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My farst guestron-for; this paper waws, "ls 1t difterent to
consulting with a'feminist organization”" My answer was "ves",
but- 1 struggling with this answer I decided that a more fruitful
guestion was "what are. the issues 1n consulting to 1deologically
based organizations of whatever Fingd™™ Go, although  will .focus
my rema®ks on 1ssues which women consultants may face in working
with feminist organizations, I believe these l1ssues are broader
and have implications tor any consultant to a grohp which /
operates from a strorg 1dolengical basis. .

, Thé term "ideolcgy” 1s tro&blesome; There 1s a saying "I s
.have a social philosophy, you have political opinions, and they
. have an ideolbgy." The implicit meaning of .1deology in this
saying corresponds to the definition used by Talcott Farsons e
(1959), "deviations from scientific objectivity." Our current
undaerstanding of the pﬁ‘}oépphy of science, however, makles 1t
clear that science 1tsdlf can be’vieweq,as a particular idiology
rather than a-stance that completely transcends belief. I prefer
Geertz s (1973) analysis, "Whatever else 1deoléglés'may be,
projections of Lhacknowle&ged,fgars, disguises for ulteriorv ~
motives, expressions of grdup solidarity, they -are most
distinctively maps of- problematiecgsocial reality and matﬁlces for
the‘creation of collective:conscience. Whether 1n apy particul ar
case, the maﬁ’is azcurate or the-conscience credible 1s a
separate question...".« - T

»

- . For the purpose of this paper, I will not argue the *
/ appropriateness of feminist i1deo Pay as opposed to any other worid
yiew? but mefely delineate somg "of its underlying assumptions and
their i1mplications for-a consuldtant., - ) !

. *. The appended -chart éhmmarizes’the pdints made 1n the paper.

. As you can see, the first column lists a number of ’

= characteristics of feminist grbups raelevant tp consul tants. This -
desecription is drawn from my DQP experience and papers gy Copper

N et al €1974), Freepan (1975, hantor (1975, Milgrew et al

, (1?79), and Naugh”({QBl). The emphasis on problems dogs .not 4 ,
. reflect i1nsensitivity to the strengths of feminist organlzations.
- " but the fact that consultation 15 generally reguested arognd_

problem areas. ' . .. . .

My recommendations tor possible i1nterventions are guite
‘Personal, growrng| from my particular style of consultation. I
-have, however, reviewed these recommendations with colleagues who
« + have also worked with teminist groups. Please consider them not a&

definitive solutions but as dafta from ane consultant’s enperience
and as a stimulus, for developing zgdr own 1ntervensions. © &
C e . . .

- "1.. THE ORGANIATION'S STHONG COMMITHMENT 10 IDEOLOGY May MALE ¢

"N« ENTRY DIFFICULT.: ¢ ‘ RS -
N » " - ' ’ ‘\ ' . A N ,
‘Typically,'1deologlcaf1y griented organizetions prefer a R
. consultant who-gharesothelr(hglue system. Dften this preference
" - becomes a major 1ssue in consallant selection. [ do not believe
- 0‘ i - . ..
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a consultant must be total:ywt imttted to the organization’s.
ideology, but® she or he m?étﬁ‘ “Intérested 1n its point of view ’*)
and attempt to understand/Rafdit might Bffect the orgaripation.
Ignoring idblggical comp eyl of an Dhgan;zatioﬂ will t?iVLallze.
any consultation and el. ih@%ﬁ 1nformatiomwhich may be i1mportant
in determinifg an 1ntéF%Ed[§%£ ) : , ’
. Groups which® are Véryﬁégjmitted'to.a-partlcular philosophy.
.. may. view any critique a£‘§;<étraya1 of ideals. This 15 one af *
the reasons why ideologicérf§rgan12ations may be reluctant to .-
- evaluate their activitieiﬁvéﬂembersamay be rqluctaﬁt‘to-discussl
problems with an Dut5§q§;fgg be defensive about potential

&)

'

-
d

criticism. - PR .

: Waugh (1981) has described a spectrum of feminist
organizations. On .the mﬁr,iideological'end ape protest .
organizatons which are ;jauytonomous of larger "organizatiors and
seek to change sdgleﬁygqf;ind1v1duals through pelitical pressure,
not to prDVlde.tﬁgm with’ regular services. The1r intent .is to
remain autonomous and’thgir typical strategies are confrontive. -
On the least 1dedlbgical’ end are orgarizations which (functidn as

T work groups of pérger; more traditionat organizations. They

- receive all orinost éf their gundlng from that more traditiondl

-brggnization, and their 1mtent 1s to reform through provision ot
needed serviceg”whldh the Eradltianal organization does not

provide. The gnal here,lsugraduai reform of the larger ~ 1
, institutions,ﬁh,wh;chsit is imbedded? There have been a number of
. womgn's centeﬁg.whgd@ have been ""picled up" by a university, ° I
.« moving over ggme from one end of tHe contimum to the -other. .
LIt is.i@ﬁbnta%%ﬁfor,the consultant,to know—to which kind of
- * group she isﬁ%qnsblﬁihg. It 15 my e:iperi’ence_that'¥ew protest

brganizatlonglSeéfdggnsultatlon. Often the precipitating reason
ansu

"o~ fpr employidg a /g ltant has . to do with d1f+ich{t1e; in making .

a transitloiffr A protest group. to an effective work group. In.

' sugh cases,the Fonsultant may.not only need to help with ‘,; .
strubturql;@bange% related to the transition, but. with grief at -

giving up &t léégt partly) the social movement ‘stance.

- Entr%g?ntofénjorganizatiDn c4n be. difficult in any .consul tee
nelationshﬁh;'Q}ﬁ can be particularly difficultdin arganizatioms

tha;.have@§§é¢ﬁ$hg idenlogl;al basis. Akthough:=1 think his ‘point
holds eqqﬁfly jell for consul tants,  Fatton. (1980) was writiﬁg.

‘ about pr@i,am svaluators when he suggested .that. the ‘outside
QValuatoé@%hﬁqu maintain both rapport and neutrality with ,
.organizaéﬁbn members. .He de+1ne§f“répﬁory“ as ‘the stance vis a vis
" the perq@ﬁ'beﬁﬁg tnterviewed and neutralrty as thé_"stange vis a,

vis the?%&ﬁte?t of what that person says". :(p 235 "'As 3
consult#@t, qﬁe must simultaneousty cmmmunicate‘aﬂbeqance to the

Drganizéﬁibnéﬂé IDEALS ampf .a critical stapce tm@}rd'the

STRATEG}Eﬁifér gétting'th re. Suggesting iqterVenthns?that
. VA7 1 i . ” .
requlregﬁ mhﬁpge 1n 1deology 1s generally +utyLe.‘Jt 1s more
effectf&éjtéfcmncentpate on making changes 1n the strucﬁﬂral . .
sphére s IntErventions have a. greater likelihood of being accepted \

and uséd,ﬁfﬁﬁﬁey‘clqkify and integrate structure 1n the service
of the ideolngy. , A Lo S '
. It is gmportant Lo create a Pimate 1n which the,staff have

t y

"pehmissiqﬁﬁ to criticize without feelrng they are betraying
A 3 ' _ ‘ R
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) mgmbers_1n maklng a realist$c assessment 0+ which goals the
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. wseful erercise.for an organization, particular{ly when followed 1
by & reassessment of its geals and objectiveg 1'n terms of what 'is

v
) z , ¥

their group. Thus. o Cconsultant muyst be‘partléularly sens1tlve ¢
o phrasing of guestions. You might’ stress that clear
communication of both strenglhs and weal nesses are needed 1n order
to 1mprove the present program apd to yield information for Lt
others who woulkd I}Le tu replicate the program el sewhere. )

a

2. GOALS TEND 10 BE VABUE AND GRANDIUSE, AND RESOURCES SMALL N

A consultant to fem1n15ﬁ‘gr0up may need to assist group /

organization can accomplish. Excesslve expectations lead *to
.disappointment and anger when they are not met. © 1In a goal . N
setting exercise, one member of a group I worked with wroté, _“

"change the world'. ‘lhis provoked nervous laughter from the rest
of the statf because 1t struct foo closg to thé group fantasy. At
the same time, this 'group’ had a budget of less than 100, Q00 and

a staff of 10. It 15 not surprising that they all felt . g

.Dverworked.anﬂ frustrated. In an @yven more graphic example, Waugh o
(1981) describes a femlnlﬁfrorganlzgtlon which stated its
official purpose as‘”to activelly work toward the.freeing ot all -k

peoples from oppression resulting from their race, se%, beliefs'.
At the time, the group, had no sta+f and no- budget. These are- just
two of aany 1llustiations that. codld be given .of the l.inds.of ~
goal's which ‘id olegical groups tend to develop. .. R .
\ A consultant: needs to ass:st the organization set’

instrumental "goals and/orf DbJectlvqg,whlchfqré within reach : '
without forfeiting the organization's larger vision. VYet, ’
ideological organi.ations may resist such i1nterventions for two . -
reasons. Fifstq they do not resonate to the’king of narrow,
bureaucratiac or trivial goals that Fogoften characterize more
traditional groups. Second, confronting the disparity betweep the
group’s goals and "1ts resourcfs can produce anger and despair. An
"‘andlysis of obstacles, and resources for reaching goals can be a -

achievable. It 1s-useful to ldok at what actually had been - . T
acomplished in the'past with simrlar resources, as -the i1dea of
what is "achievahle" may alsoftén% to be grandiose. ,

Another problem which can arirse from large and/or wnclear -
goals 1s that thby male At difficult to exéludé.anything or set
priorities. In such situations, overwor. may become a substitute
for orgmnazxng, fecusing’and coordifating activities. fThe result
ig. s=ldom more than a feeling of mar tydom and Elassic~burnout.

- id « . .
. . s g N .
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n particalar & the ybungeh.'moreﬁrdd1Cdl teminists have.maae

a point of eéchéhlqg stracture and damning traditional leadershup
models. Conslltants 1n more traditional organizations often have
Lo work to i1ncrease.the flexib1lity of of"ganizqtional structure.
Fonsultants working with feminjst organizations tace a different
challenée: to 1ncréasethe ability to regulate activities

smoothly and effectively without falling back 1nto traditional
‘hierarchical structures. . PR . )

‘ Women have exper.enced the'térrible sense of aliepation and
'prEﬁlegsnésé'whlch rescilts when éutborliy becomes concentrated
in the hand ot a few. the lack’” of structure 1n many feminist e
groups should not he 1nte?preted'thaPacternglcally,,but as’ an
.indication of the Hissatisfaction with traditjonal models an§l the -
attemgt to develop new ones. 1 bélieve a conmsultant must finst
validate the teminists® experlen@e"that}ghese earlier models were
NOT Emothnaljy satistying/Bven 1n cases where structurally
.efficiermt. ‘ A Co . S

Feminists are concerned with assuring that power 1s shared.

The consultant can. help them clarsfy the relation of power to
6rganizat1onal structyre and regulatfén by dealing with such
questions’as: Can a sense of empowerment’ be maintained 1f .
-authority to ceordifaté activities, is detegated” How can we -
dévelop,sufficieht trust to allow action without having to
Justify every minor decisioh to the group and still guard agginjtfm

.

misuse of -power? What linds ot mechanisms are there to ‘support
“those who may need help 1n building the skills necessary to arry
, out the tasks théy are assigned. 1f traditional supervision i1s
'not.prbvidéd, what alternatives can be developed? What A
-~ mechanisms are there to aséuiFre assignments are carried through
and follow yp*done™ ~ L. .

s Joreeh’s clasbkic .article on "The Tyranny of : >
‘Btructurelessness" (1977%) points -out thit LACK. ot strutture  as
thell as|eﬁces§1ve structure can limit fréedom and. creativity.
Sgructqre, in 1tself, does not necessarily make an brganization
more conservative. <9t ¢an actually be used to protect the
corganizationfrom moving apay from 1ts principles. For example,
in her ini-depth study oY Wemen'.s Libefatipn Movement A
organizatfons, Fréeman (1975) found that 1t Was the more, .
organized,No¥der organiratiors of the movement that showed. less

Y

. - . - i . )
“~*transformation 1n-a conservative direction oVer time.
LY L4 .

i . Rather ihan~imﬁosxu a particuldr "ideal™ structure on an
o o organkzation, the consnl ant needs to'gssist the group to .
%‘ _2 détermine 1ts curtent needs and gogly and devél gp the‘besf .
structure Wor achieving thqsam\{nglétence on, total participation
in all decision&.v1rtuaf1y_reﬁu1res the group He tept small. lhus.
Cif a-group warits to girow 1n sire, 1t may need to male some Changgs
in fts‘decmsrbn'ma}xﬁq strurtur el Although  a Yery. casua L
structure can be effective 1n cccomprl 1shsing o specifsc tdsk, theay s

-,
s
-

model .does not work well 1{ there are a numbeoer Of.ctasks which
must be closely cogrdin «ed, .11 ane of "the ozgmnf?&tron's\ge@l@ .
' oo . el .

«
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may obscure the ways structural ,aspects of the Drgénlzatlon
cont%ibute to conflicts that may be played out by specific group
members. For example, one alternative human service agency with
which I worhked had spent;a dgreat deald ot time and money bn a
clinical consultant who focused on the interpersonal diff ties

between the director and her deputy, Although they felt t ey had - .

more insight into their interpersonal dynamics, the conflicts
continued until, as part of a review of their orgamizational
‘objectives, the dirkctor and her, deputy discpvered that their .
pPriorities were almost mirror opposites. Their 6an11ctaactually

. centered aboyt whether the agency would continue to.focus on

direct services or shitt' its resources to the education and .
training of other agencies. It may seem odd, but the staff had

never dealt with these contlicts directly. and their goal statement
was so global that each staft member was able_to project i1nto it
" Wer particular bias.

Resourdes were ,l1mited, but the generality’
of goals.meant that hard choices about priorities were avoided.v *

.The attention to the interpersonal copflicts of the director'and

her deéputy. lept the group from examining the major structural
problems. - S

As a famisly m1§ht have an "identified pafLentﬂ whciplays Dut'

. the p

roblems DfAthe.famlly unit,

an'qrgani:atlon might forus on a

particularly:"difficult" member and 1

gnere the larger systemic

issues. A consultant can often find clues to organiza
conflicts by careful attention to interpersonal disput

ional
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) 4.  THE DRGANIZATION IS MORL ATTENT [VE 1O INTERFERSONAL: ‘.
FROCESSES AND MORE ACKEPT&@G LFE EMOT TONAL gXPRESSION;
"Initially gaiming trust with a feminist group may require
) more effor't by a ‘consul tant, however once trust a1s established,
the group members: are 'often much more. candid than members of more
traditional groups. 1t generally takes a good deal of time and
shkill to get comsulting clients such as government bureaucrats or
academics to open up. The interactidn seldom becomes deeply
personal. I have found the emotional .tone of feminist as well as ¥
, other counter—-culture groups marhkedly different. The”trick is not .
. " .to get them to open up, but sometimes ‘to shut up, not to get them
: in touch with thesr deeper processes but to calm down those
. :' deeper processes;enough to focus .on task. fears’ have befen quite
' ‘common when I have worted with fesinist groups, but, rare when
working with gore tradikional, gFoups. Th?s cannot be dismissed
= . as a matter of gender, because women 1n more traditional groups
are as unlitely to-cry.as the men. Rather, I suspect this 1s a
s1gn that the degree of commitment to the organization 1s .so
great Ltltapﬁ,very deep.feelings, and an i1ndication t¥at the .
level of trust and support 1s such that the women feel they are
able’ to revea] their feelings. i -
- The ‘general level of e#motionality 1n these organizations -
. seems to be much higher than 1n more-tradityonal ones. The -
. acceptance of feelings can be very healthy butMan.cause problems
. ‘when an organizational group member habitutally uses,'"emotional
o . problems" as a way af getting out of work. . The difference between . .
' ,2cceptance of feelings and Indulgence of them must’ be examinhed. .
The opennets of emotiorpl expression can be both- exhilardting
~- to the.cpnsuitant and. M she 1s not prepared for 1t, a bit *
- disconserting. Because [ amlworking as an grganizationial
consultant, not ‘a clroician, my approach has been to validate the
‘feélings that, the tears represent and then to continue with the
consultation rathér than get pulled.into tocusing -on ;hé‘ .
.indivadudl.. Along with many teminist.groups, 1 have learned that:
people can have feelings and worlk at the same ti1ie, It may be
N 1, . Perfectly all right for =omeone te»r@n a printing pfess and cry- - ' .

. . softly at the same time. s

- ) 'Thﬁ,pajor diffaclilty. of ithe epphasis 6nm process 1s thag S
may prempt-tash oriented 3ctiyvities.to such am-extent that -tasks ‘.
are hindefed. Waugh (1980) describes a case 1 Which_tpe "soul ’
searching” meetings .of staff dlowly erpanded wntil they were . . ,
takingtup the majority Df khe work time 10r part time.staff, 4. -
- Whereas traditional organizations may overemphasize tash at the .
cost of attentioun to-process, teminist organizations’ may be
. vulnerabie fo~the opposite tendency. The comsultant can assist :
. the group. find 1ts most  appropriate balange of task and process.. )
. She.should determine whith process issues are gt fecting the task
« and conhcentrate on. Lhowse, Jhe goél.1g ot to hdve a group with >
no problems in its pProcess but’ to work with thuge'that\are . / —
& actually impeding taslk accompll shment 7, - - ) .
. Attention to interpersonal procoss my be helpful 1~ ’
) spomé}ve wortt environment.  but,. it-

=~/
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. is to develop. new structures, ot leaderstip and mdﬁagément, then
time to examineg and assess, their eftectiveness épd i
< o @ppropriateness needs to be built 11 on an ongaxig basis. 1n
+ such cases, problems should be eipected and greeted.aas teedbach -
about a noble experiment. Enperimentation can't take place when
no failure 1s allowed, ' ) . o '

. ' Because feminist groups tend to percelve traditidnal
’leadership styles as authoritarian, this sometimes means that .
women who are assertive in assum)ﬁg leadership get- attached as
non~feminrst.’ In such cases, women may bacome hesitant to
‘ volunteer or to tahe charge for fear of berng seen as' power .
hungry or wanting to be a star. I[f a congﬂltént,flnds this -
happening, she might want_to help the organization 1oob. at the
incent19és 1t offers for —competence. How.can the group learn’ to
support each other’s'strenyths and achievements wlthout .

. attempting to tear them down™ A consul tant to an idenlogical i
. organigzation needs to keep i1n mind tHhat determining who wil! do
what' ‘tasth."may be done 1n a different manner than 1n more
= traditional work groups. For example, 1n a business concern, cost

effectiveness is generally the primary factor in decision mal.ing.

But, in an 1deological Drganizaylun, other factorns may be more R
important, even if 1t 15 a moneyvmak1pg Dperatlon..Hampton—TurnEf »
“(1977) provides an example-in his description of, the Delancy ° :
Street Foundatron. Although 1t runs a popular San® Francisco - )

. restaurant, concern about the efficiency and guality of its

cuisine takes second place to 1ts concern about the

e rehabilitation of the drug addict® and ex-offenders who staft the
restaurant. Thus, their best cool or most efficient wairtor [may ’
be pulled off.the Job for~what might seem like a very minor

'-anrlngement of rules or merely to grve an,opportLG;ty to a less
skilled, but eager resident. o .

' ‘Some femin st orgamzatians regularly rotate tasks because of

iaéologlcal reasons even 1f some short vun efficiency 1s lost., @A’ -

consultant used to working with more traditional organizatiords may - M

be shocked at the *i1nefficient” manner 1n which things are run, > -

v 'and may need to probe fdr the phllosophxgal reasons for var:ious ,
agtlons which may seem 1%rat1ona1. In this way, the®consultant T
can be useful in’helping the organization clarify the ‘trade off's
1n such arrangements. What rare the costs of a particular “
ideological arrangement i1n terms of the'losses in efficiency? I+
the Drganlzatlon‘reorggnlzes,tu become more'efflcientj wild the
underlying spirit, 1ncemtives to membership and purpose of the °
organization be lowt™ It 15 1mportant to remember that short term
effigiency and lonqg term effectlveness may be quite difterent.
Any evaluation of an 1duolgical Drgaulzatlmn'needg to take such
factorsqinto account. i ) . . > oot

<
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v S, THE'sENSE Oi
JOINING THE ORGANIZATION. - o
T,

their Cdmm1§ment'tera purpose,

and community with others:
process of collect;ve participation in decision,

SUREORT/LOMMUNLTY 1S A MAJOR FACTOR FOk

(Zald and Ash 1966) " Furthefmore, |

L

-

~ Members ot 1QeoLDchal:Drgénlzations join not only because of
but. out of a sepse of solidarity .
llthe .

the priocess of

- intimate commpnication with others,

kind of living space! the procéss of
work" would merely be MEANS of accom

the process .of creatin
engdging 1n 1nteresti

’

&

e

plighing the major task 1in, a

.

traditional -organization. Yet, as hanter and Zurcher /

(1973) poing
out, 1n social movement organizations they heggmes ENDS 1n -

make what are often i1mplicit goals
intipatefcommunication with ethers

themselves. . The consultant, to a feminist group can assist members
. -

1

more explicit. For example, .af
1s 1mportant, then the N

phy¥ical and psychological spac

Created.

1f Qct1¢itles focu

e for such communiéatyon needs to'
S too narrowly on the material or

direct sérvice task

s of the ldeological groups, these nurturing,
renewing activities may get neglected.. By stating them as R
'goals 1n themselves, they ga1n, more legltimacy. ’ ‘

“¥.5 .

. The expegtations that members have
is often overwhelming.

of a feminist organization

It 1s not only supposed to accomplish

grandiose tasks, but do so in a way that 'all workers feel

supported and disagreements never occur.

1t 15 generally. too much

14

to ask of what is generally a young, inexperienced,
under-resourced organization that 1t not show any ‘of the
weaknesses of more traditional organizations. T :

The expectation of support "and the sense of sisterhood
sometimes means_that ‘there are no means of debating’ or
definitively resolving specific contlicts sifice such- .
disagreements are not supposed to occur. Thus, conflict is often
repressed or emerges with great intensity 1n personal’ attacks or
ostracism. ' . . .

.. Sometimes mempers try to use the organization to meet all
their social as well as professional  and setrvice needs.,More
realistic expectations about what the organization can and cén
not do may.keep the member from depression. and anger when
unrealistic expectations are Nots fulfilled. Thusg, iromically, a
§ healthier commitment,to the organization may actually involve a*

pulling back and develdping other outlets. ‘ \

The consultant nepds to make legitimate constructive megns of
expressing disagreement and surfacing problems. Structuring
sessions to review gdals, objegtives and priorities, and to .
discuss the progress o WVarious strategies to meet.objectives
means that attention.stays focused on ‘the task, nat
personalities. This mgthod can also mobilize group’ resources to

"help solve. problems betore they become overwhelming to support

members who ar‘e\ﬁawng difficulty d91ng thceir‘“,‘tiask.-éé ,

y ! '
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A _ ~
- . b "COMMITMENT TG0 FRINCIFLES., NOT MBNEY, "SHOULD BE" THE. )
CAUSE FOR., INVOLVEMENT WITH THE ORGANI ZAT ION. ’ |
3 . . N

‘ * Momey is.a particularly difficult topic 1n most ' )

ideological organizations.- Feople aré expected to .

participate,becaq&e ot their commitment to the cause, not

' ' for filthy lucre. .Since resources are typically scarce,

Salaries tend "to be 1ow. In opposition to the large % . N

" differenttal.in salaries paid to executives and lower .level
sﬁaff in traditional orgamizations, ‘i1deénlogical . ' - ‘]
- organizations tend to have 'much.less differentiation 1n .

. their pay levels. In some cases all staff members receive

' the same salary. e : .

) The philoséphlcal comml'tment to equality makes “Betting p

differential salaries a highly charged and difficult task. SRR

Pressures to move to more traditiondl salary scales tend to

develop over time. Staff may struggle on the edge of '

poverty, feel resenthL\ana‘gu1ny about, the resentment-yet | .

be unable to talk about the .issue. Since the more - -

experienced and competent statf .tend to have more options .»

‘ for outside employment? this brain drain typically results

' in the loss of the Oorganization®s most competent staff.

. : A consultant should assist the organization set up a.

system "in which financial records are accurate and public !

- and available in a timely ‘manner. Such 1nformation ‘can '

reduce rumors and assist i1n planning.” A consultant may not .

- . be able to .ingrease resourcds so higher salaries.can be . .

paid.« But at Ieast she cam help the group confront the o

problem and, perHaps; se&t Wwp 1ncentives like fiexlble hours, ', :

sharing of child care, ability to participate i1n special :

N & programs.or trainigg, etc. which can, in some way, ' . .

*\\\; « compensate for low salaries. It is important to develop’a

<gz Climate 1n which money is not a taboo subjecte. -

- The consultant herself must be very clear aobut her own . o,
financial arrangements with feminist organizations. If she
should agree to'work at a reduced fee or no fee, she should
be sure about-her own motives and what she can gaih from the .

» collaboration so she does not feel resentful .later. As in
+@ny ‘consulting arrangement, the'consultlng agreement should
be in'whiting, even 1f no money ‘changes hands. Any

-

modifications should alsebe formalized by.wfitlng them ' . ?
down. If a formal contract seems inappropriate, an intormal
«.-but specific letter can suffice. R . . A
- ’ ) ’ T
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7« DEVIATION ROM RRINCIFLES MAY L SEEN nS+ HERESY AND
; REACTION TOWARD DEVIANTS MAY & HIGHLY CHARGLED. N
When the 3ntep51k§ ot commitment 1e high, perceived
deviation from the principles may be seen as neregy and -the
reaction toward deviation hignly charged. [t might take an
LT Dut51éer days to detineate the sdbtle ditferences . in s
. viewpoint among.individuals who are rippang each other apart
rather than attaclifig a Common -enemy or working toward
c?mﬁon goals. Difterences 1n values can be considered
pragmatically or moralxstlcar{y. In the former case, the.
question about an agtian 1s "Is 1t successful or not?". In -
‘the later, the questipn becomes, ®Is 1t right wreng?t.
When querying a group of managers and administrators
drawn from traditionsgl organizations, Watson and Ryan (195%)
found no di fference between men and womep'managérs in value .
orientation; both groups tended to Be pragmatic. Almost by
- Jdefinition, however, the value oriefitation ot +emimist angd
other ideolpglcal-groups 1s moralistrc. 'aActions which, 1n a
Qore bureadcratic organization might be seen as "rrritatang”
or "“stupid" or "incompetent”" may, 14 an tdeological:group, &
be perceived as "terraible", almost "evil®. 1In feminist ’
groups & common response ‘to:an action which someone doesn™t .
like is "How can you.call yoursel f a feminist and yet do . . |
- XP, Certainly, an overriding set of principles is ,.
important to provide a context for assessing égtlons, but 1t
has been my experience that there 'is a danger o+ . R .
overgeneralizing moral i1ndignation to almost any act one '
/ doesn’t like, not just those that actually. thredten the'
undé&rlying principles of the group. . ) .
The article, "Trashing in the Woman’ s Movement", written
undeF the pseudamym Joreen,,provides.a powerful and poignant
description of.this process. THe.pain in, the trashing )

7t

-

. .+ Process can be enormous.,” One woman-1 1nterviewed

>

v yolunteered--bhat this was A more devastat: g expénlence'~ "L
'f Fhan the ‘stillbirth of- her firstborn.child. Waugh (1981)
gufﬁi%e describes tHe emotional attack. of her colleagues as -
_even more shattering than this physxda} assauylt., Such o
.pPersonal attacks may be particularly: fFaumatrc for femynigts
~ nat ) 3
~ because they place .a great deal wf i1mportance on "the s&nsé
of si'sterhood. A primary motive for participation i1n a
femihist group seems to be the obpoftdnlty-to be,parﬁ ot a
‘warm and caring community. The cost of .a mis-step may not
orfty Produce a sense of 1ncompetence but, -an addition, -
anxiety about betraying one’s principles and the losé of
one’s support community.’ . h . o
« A consultant might Kelp. 1nd1viduale see that, their
deviance may ‘be Eymptom of a larger organizational conflict.
She might also help group members differeutrate when :
mistakes or differences are actually i1ndications of moral
. dilemmas and when they arre merely lefetgnﬁes 1ﬁ.the )

[4

way to do things. ) ) ' "

. .
. "
.
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reports an incdident in which a woman who was airlifted under --
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. 8. MTHERE 15 aMe CapkEnce AUUU1\HELAIINQ JO OUTSIDE
INSTITUTIONS. > .

. AT rdeological ‘drganiation May view 1ts purposé as
attempting to 1nfluence more traditianal. "outside groups or
. . prDVlding a separate alternative community 1n which to wi thdr aw
from more traditional institutions or as a mxture of both: In~
- any case, the management ok the poupdary between the 1deological
Drganizagion and the lerger environment 1s often .an 1ssue. Waugh
(1981) describes a feminist organization worklng to better the | .
position of women within traditional Churches. Although the -
ostensiblegzgoal was social change, many of the women felt .so-
alienated from their own denbminations, they. spent ‘little of
their time attempting to communicate with 'these outside groups,,
but rather concentrated on developing their own alternative | .
feminist community with rts own distinctive vocablhlary, more
and dress. The director, desperately seeling tunds {fér the \
group, finally th_an'qppDantqgnt,wlth the head of a major e
private foundation. .~When she wentl *to the local thift store %éd
* bought a skirt for sixty centé to wear Lo the corporate, .
headquarters, the other women 1n the group were irate‘and tool
.this an an indicgtlon she had betrayed the revolution. She was
. caught between the values of. two .cultures. . ‘ .
It 15 typically the leaders,of 1deologidal om~ganizations who
. ~ are required to deal w}fh outside groups.  As leaders they must -
\ ersonify the highest levels of ideological purity, 1n fact, this -
. often becomes a criterion . for leadership..Yet, to be effective 1n
dealing with more traditional Drganlzatlonét a leader must be
able te communicate with and be at 1east minimally acceptab e-to, -
these butside group's. It is, very difficult to do these things e
- siqultaneouly. The leader may be viewed as "too. far out! by more
+ traditional groups.and as “sellihg out".by her own group. Those
rL who work at the boundaries of the organisation who are especaally ,
vubrterable to attack from both i1nside and outside’the ] ‘
organization and may need particular support from.a consultant.
e : RBoundaries“within the orgamization may also be blurred. In
RN Mmaction against hierarchical structures, members may attempt to

.
s

4

< share ‘résponsibilities and/or rotate tasks. Although such .

"~ "ipnovatiops’ may mal e )obs more rewarding and less repetitiods,
they.may be 1neffivxenir¥0hita5k acenmpl ishment, and preclude the

T recognition of ind v1pﬁ?f skills or the kind of differentiation- .-
and concentration of. eftorft mécessar y» for creativity.

' Coordination among tail o, 1nd1viduals,'and sub-groups can also be

troublesome when boundd??eg are vague. R .
o« Ahajor¥ask of & cons ltent to femriist ofganizations may
be to assist 'the group-with_ 1ts boundary 1ssuas. ~8hkill in .
dealing with the boundary 15 often a matter of siwvival since.an
idewlogical group mdst nbgain financial support through:its

“interaction with. thee larger society. The consultant may aid the -,

‘organizational statf to staté their (ase 1n such % way that they o
can be understood by those outudde. lsniated groups have a way of /
. ] evolving_yhe1r‘p@n Jargon-and. language to the point where it ~

W e -

becomes increasingly ditficult to communicate with those outside.
Y experlehceslln S reseslsh peolect at bynanon suggest problems

N . . -
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- « Pl - o - ] . . < P
SN . - / .

. .- o s . .
., T e . ~
~ BN e R T ﬂ":13 .
. - . . . . . ) -

. . RN Y .
o, Pooe D € ey s -




.
’
¢

can arise when a gr oup
. community at large. Hea
ideological group +rom
keep this dialogue act:
the.adeolgical organi:za
‘hefblng'the ideoloélcal
actions of those outsid
ideological’ groups towa
" times this suspicion ca
beneficial all:iances.
what are the.realistic:
might be gained frém 1n

_12-') T \ ' ‘g‘.

~

~

, K
1solates 1tself too eftectvely +rom the .

lthy dialogue with the outside can heep an
becomng a "cult”.  consultant can help - T
ve. serving as a translator, not only from g T
tien to the larger environment; but. .

group understand some of the motives and
2. Although much of the suspicion o
rd outside apstitutions is warranted, 4t

n destroy ‘th szgybllity of mutually

A consultant can help the group sort out ‘ .
threats ot the but51de'groqps anfwhat

teraction with such ‘groups. . : ¢

Feminists &re not part of the "old boys" networks which
provide not only access to funds but to i1nformitiod. Marginal
groups ‘are faced with the contradiction «of wanting dccess to
these resources and ambivalence aboufp?collaboraﬁlng with the
enemy". " A consultant might be able to assist the group sort out
the costs and benefits, of establishing llasonsvwgth outside
groups and strategies {for doing so.. Another strategy 1s to—
create networls amofig 1declogical groupd, trying-to work together o
rather than competing for resources. : " :
: By definition, the consultant works at the boundary. She 1s
IN but not OF the organrzation. Although this 1s an issue in any
consultation process, 1t may be pa®ticularly problematic when ¢
working with ideological groups. A woman working with feminist
groups is almost.anvariably asked to worl for a fraction of her v,
usual fee because of her commit@gnt to the cause. Although she ¢
may be hired for a particular amounht of time, there 1s often’
pressure not Dhly to put in more time but to do «“additional tasks

which were not originally part of the contract. one

For example,

of my colleagues who was hired to work o
was ‘asked to call a board member and per
chair. My point is that the consul tant t

must be particularl

y -clear abouj her 1lim

n an evaluation project

suade her to become the

0 an ideological group .
its and role and such

-matters should be discussed as much as possible before gsuch (5
issues arise. ' R G
One more comment about bounéaries: congultation itself is a
role at the bouhdary, not the mainstream o+ psychology. Since ®
the status of a professional group ts largely influenced by the
group 1t serves, those,gho consult to i1deological organizations
in general, and feminist ones 1n particular, will find such work

dues not bring the status.:pr financial rewards that come with
consultatlpn to kdrge gorporations or major govenment agencies.
On-the othér hand, the excitement of worling with groups who are
making an important soc1al -contribution and which are :
axperimentingswith new forms of organization structure and

process "has its.own satistactions and rewards and if you take up
this challenge, 1 guarantee you will learn a great deal about the s
gonsulting process and youréégf. . ‘
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- S0ME CHARACTERISTICS OF FEMINIST
BRGANIZATIUNS RELEVANT 10
CBNSU&TATIDN

2.

. . ‘ / . i |
IMFLICATIONS FOR CONSULTANTS :

g The organl‘atlon s strong
comm1tment to 1deolaogy may male
Tentry dlfflcult .

’af
.

2. Goals tend.to be vague and
" grand10 and resourses. small.. ‘.
A. dlfflcult to set priorities.

B. intermediate levé]l tasks may

be non—existent.
' cC. members arE‘frustrated when

gDals aren’t méet.

D. -demands’ about what the

' organization, "should" provide
‘e are excessivg. ", -
- : »

3 . ~ -

‘e

- .

1. Lommunlcate understanding for
and 1nterest in 1deology. also
rapport vis a vis-people and .
neutrality vis a vis the

content of what people say or
-do.

Develop a climate in which
support of goals is conguent -
with a critical stance toward
-strateglés for reaching the
goals, a climate Df
self-reflection.

Interveﬁt&ons are more likely to
be accepted and used if they
clarify structure in the

service of ideolody rather than
attempt to change ideology.

-~
o

C 2, Help maintaan the vision

L while setting more realistic

benghmarls for achlevxng goals.

Explore resources Dther than

money: personal and technical

stlLls, contacts, dd1t10na1 . |
services or traini g N
possibilatiess

Help examine task

to resources and prlo

aLcompldshments using 51m11ar ,

’ resourges, i.e. the idea of . . .

what”s "feasible" may also be

grandiose. ' .
] * '

Set priorities when everything
can’t be done. . .

Validate important wopf that is
done, even if it does not change
the world. ' N




 mngg

-

™

" 5. The sense of support &

4

3. Emphasis on egalitarian .
leadership and oppostion to
hierarchical structures are
common., v

A. co-ordination among tasks
becomes difficult. -
may create tyranny of
~ structurelessness.
womén who do take on
responsibilities may get
attacked as power hungry.
tasks may be assigned on
basis othér than, competency

.
.

/

4., The organization is more
attentlve to, interpersonal ., -
processes and more accegt1ng of:
emotional expression.

A, . Large amounts of time spent

-

On process ‘-may detract friom .

.+ . tasks. , . .

The focus on personal;tles
and 1nterpersona1 confl1ct
©  obscure the Fact that the

- conflict may reflect: . *»
. organizational not merely.

' personal issues.

- . . -
-~ W [} A

community is a major factos
for joining the organization -
commitment to group splidarity.
- A,
support may be- unreallstlc.
since support/love is so -
1mportant, anger/Lr1t1c1sm

- not appropriate thus is
repressed or comes out with

n

the expectatlons of. emotipnal

15

., great intensity as "trashing".

+ C.. when conflict does émerge,
' =wcan be -devastating.,

it-

- examine its balance of task

‘conflicts,

3. If ehperlmentatlon w1th Yo
organlhat1oqa1 structures 1s' a
goal, make 1% ‘overt ‘and set
times to examine the . .
fexperiment’®s" progress. ¥
Help establish or improve
incentives for women to take .on
responsibilites and to perform
well. These may o+ may not be
+1nanc1ai .

-

Clar1+y the hasis Dn ‘which tasls

T are asslgned. ’

(ef+1c1ency/effect1veness, '
opportunities for growth, reward

- for services?).

4. Help ‘the Drganlzatlon'
and

process activities.

Look at what grganizational
issues are indigated
by interpersonal conflicts.
Don*t just look at the "sick
person” bat at the entire
system. . - :

[N

¢

Distingui'sh process issues which

" are actually impeding task

accomplishmént from. those which
are not and concentrate on the,

former. . « ,' %

-

5. Allocate time/resources for

" informal organization goals to
‘be met. +

- P o
.

Allow(conet{pct means of
expressing €onflict in ways that
are not personally devestatlng.
For example, practice describing,
conflicts in terms of having

- different goals or disagreeing

about strategies for meeting

goals, rather than accusing the
other of “betrayal". ~

——

Examine expectations to .
determine if they are rea115t1c.

-
Y
-~ .

-~

-
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. 6. Commltment to prlnclples. not
mone%, Yshould be" the cause for
involvement wlth the -
Drganltatlon. B T

unequal _salaries),
sklll,

sources of ten51on.

unequal

underpaid staff may be gquite

poor and feel resentful and
guilty for the resentment
difficult to taPk frankly
about mDney.

\

“7. Deviation «from principles may
¢ be seen _as heresy and reactlont
" toward dev1ants may be hlghly
charged. , -

1)

8. Tbere‘iS'ambivalende.ébDut
relating to outside institutions.

need resources of outside’®
groups/ want validation of
Dut51de groups/ want to

A.

"influence outside groups but”

" fear co- optatien.

there may be no specific
position with the ta®k of
relating to the outside.
staff who do deal with
‘outside groups are under
particualar stress.
L1051ng ‘thé system to the
outside leads to entropy,
the group feeds on itself,
becoming increasingly
isolated and doctrinaire. .

unequal comm1 thent are

\

6. The consultant muet set
‘clear liimits on her/his t1me and
role and help staff members.'to
‘do the same.” |

Encourage tHe organization to
establish clear, timely and

ﬁ(Th&&:f financial records.
. .

.Create a climate where
'rewardslresources (these are not
just money) can be discussed,
The implications of paying women
staff at .a much lower salary
level than comparaple posryons
should be confronted.’

.

B .

7 « The particular "deviant" may
be a symptom of a larger ’
organizational conflict.
Help the ordanization .
differentiate when .
mlstaLeS/dlfferences are actual
moral conflicts agd when. they
are not.

-

B. Assist the organization -
analyze the larger force field -
in which it .Operates, i1ncluding
designating specific people to
work WwWith outside groups.

t;PrDv1de suppért tD staff whov
work on the Houndaries of the
organlgatlon. .o

Help organ1;at10n develop ways
of commun1cat1ng with the
outside env1anment wi thout
losing the group’s 1ntegr1ty.?
Translate jargon and eliminate
streotypes on both sides.

"5 Judith S. Blanton, Fh.D.
Callfornla School of Professlona
1900 Addison Street

ieley, CA., 94704

‘
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