harmonizer, pleader,

questioner, initiator, clarifier, and dominator. Then have participants

consider who in their organizations usually fills these roles. Follow

with a discussion about the influence of these roles on communication

. Questions for discussion

patterns within the groups.

=4

1.

3.

Is the same person:always in the same role?
2. Does the role change according to setting, composition of the
’broup, or topic under discussion?

How do these roles affect communication patterns within the

organization?




4. What benefit ‘or detriment is derived from the various roles?

Note: Facilitators for this module may wish to incorporate other activi-
ties on communication skills. Such topics as attending to nonverbal com-
munication, using questions, and labeling feelings would be highly appro-
priate as supplemental activities.

'l

D. Structured Experiences

The purpose of the structured experiences is to give participants

'opportunities to integrate and apply the concepts and skills learned in

the assessment and modules. Participants can practice new skills in a

sheltered environment where they can receive constructive feesback. From
the-offerings available, participants choose those which they consider to
be most beneficial. The following are recommended structured experiences.

The description for each includes objectives and procedures.

1. Conducting a Meeting

Obg'eétiée

To familiarize participants with the techniques of running successful
meetings. These include:

Developing agendas

Using parliamentary procedure

Planning strategies

Delegating responsibility
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Pacing the meeting
Assuring continuity

Reaching closure

Procedure

Provide participants with an account of.a hypothetical meeting. The

account will include a description of not only the topics covered and
their degree of resolution, but also members' reactions to what occurred.
Using that information, assign roles to participants. Their taék,is to

plan and conduct the succeeding meeting. Throughout the exercise, be on

2

hand to observe and instruct participants.

2. The First Meeting

Objective
» To have participants formulate a group given few guidelines and

structure.

Procedure

‘Divide participants at random into groups of six. Tell-them only
that they have been selected to serve on a committee whose purpose is to
advise the Dean of Students on the status’ of campus women's organizations.

How do they begin?

3. The Real Reason I'm Here . . .

Objective

- To demonstrate the effect of hidden agendas on group activity.




Procedure

Divide participants into groups of 10-12. Tell them that the purpose
of the ﬁéeting is for members to complete a task chosen b& yout Give half
of the participants a statement that the real purpose for being at the
meeting is other than the announced purpose. After a specified time
period, stop the discussion and ask participants to guess the hidden

agendas. Discuss the effect those hidden agendas had on group communica-

tion.

4. Divided Loyalties

" Objective

To demonstrate the influence of members' allegiances on group process.

Procedure

Open the workshop with a definition of reference groups. Have par-
ticipants consider the various groups with which they identify. Then
assign to|various volunteers fictional profiles of group members that
include a description of the reference groups to which eaéh person be]ongs:
Have the volunteers discuss a current controversial .topic playing the
assigned roles. Other participants observe this g}oup discussion and take

note of how the group actiVity was influenced by individual membér's

reference groups. Follow with discussion.




5. Here's Lboking at You . . .

Objeetive
To teach participants how to identify the various communication roles

individuals assume in problem-solving.

Procedure

Divide participants into two groups. Give one group a problem-
solving task. The other group observes the interaction of the problem~
solving group. After the task is completed, observe}s and players discuss

what roles individuals assumed in the prdb]em-so]ving situation.

6. We Agree!

Objective
To familiarize participants with the steps involved in arriving at

consensus.

Procedure

Give participants, in groups of 8-10, a list of six issues that affect

women such as job rights, child care, women's health, divorce laws, and

ask them to rank the issues according to their estimate of the degree of
importance of each. Instruct them first to complete the ranking individ-
ually and then to rank the issues as a group. After they have completed

the ranking, participants examine what occurred during this\process.
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7. A Goal is Not Forever . . .

Objective °

To illustrate the necessity fdr evaluating goals.

Procedure i
Divide participants into groups of 8-10. Provide them with a hypo- ]
thetical situation in which an organization has a goal, and there is a
description of tﬁe goal and the steps this organization plans to take to
reach it. Also include a summary of what has taken place in the organi-
zation since the goal was first developed. Based on this informations
-ask participant{s to reevaluate this goal as if they were members of the
described organization. After participants have reevaluated the goal,

ask them to provide a rationale for their decision.
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Occasional reference has been made in the preceding section as to
how portions of the OWLS program would be implemented. Within this sec< . d

tion several program implementation activities are discussed. They include

R WA

participant selection, staff recruitment and composition, program facili-
ties, program format, workshop materials preparation; aqd program follow-

up.

Participant Selection l ;. .:‘s _:‘é
The OWLS program model is designed for co]lége women wha. are, will
soon hecome, or have the potential to become leaders of theirforganiza-
tions. Program participants should be women who are members of emerging
and(established organizations, and of organizations with varying purposes.
A program goal is to provide women with knowledge and skills which
they can use to become more effective leaders and to make their organiza- {
tions more effective.. In order for the program to have maxifmum impact on
an organization, the OWLS prog-am model requires that each/organization
invited to attend send no fewer than two partiéipants. /
We do not suggest a 1imit on the maximum number ofvﬁrogram partici-
panf57 The exper.ise and numbers of staff ava%]ab]e to conduct the pro-

gram, howevér,,will greatly influence the numbers of participants you can ~

invite.
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Staff Récruitment and Composition.:

Few-of us posséss boundless energy, unlimited time, and expertise in
assessment and skiils identified in the module topics. Therefore, it
becomes important for the program organizgr to assemble a staff‘whq will ‘
help with.prggram implementation. We‘gygges* that you recruit a sfaff
that includes "experts" in the organizaiigﬁa] and.individual assgssment.

topics as well as persons who possess thé group process skills ﬁecéssary

to lead the small group assessment workshops, \the skill modules, andltbe;N;"

. s~
structured experiences.

6"
Recruit staff members from your student personnel colleagues; from

-,

P

faculty members in departments of speech communication,*ﬁfﬁaﬁizationa]
behavior, and counselor education; and from women with acknqw]edge& leader-
ship expertise. This latter category refers to women in the local coﬁ-'

. ’ o
munity who are succassful business, civic, church, or academic leaders.

Since most of the assessments, skill modules, and structured experiences
are conducted in small groups of seven to ten people, it is important to

have one staff member for every small group of participants.

Facilities ‘

We feel that an OWLS program ideally shog]d be held away fro& the
participant'smhome environment. This change of setting and pace minimizes
outside ‘interruptionc and permits the participants to focus on learning
and skill building.

Choose' a %ﬁci]ity for a program that includes a convenient locatien,
a reception area, a large meeting room, and adjacent small group meeting

rooms.
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Nearby or on the premises there should ‘be accommodations ;or eating;
sleeping, and recreation/socializing. The 1argé meeting room should be
equipped with a chalkboard, a podium or lecterny-an amplification system,
_and s;vera] faﬂ]es surroundédaby about ten movable chairs. The small

group rooms should contain a chal’board, wovable chairs, and a table.

1
E it

, Format 3

We suggest that the QLS program be held over a 3-day period. If i%

) participants need travel time to reach the program locatisu, this format ‘ §
works well. The proposéd-sequence of activities is as follows: '2

. “ 1

?rrst Day . : s

Afternoon séssion: Introduce the program 5

Learn the expectations that participants
have for the program

Begin organizational skills assessment

Evening session: ° Complete organizational skills as<. _osment
(if needed)

Sociw: Activities ‘

The program staff spends this evening reviewing the organizational

ments to the s5kill modules and structured experiences.




¢ Second Day

/ Morning session: Introduce the individual assessment portion
/‘ ~
‘ of the program

. Cenduct the individual assessments

At thez close of this session, the staff reviews the individual assess-
++ .ments and makes final assignments to the sk1i1 modules and structured

/ experiences.

Aiternoon session: Introduce the skill modules portion of the

. program
Conduct the skill modules
! (The program design should permit several

skill modules to be offered concurrently.)

Evening session: Social activities )
'/
; Third Day
/ Morning sess:on: Intr .duce the structured experiences

Conduct the structured experiences

(Several structured experiences will ;-
offered concurrently.)
Instruct participants to complete -neir

action plans

Conclude the -program




A

Suggested mode of presentation. Each of the organizational and

individual assessment topics should be introduced via lecturette to the
assembled prcgram p;rticipaﬁts. Use the large meeting room containing
tables and movable chairs for this part cf the program. Conduct the actual
assessment activities in small groups seated around the tables. Each group
is to be led By an assessment facilitator. i

» The skili modules require a facilitator to introduce and explain the
module activities. When modules focus on individual skills, the activities
are done in dyads, triads, or by participants on their own. When the
modules focus on group skills, some activities require the assignment of
all members of an organization to a group; other activities take place in
small groups -to which persons have been randomly assigned.

The structured experiences inrvolve groups of 8;10 or 10-12 persons

assigned to each group without regard to their orgaﬁizational membership.
As with the skill m;dules, each structured experibnce is introduced and

led by a workshop facilitator. Small-group rooms are used for both the

modules and the structured experiences.

Workshop Materials

The materials Vor an OWLS program consist of an orientation packe:
for each participant, worksheets for the organizational and individual
assessments, skill module and structured experience handouts, plan of

action worksheets, and evaluations. Below is a brief description of these

materials.
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The orientation packet should contain a program schedule ani state-

ment of purpose, the assessment worksheets, the plan of action worksheet,

and an evaluation. You should prepare assessment worksheets for each of

the organizational and individual topics and should list the questioné
which participants are to discuss.

It is desirable for the facilitators of the skill modules and the
struct: wed experiences to have handouts describing the workshop activities
when facilitators are to provide their groups with additional information,
as in the decision-making module. This information should be p.epared
beforehand. -

The plan of action worksheet is critical in helping participants

apply the skills they have learned to their organizational settings and
to their own lives. -On the sheet each participant identifies improvement
areas for her organization and for herself. She should indicate how
these imprerments will be implemented, by when, with whose he]p: and
with which skills that she has learned. Ask each participant tovleave a
copy with you.

Finally, you should prepare a form for.evaluating the program. Ques-

tions pertaining to the proaram content, length, sequence of activities,

and staff are appropriate.

Follow-up

Approximately 6 to 9 weeks following the program, contact each
participant for feedback. Attemnt to learn how she is prog?essing with

her plan of action worksheet, what néw skills she is using and how
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frequently, which skiils she would Tike to learn more about, and what
concepts and activities have had lasting impact. The results of such an
inquiry can lead to refinements in your program and to planning of

additional training programs.
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“\\\<\ VII. ADAPTATIONS AND RECOMMENDATIONS

Nt

The method presented above is the recommended format for the delivery
of our integrated leadership skills program. This model, containing or-
ganizational aﬁd individual assessments, skill modules, and structured
experiences, allows the participant not only to evaluate her present status
but also to work on developing the skills she chooses to improve“
Although the program could be abbreviated, facilitators using the program
should include some aspects of both the assessment and thedskill modules.
If boi™ aspects are not included, integration wili not occur.

OWLS can be adapted for use by a single organization rather than a
number of organizations as has been suggested. The program can also be
used with mixed-sex groups, with the addition of an assessment of how men
and women yiew each other in leadership roles and an exploration éf the
dirferences in male and female leadership behaviors.

While we recommend that the program be presented in a concentraced
block of time, a different time frame could be utilized if it is diffi-
cult to schedule three consecutive days. For example, the program could
be presented in a series of meetings if you are working withrqpe organi-
zation.

It may also be possible for you to integrate the OWLS program into an
exi.cing program on your campus such uS orientation courses, student
government retreats, or undergraduate residence staff training. If your

campus resources are limited, consider presenting the program in cooperation
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with community groups such as Y.W.C.A., A.A.U.W., or vith other local

colleges. Women civic leaders are a valuable resource in addition to your

professional colleagues.
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CONCLUSION

The purpose of OWLS is to help counselors develop and deliver leader-
ship skills training for women. This program provides counselors with a
‘means for integrating the individual and organizational aspects‘of leader-
ship training.

The program benefits npt only the participants but also the organiza-
tions they represent. Participants are able to take back to their own
organizations specific techniques for enhancing the leadership skills of
their members. Much of the learning that occurs in this program comes
through the interaction participants have with each other and with the
facilitators. Not only do women frequently doubt their own leadership

capability, they also lack confidence in other women as leaders. In an

B expe-ience such as OWLS women learn a new respect for their own capabilities™

and an appreciation of other women's achievements. Women leave this program

feeling more comfortabie with their role as leader and more capable of

assuming and implementing that role.
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The second part of this practical-handbook for counselers is on group
counseling. One chapter focuses on leadership skilis for group coun-
selors. Twenty specific skills are listed and explained in the
chapter. In addition, some ineffective applications of the skills
are mentioned in the presentation. ‘
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Sociometry, 1976, 39, 183-194. :

Three-person groups were used to examine the leader behavior of males
and females. The independent variables were leader sex, means of
attaining the ieader role (either achieved or appointed), and sex
composition of the members. Traditional sex role stereotypes did*
affect leader performance. However, females who were "achieved"
leaders were as in. nse as male leaders in directing the group effort, -
Females who became ° .aders by chance seemed to conform to the stereo-
typic e: octations of female behavior: Their leadership performance
was minimal. Both male and female leaders performed more leader- '

1ike functions when with members of their own sex.
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New York: Russell Sage Foundation, 1971. 5 .
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Flexner, E. Century of stru '1ef The woman's_rights movement,}
United States. Cambridge: The Belknap Press of Harvard University
Press, 1966. T .

This historical account of the womep's movement focuses on develop-
ments between 1800 and 1920. A foundation for understanding the

, suffrage movement is developed through tracing the education of
women, the beginnings, of organization among women, and reform efforts
of the first half of the 19th century. The movement itself is viewed

> through the involvement of women in various areas including their
intellectual progress, the movement in the west, and their participa-
tion in organized labor, and ultimately by an examination of the suf-
frage movement from 1900-1920--with the major portion devoted to a.dis-
cussion of the final 12 years of the woman suffrage wmovement. :
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Freeman, J. The politics of women's liberation. MNew York: David McKay
Company. Inc., 1975. )

The book provides an analysis of political and social developments

of the women's movement and_the resultant policy impacts. As a

theorist and participant observer of the movement the author develops

a social/organizational paradigm through which to view the organiza-

tional development of women's groups which she puts into two majo“

categories: the development of the younger branch and the older

branch. - She emphasizes the structural and philosophical differences

of che two, the forme:- being.composed of small groups often relying

upon participatory democracy and the latter consisting of prominent

and large organizations utilizing a defined organizational structure .
and decision making -process. —

Gitter, A. G., Black, H., & Goldman, A. Role nf nonverbal communication
in the perception of leadership. Perce Jal and Motor Skills, 1975,
40, 463-466. ' . ,

University students were .nown a film of an actor delivering a 300~
word speech. Half the subjects saw tne delivery given with "superior"
role behaviors; the other half saw the nonverbal actions from a
"subordinate" delivery. The results indicat~ that the mode of delivery
and nonverbal communication have a significant effect on perception

of leadership.

Greenleaf, £. The role of vomen in education--responsib.lity of educated
women. Educational Horizons, 1973, 52, 77-81.

The article focuses on the need for women to ‘assume tasks necessary
to provide ‘eadership in the educational world.
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Halas, C. All-women's groups: A view from inside. The P¢ ~sonnel and
Guidance Journal, 1973, 52, 91-95.

This article provides an explanation of wi., women are more affective
in all-women groups, citing Bardwick, Broverman, and others re male
and female models. The premise is that all-women groups will help
develop a model of cooperation rather than the existing model of
competition. ’

Harris, A. The TOR! model of ;change and thé changing woman. Training
and Development Journal, 1975, 29, 22-31. |




Schein, V. E. Relationships between sex role stereotypes and.requisite
management characteristics among female managers. Journal of
Applied Psychology, 1975, 60, 340-344.

Women who were middle managers were asked to give descriptions of
women in general, men in general, or successful middle managers.

The ratings assigned to successful middle managers closely resembled
those ascribed to men in general. It is important to.note that the
male stereotype as a successful model was strongest among women who
had been in middle management less than five years. Also, women
managers marked several items as equally characteristic of men and
women which, in an earlier study, males had seen as more characteris-
tic of men and successful middle managers.
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Seay, R. (Ed.). The Continuum Center for Women: Education voluntearism
employment. Rochester, Michigan: Oakland University, 1973.
Sponsoring Agency: Kellog Foundation, Battle Creek, Michigan.

This report on educational programs for mature women describes in
detail how courses can be established, staffed, financed, and kept
flexible and responsive to the needs of a variety of women. The
program includes the following five components: (1) psychological
testing and counseling; (2) educational advising; (3) volunteer
service advising; (4) employment advising; and %5) orientation inter-
viewing. Besides offering a variety of courses, the program Sponsors
women's conferences, leadership training for discussion leaders, and

for management.

life planning for women. The report concludes with some considerations

Sommers, T. The notlso-he1p1ess female. New York: David McKay Co., Inc.,
1973. ,

This handbook is written with latent feminist views on women's
abilities to create change.

Stanton, E. (Ed.). History of women suffrage (Vol. 5). New York: Hew
York Times, 1969. (Originally published, 1922.)

One of a series of six, this volume contains the contemporary and
nonclassical account of woman's suffrage in the United States from
the beginning of the present century to 1920 with the ratification of
the 19th amendment. Written by leaders of the woman suffrage move- .
ment, the work provides an explicit, personal, and thorough history
of the forming of the Mational American Woman Suffrage Association

and its national conventions, and thc organizing of the National League

of Women Voters. The focus of the volume is on women organizing to
become an influence in the political sphere and to initiate organi-

zational changes.
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Sturgis, A. F.

Learning parliamentary procedure. New York: McGraw-Hill,

1953.

This valuable reference not only presents the basic mechanics on
"how-to-do-it," but also includes the fundamental principles under-
lying parliamentary mathod for those who want a rationale.

The wbmen's leadership project: A one-year training project in adult

education administration. Final report. Boston University,

School of Education. Sponsoring agency: Massachusetls State Depart-
ment of Education. August, 1975. (ERIC Document Reproduction
Service No. ED 117 447

The Women's Leadership Project represented an initial effort to
combat discrimination against women in adult education, with special
emphasis on adult basic education. Overail goals involved leader-
sh1p developmer”, impact, and support to: (1) recruit and prepare

10 qualified wumen adult educators for leadership positions in

adult education, (2) develop a resource center of materials relevant
to the leadership status of vomen in education and disseminate infor=
mation broadly, and (3) develop an internal/external support system ®
for project participants. The highly individualized program was
strongly field based with emphasis on the relation between theory

and practice. Project staff included one full-time and three part-
time faculty representing educational management, curriculum, and
adult education. Program features included a special preseminar and
seminar, supervised management, internship in adult education at the
Tocal or state level, university course work, and s~ezial community
impact activities. Specific 1istings of internship rses, con-
ferences/meetings/workshops attended, spec¢ial impact . :s, and
resource center offerings are included as well as self-ra. ..J forms
and progress charts. A, . lixes contain a schematic representation
of the project, recommendec readings, preseminar schedule, educational
leadership appraisal, a workshop description, job referral and place-
ment resources, and resource center readings.

Tresemer, D. Fear of success: Popular, but unproven. Psychology Today,

1974, 7(10), 82-85.

~ae article explcres Horner's popular research on fear of success.
Several questions are raised regarding her procedures and conclusions.
Other studies have shown that men are fearful, too. It appears that
Horner's ratings are inconsistent. The theme of "success" is not
well differentiated or specified. Concerns about the validation and
contamination of the study are also raised.




Wexley, K., & Hunt, P. J. Male and female leaders: Comparison of ber—
formance and behavior patterns. Psychological Reports, 1974, 35, 867-872.

This study examines leaders in four conditions: males supervising

males or females, females supervising males or females. Uith limita-

tions several conclusions were drawn: (1) many similarities existed .

in the performance of male and female leaders; (2) female leaders '

released more tensio., agreed more often, asked for more suggestions;

(3) male subordinates felt uncomfortable under a female supervisor,

worked harder; and (4) behavior of leaders did not change with sex “
of subordinates. ' i
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