A Management Model

ife in the 1980s has changed

I both quantitatively and
ualitatively, and the rate at

which change occurs has ac-
celerated significantly!
Psychologists, sociologists and
futurists document the resulting
differencesand recommend
responsive solutions in the
language of their own disciplines.
Socio-psychologists such as
Christopher Lasch spesk of the
"culture of narcissism.”" Manage-
ment theorists such as Peter
Drucker comment on the need to
manage "discontinuity."
Theorists such as Russell Ackoff
speak of "systemic” rather than
analytical thinking. Futurist
Alvin Toffler envisions the post-
industrial "third wave." But dl
of them address the fact that the
world is changing and that our
human capacity to handle change
effectively, to manage that
discontinuity, to plan for "third-
wave" redlities, lags well behind
the rate of change itself. Schon
goes o far as to say that it takes
us longer to solve problems than
for the problems to solve
themselves; time may be spent
solving problems which no longer
exist!

Accelerated corporate change

Corporate lifein the 1980sis a
microcosm of lifein the macro
society. The automobile business
is forced to change to accom-
modate changed resources.
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Cigarette and oil companies have
had to diversify to respond to
new environmental constraints.
Communications businesses and
expanding in user intensity and
functional scope. In short, cor-
porate environments and struc-
tures have changed and must
continue to change quickly, so
that they don't run frantically in
place!

Managers, often from an older-
world view, must how manage
the "new worker." New workers
in corporations are not post-
depression and post-war ac-
culturated. They are products of
narcissism and relative affluence,
and they look for different
satisfactions from work.

New workers and new realities
of the 1980s require a new
management style. It is time for
an examination of the potential
possessed by both men and
women in corporations to develop
a newly-focused and people- (as
well as bottom-line) sensitive
management style. A number of
major corporations seem to
agree. Quality of work life pro-
jects are one example of such a
response. Furthermore, as a com-
ponent of the quality of work life
approach, some companies have
begun to encourage innovation in
management style and improve-
ment in work relationships as
well as productivity and revenue
results.

Women in management

The full integration of women
and the characteristics they can
bring to management is one way
to encourage development of a
new management style for the
1980s. The entry of women into
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the mainstream of corporate life
started in the late 1960s. But the
problem of human reaction and
delayed reaction to change arises
again. As human beings function-
ing in the new world of the
1980s, we sometimes do not han-
dle change well. Rosabeth Moss
Kanter said, "People often prefer
established modes of operating,
not out of ill-will or prejudice,
but because of inability to see
either their capacity to behave
differently, or the benefitsto
them or the utility of another
mode of doing business."

The necessity to "regroup” for
the 1980s and beyond may force
men, women and corporations to
stretch capacities to behave dif-
ferently and to see that there are
benefits and utilities to be gained
from developing a new mode for
the successful managerial style.

In the past, women who were
successful exhibited traditional
managerial skills. These were by
definition "masculing,”" or skills
demonstrated and practiced by
male corporate managers.
Women who found that these
skills emanated naturally from
their own styles, or who easily
imitated successful male-mode
skills, were therefore readily
recognized and accepted by mae
supervisors. And, sinceit isa
norma human tendency to be
comfortable with people much
like ourselves, the newly suc-
cessful women managers were
likely to accept and reward
subordinates, both male and
female, who also exhibited
manageria skills based on the
same male modd. This
perpetuated the masculine or
mae-model managerial style.



This in itself may not be
negative. Current managerial
style has after all created, as
well as been the creation of,
business and industry. It is,
however, a product of an earlier
industrialized past, as corporate
|eaders themselves often now
note. In Toffler'sterms, it is the
behavior of the"second wave." It
may continue to be a successful
style in the future, but it need
not be the only successful style.
The time has come for a
mal e/femal e approach—an an-
drogynous style—attuned to the,,
new worker, new environment
and new realities of the 1980s.

The increasing numbers of
female college graduates and the
growing number of women in the
work force surely have an impor-
tant contribution to make to
business and industry. "Women
now constitute more than half of
college enrollments, which means
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that the future pool of talent will
be predominantly female." It is
unlikely, however, that the con-
tribution of large numbers of
women would be in the same
managerial modd style. Equality
does not imply discernible dif-
ferences. It is not synonymous
with sameness. It seems only to
be expected that successful
management models should vary
from the past male modd, yet
still be valuable to corporations.

Differences exist

There is a difference between
men and women which may be
reflected in their respective
management approach and
specific management skills, just
as the differenceis reflected in
al areas of personality and life.
This is not in any sense an
assumption which discriminates
against either men or women. It
does, however, discriminate in
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the literal sense of the word. It
recognizes and discerns dif-
ferences, noted for exactly the
opposite intention of revealing
bias. Women's management skills
and style are considered different
to suggest that the differences
should be looked for and valued
by corporations when assessing
management potential. Women
possess their own stylistic ver-
sions of essential managerial
skills. And now more than ever,
an acceptance of the female-
mddel manager, as well as the
male-model, may be in the best
interests of individuals and
corporations.

Comparisons between male and
female may seem to be inexact
comparisons. That is, women
used as the basis for generaliza-
tions may be in the home or in
middle management roles. This is
difficult to avoid since there are
still proportionately few women
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in upper management positions.
Jane Adams, in Women on Top,
focuses on women who have
reached upper management
levels, noting that the consensus
of literature on women in
business is that they are not sue-
cessful in making greater pro-
gress because they are not like
men. She agrees they are not
and that even the successful
women she interviewed admitted
to these differences. She con-
cludes that these highly suc-
cessful women succeeded in spite
of having managerial style traits
antithetical to success, i.e. “not
like successful men.” These
women had cultivated their traits
within a context recognized as
the pattern of professional suc-
cess. For example, one successful
woman might have the “typically
female” trait of attention to
detail. However, by including
that quality with others con-
sidered to be “man-like” she
would have become accepted and
successful in spite of her
feminine quality. None of the
successful women discussed in
Adam’s book possess exclusively
female qualities.

What are the important
management skills? Do women
have these essential skills in any
form, male or female? If they
have a feminized version of a
particular management skill,
could that be valuable to corpora-
tions as they are now and as
they will become in the future?

Management skill dimensions

Precisely what are the essential
ingredients of a successful
management style? The most in-
clusive list of qualities used as a
measuring stick against the na-
tion’s most eminent management
leaders would reveal exceptions
to the rules—people who are
unique and yet successful. There
are, however, a number of
dimensions which corporations
use to assess an employee's
potential effectivenessin
management. Looking at men
and women along these dimen-
sions sometimes eliminates
women from corporate pools of
management talent, because men
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and women display their com-
petence along these dimensions
in different ways.

The following skill dimensions
are used by a number of major
corporations in assessing
management potential:

Oral communications;
Written communications;
Leadership;

Flexibility;

Decision making ability;

® Inner work standards;

* Organization and planning;

* Performance stability.

The assessment of the potential
o women as managers on each
of these sill dimensions may
reveal a number of strengths and
weaknesses peculiar to women as
a result of socid conditioning. In
each case, however, women have
their own strengths which, when
recognized, will be useful to
corporations.

Studies of verbal abilities show
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[ that females demonstrate early

superiority. Consistent sex dif-
ferences in verbal ability begin to
be apparent in pre-adolescence,
with females forging ahead not
only in verbal fluency but in
measures of complex, high-level
verbal skills.

If women experience dif-
ficulties in oral communication, it
may have more to do with an un-
willingness to take risks than
with their actual ability. If they
have learned to be seen and not
heard or if they have functioned
in any authoritarian-paternal
arena (home, school, early work
experiences), they may be reluc-
tant to speak for fear that the
content of their speech will not
be respected. Worse, they might
be perceived as "aggressive" for
offering comments.

On the other hand, being dow
to speak in situations is not
necessarily negative. The person
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may be listening instead, and
listening is a skill which many
major corporations are now train-
ing their employees to develop.
Some reticence to speak, even if
motivated by such notoriously
feminine desires as wanting more
detail first or a tendency to react
rather than to initiate, may also
allow more fact finding, more
reading of the other person's
reasons or intentions or more in-
teractive communications. Men
may have or can learn empathic
behavior. Women can aso learn
to speak out when that skill is
necessary. An organizational
climate which clearly values both
listening and speaking will
positively assess female as well
as male versions of this
managerial dimension.

Women have traditionally
demonstrated competence in
language and literature studies.
In the past, this skill was "used
against them."” It once led
women to be counseled exclusive-
ly into clerical/secretarial func-
tions where they merely cor-
rected the spelling, grammar or
syntax of male managers. Y et,
writing skills are valued in G-
porate circles and their absence
is often lamented. Since wriling
is an important way to define
thought (in addition to a means
of finally communicating that
thought), corporations are right
to value this skill and to look for
it in managers. Therefore, if
writing ability is given real, not
"lip-service" status, women
should fare well in this assess-
ment of management potential.

Leadership qualities

Image, having that look or
quality of personality which
creates respect and confidence in
subordinates, is important to
leadership. In a society reared
with male authority figures, even
extremely competent, confident
women can find these attitudes
confounding. The recognition of
this problem brought John Molloy
devoted readers among women
who wish to know how to dress
for success. The entire thrust of
his advice is to encourage women
to dress in a way which increases




their aura of authority.

Aside from visua image, some
women's voca tone and pitch can
rob them of effectiveimages. A
man's naturally lower voca
register and greater volume are
culturally associated with respect
and authority. This too can be
atered, just as dress standards
can be changed. And, as society
perceives women as competent
and capable of leadership, our
visual and auditory images of
authority will expand.

Leadership and decison mak-
ing come together in the area of
risk taking. Women may have
greater fears that they will be
laughed at—or worse—for a bad
decision, and not followed when
they try to lead. But leadership
for any person is not a gift, it is
learned. Competence and the
ability to lead is created in inner
circles of excellence. In business,
you learn management and
motivational skills by moving at
corporate levels where in-
telligence, diplomacy and know-
how are being exhibited. Through
observing and modeling, women
as well as men learn you can
risk, make mistakes, speak up,
question certain "game calls,”
lose a set and yet win the match.

On the positive side, women
are generaly conceded to be em-
pathic. Empathy is an important
quality in motivating people, par-
ticularly the new worker of the
1980s. Recent biomedical
research findings suggest that
male and female brains differ in
certain respects. One difference
explains the much mythologized
female intuition, now
physiologicaly explainable as a
female sensitivity to context. In
explaining the disproportionate
number of women in neuropsy-
chology, researcher Jerre Levy
of the University of Chicago's
Department of Behavioral
Sciences, says research supports
the view that women are better
at dealing with human subjects.
They are more sensitive to con-
text and nuance. This ability
should be highly valued by cor-
porations, particularly as they
enter an era where the ability to
extend the productivity of

workers is critical; understanding
them increases in importance.

Flexibility

Women have had considerable
practice in being flexible ... a
lifetime of it. They have learned
to pack up and move families
around the country an average of
once every fiveyears. They have
learned to cope with the incredi-
ble level of change that requires
new doctors, schools, shops and
friends. These are changes which
on change-stress indices register
as highly stressful. Yet, as people
who historically depended on
others for their livelihoods,
women learned to accommodate
the moods or changes of fortune
of male providers.

If women can clam dl of these
achievements in flexibility and
the management of change, why
then are they sometimes perceiv-
ed as inflexible in business?
First, they may be. Inflexibility
is often a function of fear. When
in doubt or feeling threatened,
human tendencies probably are
to revert to hostility or inflex-
ibility. If women as well as men
doubt that mistakes will be ac-
cepted and that smdl failures are
okay, even necessary to learn
from if you are to be both in-
novative and effective, they may
avoid situations requiring risk
taking. But, if both men and
women feel their decisions will be
given a fair assessment, perhaps
the flexibility women
demonstrate socialy will become
more apparent professionally.
Certainly from a corporate point
of view, the rate of environmen-
tal change alone makes the will-
ingness and ability to alter a
course of action and develop a
new approach to reach a goal, of
enormous value.

Decision making

Many women have never had
an opportunity to learn to decide.
They've spent much of their lives
with others making the decisions
for them. Skill in decison making
may come dowly, even painfully,
for women. Yet, many women
become quite skilled at the "let
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him think it was his idea" techni-
gue, historically used to direct
the decisions which would
ultimately be made by others.
Certainly manipulation is not
recommended as a management
skill, but more direct, par-
ticipative approaches to decision
making processes may now be
especially useful to corporations
and "natural™ for women.

In the 1980s, the "second-
wave" style of decision maker, to
quote Toffler, may well be an
anachronism. The movement,
long coming but in an era of in-
tense information availability, is
toward more participative deci-
sion making. When life was sm-
ple, autocratic decisions could be
effective. They are fast and, if
make by a person in command of
the facts and blessed with good
judgment, they are efficient. To-
day, most corporate cir-
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cumstances make possession of
al the facts by any one person a
virtual impossibility. Experts
with speciaized information must
be consulted and used as "input"
(in itself a computer word and a
product of the very technology
which makes high information
levels so available) for complex
decisions.

Quality of work life programs
support the value of involving
workers in decisions that affect
their lives. Team management is
aso fairly common. Product
development or marketing ac-
tivities are examples of this.
Here, the decison making style
many women have learned to
handle well will be an important
corporate asset. Women have
had socid experiences which
have caused them to learn to
negotiate, mediate and value a
variety of contributions. In short,
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they have learned many of the
skills of participative decision
making needed in business today.

Inner work standards

Why do women often believe
that if they sit at their desks and
produce excellent work, they will
be recognized? All of her life, a
woman has been rewarded for
being a "good" girl, conscien-
tious and hardworking. In the
past, women had limited oppor-
tunities for team playing. They
were solo performers, if per-
formers at al, in athletics. But
corporate life requires you to be
a team player and for the coach
to know you're good, or you'll
spend the entire game and
season sitting on the bench. Pro-
ducing good work in a vacuum
will not lead to rewards.

On the other hand, this very
attitude or lack of awareness, as



well as the famous femal e atten-
tion to detail, is needed by cor-

porations. In an era of careless

standards, where work produced
may give the producer no sense
of pride of ownership or of per-
formance, the "good girl" per-

former may be areal asset to a
corporation ..
an asset to encourage manage-

ment to seek out and reward this

important managerial dimension.
Possessing this skill may also
alow a woman to be a positive
role model so that people she
manages will be similarly
motivated to maintain their own
inner work standards.

This is not to say that men do
not also have high inner work
standards. Obvioudy, the
charactexistic is needed in both
men and women managers.
Social psychologist Ronald
Ransen of Ceklend Univessity
said in the Detroit Free Press
that a man’s promotion will be
viewed as a reward for ability.
The women’s promotion will be
seen as an acknowledgement of
effort. The man has talent. The
woman works hard. Corporations
need both talent and hard work
and benefit from seeing that both
ability and effort in men and
women are recognized and
rewarded.

Except for the possible charge
of failing to see “‘the big pic-
ture,” organization and planning
are managerial skill dimensions
where women are not perceived
to be at a disadvantage.
Organizational ability is the abili-
ty which has been valued in
secretaries, the reason many a
top executive has said that he or
she could not possibly manage
without his or her secretary’s ex-
cellent support. The ability does
not vanish when women decide
they would prefer to be the ex-
ecutive, rather than a member of
the clerical support team.

"The big picture" perception
becomes important in the plan-
ning portion of a management
position. Sociologists and
futurists might well charge that
not enough managers of either
sex have done well on that
management dimension. Access
to information and positions high

. perhaps enough of
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enough in an organization to be
dealing with truly long-range
plans rather than day-to-day sur-
vival decisions assist any
manager in expanding perspec-
tive and learning to think more
broadly. There is no factual
reason to think that, given an en-
vironment with enough informa-
tion, there would be sex dif-
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ferencesin ability to plan effec-
tively for both today and
tomorrow.

Performance stability

In an era where people till
believed that women were the
victims of raging hormones, their
ability to sustain high levels of
performance was in question.




WHITIHGr
COURSES

COMEAND GO ...

"Put It in Writing? from I nternational Writing | ndtitute.

Unlike other writing courses, this one has been around and
building proven sucoess goriessnce 1972 "Put It in Writing” is by far
the mog widdy used writing coursein the English-gpesking world. Its
author, Albert Joseph, has dmog certainly taught more people how
to write than any other writer or educator who ever lived.

Thejob we did for AT& T isan example of "Put It in 'Writing's'
glittering record. Through our audiovisud and workbook meterids,
18000 AT& T employess have learned how to write more effective
letters and busness reports.

At E. I. du Pont, 8,000 people have taken our course. Another
4,000 at the State of Michigan. And our program is internationd -
used for teaching plain English to Canadians, Audrdians, South
Africans, eventhe English! (Yes "Put It in Writing" was trandated in-
to British English lagt year.)

Our experience hastaught us something dse too: Writing courses
needn't be expendve ... Needn't codt thousands of dollarslike some
you've ssen come and go through the years.

The cog of "Put It in Writing": For workbooks and dl audiovisud
materias — dightly under $25 per person.

If you could buy 16 years of Sucoessin teaching concise writing for
only $25 per person, what would you cdl it?

In plain English, weld cdl it abargain.

. . INTERNATIONAL WRITING INSTITUTE, INC.
1! Hanna Building

A A A Cleveland, Ohio 44115 Circle No. 129 on Reader Service Card

48 — Training and Development Journal, March 1982

Women were expected to res-
pond emotionaly in stressful
situations. The description of
that emotional response might
wdll have been tears. Of course,
men might respond emotionally
to stress also, but the male
response is more likely to be
anger ... or ulcers. In the 1980s,
educated people understand that
neither men nor women are con-
trolled by the hormonal changes
both experience. They are dso
beginning to understand that it is
important to incorporate
controlled emotionalism and in-
tuitiveness into executive deci-
son making. A participative
management style is particularly
useful in this regard since it
alows input from a variety of
personalities and perspectives,
and thus increases the possibility
of including positive emotion as
well as logic in the final decision.

The possibility of stress hinder-
ing effective management is cer-
tainly increasingly recognized by
enlightened corporations. This is
not a problem peculiar to women
in management. Solutions from
corporate jogging and athletic
complexes to company-financed,
transcendental meditation classes
proliferate. Both men and women
in demanding positions may need
assistance to keep stress levels
low and performance stability
high. No evidence exists to sup-
port the old myth that the pro-
blem is greater for women. It is
a human problem.

There is one variety of stress
which women who are upwardly
mobile in corporations may ex-
perience — isolation. WWomen
who succeed are still often seen
as exceptional, whereas men are
expected to succeed. The suc-
cessful woman may be seen as
being better or different than her
"sisters." That sense tends to
isolate successful women and
may make them feel self-
conscious. Successful men are
dtill part of the fraternity. At
high corporate levels, women
may simply lack female peers. It
is unlikely that they can achieve
the same level of relaxation and
rapport with male peers. This
isolation may result in breaking
the natural flow; women may



falter under scrutiny rather than
move naturally with the cor-
porate context. Less sense of
satisfaction or pleasure in
achievement may result for suc-
cessful women. Still the penalties
in no way outnumber the
rewards of a successful business
career for many women.
Corporations are now in an un-
precedented era of rapid change.
Managers with competence,
creativity and daring are needed
more than ever as guides
through and shapers of change.
In response to new ecological,
socid and individual needs, the
time is right for a widened
perception of the management
model of the future. This future
management model must fully
use the skills and abilities of both
men and women in corporations.
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