ImIKE THE ATHLETIC TEAMS OF THEIR COLLEGE DAYS, MEN
AND WOMEN RUN THROUGH SEPARATE TRAINING PROCDLRAN\S.

THESE ARE THE
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THE WAY SHE HANDLES
HERSELF.

OUT A LOOK AHEAD SHOWSA MESHING OF THE TRAINEES
AND A NEED TO TEACH THEM TRAITS OF BOTH SEXES.



etween 1970 and 1978, the rate

at which women moved into

managerial-administrative posi-
tions increased 16 times more rapidly
than during the previous 20 years." As a
result, a women-in-management specialty
has evolved in the social and behavioral
sciences. Books, training seminars and
networking groups dedicated to advanc-
ing the selection, development and pro-
motion of managerial women now
abound.

These effortson behalf of women are
surrounded by controversy. Proponents
of women-only management develop-
ment programs believe that because
organizations embody masculine power
structures, norms and perceptions,
women need and deserve special training.
According to this view, moving women
into traditionally male-exclusive en-
vironments without addressing their
unique needs is tantamount to ensuring
their failure as managers. On the other
hand, advocates of combining women
and men in management development
programs contend that singling out
women for special training assumes defi-
ciencies among women managers. It
focuses undue attention on their unique-
ness, and promotes gender-based factions
within management.

This controversy presents a tough
dilemma for HRD managers: What
should progressive organizations do to
provide their male and female managers
with equal opportunities?

Shortcomings of women-
only programs

Women-in-management programs
philosophically assume that women, by
virtue of their gender, share differences
or deficiencies. Their deficiencies hinder
managerial effectiveness or, at the very
least, limit their ability to function op-
timally within male-oriented organiza-
tions. Thus, no matter how well inten-
tioned, separate management develop-
ment programs for women (or any group
based on social category) reveal a
remedial focus.
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Many women managers resent this
remedial bias. Being female in a male-
dominated work place often increases a
woman's visibility, isolation and perfor-
mance pressures.? Women-only training,
by increasing visibility and perceptions of
differences, may create more problems
than it solves.

Another limitation of women-in-
management training lies in the content
of such programs. A perusal of programs
developed exclusively for women
managers reveals these common training
topics: assertiveness, confidence building,
credibility and image, leadership styles,
power strategies, delegation, conflict
management and career development, it
is assumed that women lack these skills
and must work at developing managerial
behaviors.

But what standards are commonly us-
ed for evaluating women's skills in these
areas? Male models of management!
Organizational structures and manage-
ment theories traditionally derive from
military and team-sport models,
predominantly male spheres of influence.
So management development for women
often means teaching them to imitate
male behavior.

empathy and detachment, logic and emo-
tion, discipline and compassion, aggres-
sion and support.

The cal for an androgynous style of
management is not new. Bolton and
Humphreys offered such an approach as
a way to meet the changing organizational
norms of the American work place.®
Garen called for examining the potential
of men and women developing bottom-
line, people-sensitive management
styles.” Sargent articulated the need for
and issues involved in androgynous
management styles. Contemporary
management theorists such as Argyris,
Hersey and Blanchard, McClelland,
Blake and Mouton, Peters and Water-
man, and Ouchi emphasize the merging
of people orientation with productivity
orientation. Though they may not use the
term "angrogvnous management" to
describe this synthesis, they articulate a
management style that draws upon the
best of male and female behavioral styles.

Implementing androgyny

While many management theorists call
for androgyny in the work place, few of-
fer a plan for systematically developing

Organizational structures and management theories
traditionally derive from military and team-sport models,
predominantly male spheres of influence

The irony of this isthat women receive
negative evaluations when they behave in
ways perceived as masculine. Their
"masculine” management style isjudged
least effective.® Competent women who
behave in a masculine manner generally
are not well liked by their peers.* Middle-
level managers evaluate assertive women
less positively than they evaluate asser-
tive men.® So women managers may find
themselves in a double-bind situation.

An androgynous future

Progressive managers—male and
female—no longer concentrate on male-
typical traits and behaviors. The trend is
toward ablending of male (task-oriented)
and female (people-oriented) styles.
Managers today and in the future must
possess a repertoire of gender-flexible, or
androgynous, behavior that combines
competition and cooperation, confronta-
tion and collaboration, telling and asking,
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these skills. The following steps make up
a model for androgyny training. This
model isa result of consultation with For-
tune 500 to small regional companies in
a variety of industries.

Step 1. Conduct needs assessment.
The type and size of the organization, the
ratio of female to male employees, the ex-
isting organizational culture and the sex-
role attitudes of managers dictate train-
ing needs. The first step, therefore, isto
conduct a needs assessment through one
or more of the following methods.

* Focus group discussions —These are
structured discussions with five to seven
participants from one function, depart-
ment or level to determine key gender-
related issues. Initial focus group ques-
tions might include: "What perceptions do
the men and women hold about col-
leagues of the opposite sex in this com-
pany?': "What skills do male and female
managers in this company need to learn?":
and "What are some barriers or problems
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.moving women into traditionally male-exclusive environments without
addressing their unique needs is tantamount to ensuring their failure as

manager s

involved in supervising employees of op-
posite sexes in this company?" The ex-
ternal consultant and internal HRD
manager should determine relevant
questioinsjointly. For the sake of candor
on sensitive issues, however, the consul-
tant should conduct the focus group
discussions without having internal per-
sonnel present. Focus group leaders must
select a sufficient number of represen-
tative employees to participate and
skillfully probe the subtleties of par-
ticipants' comments. They must then ob-
jectively summarize and translate key
points into training needs.

¢ Personal interviews—1 hese solicit
detailed information from key,
knowledgeable people while providing
confidentiality. Questions may relate to
managers' perceptions of power strategies
used by women and men, the amount
and quality of communication between
them, and career development opportun-
ities available to managers of each sex.
Again the consultant and HRD manager
should collaborate on selecting questions,
but outsiders should conduct the actual
interviews. The interview method can be
used as a follow-up to focus group dis-
cussions.

» Surveys and questionnaires— Tiese are

used to determine quickly and efficiently
the needs of large numbers of personnel.
They may be standardized attitude
surveys, behavioral assessment in-
struments or original opinion question-
naires. Instruments that measure sex-role
attitudes, managerial styles, communica-
tion skills and androgynous behaviors are
available commercially and can also be
found in psychology literature. Original
questionnaires can be developed on
issues specific to an organization, such as
cross-gender mentoring, sexual harass-
ment and EEO policies. These methods
allow the speedy collection and analysis
of large amounts of information while en-
suring complete anonymity.

Plan to give careful attention to the
needs assessment phase. It will help en-
sure a program that targets relevant
organizational issues, meets w ith support
rather than resistance, and promotes the
long-term development of effective an-
drogynous management.

Step 2: Formulate objectives. The
second step is to translate needs into
specific program objectives. Because each
organization reflects different needs, a

universal set of objectives does not ex-
ist. Yet certain objectives commonly
emerge. The training program should be
geared toward enabling managers to do
some of the following:

« identify their stereotypes about ap-
propriate behavior for women and men;

¢ identify company norms and expec-
tations regarding appropriate behavior for
managers;

¢ analyze their gender-related com-
munication styles;

¢ identify bases of power for women
and men in the organization;

e pinpoint key skills and training
needs of male and female managers;

« determine motivating and restrain-
ing forces within the organization regard-
ing androgyny;

» set goals for developing androgynous
behavior in themselves and others;

e determinine ways of increasing
upper-management support of
androgyny;

» articulate the company philosophy
and individual attitudes on sexual attrac-
tion in the work place;

e cite legal definitions and company
policies on sexual harrassment;

« development methods of detecting
and preventing sexual harassment;

* set goals for implementing current
EEO policies;

e identify needs and set goals for
equal career development programs for
male and female employees;

« develop techniques for increasing
communication, support and networking
opportunities between the two sexes.
Step 3: Conduct training. Workshop
content will vary according to specific-
organizational needs and objectives, but
sessions typically cover these topics: sex-
role stereotyping; gender-related
organizational norms; verbal, nonverbal,
and interpersonal communication styles
of men and women; productivity-oriented
vs. people-oriented management
behavior; power strategies; androgyny;
sexual attraction; sexual harassment:
FFO policies; mentoring and career
development opportunities.

The training team should conduct
workshop sessions including equal
numbers of women and men. A
male/femal e training team isrecommend-
ed as a model of cross-gender collabora-
tion and communication. Such ateam can
reduce participants' defensiveness and

promote honest dialogue and empathy
between the sexes. This approach also of-
fers the advantage of dividing the group
for separate discussions on particularly
sensitive or emotional issues.

Training methods include lectures bas-
ed on research findings, exercises, case
studies, discussions and skill-develop-
ment role playing with videotape feed-
back. 'Throughout, blame or remedial
attention on either gender should be
avoided, and the overall goal of develop-
ing androgynous management skills in
both sexes should be emphasized.
Women and men should be encouraged
to coach each other in developing an-
drogynous behavior. For example, a
female participant skilled in empathic
behavior might work with a male col-
league who needs to enhance his empathy
skills. Or a male participant might assist
a female colleague in developing techni-
ques of effective delegation.

Because sessions are lively and interac-

tive and certain topics can be emotional-
ly draining, limit training to four-hour
segments. Full-scale programs can total
anyw here from eight hours to a full week
of training.
Step 4: Evaluate. Immediately after the
training, focus group discussions, personal
interv iew s, or surveys and questionnaires
can be conducted to solicit feedback. Par-
ticipants can comment on the feasibility
of program objectives, the relevance of
training topics, the quality of information
and exercises, the trainers' styles, their
motivation toward behavioral change,
their sex-role perceptions, and the com-
munication between female and male
trainees.

Over time, the HRD staff should solicit
quantitative data or behavioral measures
of program effectiveness. Administering
the same attitude surveys or behavioral
instruments that were given during the
needs assessment w ill provide pre- and
post-test information on training effec-
tiveness. The amount of change in sex-
role attitudes and gender-flexible behavior
can be charted for the training group.
"These measures can be administered
periodically to determine the transfer of
attitudes and skills from the workshop to
the work place. In addition, the number
of sexual discrimination or sexual harass-
ment complaints can be used as indicators
of program effectiveness.

Managers' androgynous skills should be
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evaluated through formal assessment
centers, videotaped role-play analysis or
perceptions of subordinates and
superiors. The criteria should be incor-
porated into performance reviews.
Organizational support and incentives will
help make androgynous management a
permanent company norm rather than a

fleeting training ideal.

Progressive and profitable

Training employees separately based
on gender isthe way of the past. Honest
dialogue and cooperative interaction be-
tween female and male managers, rather
than blame, defensiveness or separatism,
is the goal of progressive organizations.

Once male and female managers realize
that both sexes are affected by society's
role expectations, which restrict
behavioral options, they can work
together toward developing androgy nous
management skills in their work places.
When the diverse talents of female and
male employees contribute to the shap-
ing of modern work climates, both the
organization and al its members will
profit.
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2 DAY SEMINAR: BUILDING A PROFITABLE

CONSULTING, TRAINING & SEMINAR
BUSINESS WITH PERFORMAX SYSTEMS

How To Reach The Top 10% In Earning Power
Become Certified To Use All Performax Instruments In Just 2 Days

Information packed, strategic, hands-on. 2 day sem-
inar to insure your profitability in the consulting, train-
ing and seminar business.

WHAT YOU WILL LEARN: Pract.cal/specific strat-
egies to sell more & better consulting services, tram
ing programs, seminars/workshops/classes ¢ Mar-
keting « Fee setting » Brochures & Advertising * How
to use/Certification to use the Performax Personal
Profile and all other Performax instruments « How To
Develop A Comprehensive Marketing Plan and make
it work ¢« How to get clients to want to see you ¢
Enhanced facilitation skills « Contracts * Invoicing ¢
How to network effectively « How to get access to
400 + consulting/training tools « Market segmenta-
tion « Promotional methods to fill seminar seats « How
to set seminar prices/select locations & topics ¢« How
to get referral and follow-on business ¢ And much,
much more

WHO SHOULD ATTEND: Anyone interested in
building/maintaining a profitable consulting practice
and/or training and seminar/workshop business Prior
enroliment 58% experienced professionals: 42% new
to the business.

SEMINAR MATERIALS: Materials extensive & ex-
haustive. Designed to maximize learning and serve as
on-going strategy guide You will be certified to use
all Performax instruments and receive system/tools/
programs for immediate use with your clients & par
ticipants. Materials include 125+ pages of written
materials & 5+ hours of cassettes

SPECIAL EVENING CLINICS: Obtain added value
by selecting from two optional evening clinics at no
additional charge Marketing Problem Solving Clinic
or Marketing Plan Development Clinic

YOUR SEMINAR LEADERS: Seminar personally
designed & conducted by BILL REZMERSKI, Presi-
dent. Performax Systems International. Marketing Di-
vision. and HOWARD L. SHENSON. publisher of The
Professional Consultant and Seminar Business Report
newsletters Both are internationally recognized au-
thorities on marketing of consulting, training and sem-
inars. Combined, they bring 35 + years of practical
experience, have trained more than 75,000 consult-
ants/trainers, have authored 15 books/audio learning
programs. Effective presenters, they will share -their
vast experience generously.

Bill Rezmerski Howard L. Shenson

SEMINAR DATES & LOCATIONS

SAN FRANCISCO DENVER
March 7th/8th (Thurs/Fn)  April 25tn/26tfi (Thurs/Fri)
Hyatt Regency Sheraton Denver Tech Center

NEW YORK CITY CHICAGO
May 2Ist/22nd (Tues/Wed) June 27th/28th (Thurs/Fn)
Sheraton City Squire The Hotel Continental

First day 9:00 a.m. until 5:30 p.m Second day 8:00
a.m. until 4:30 p.m. Optional (No Charge) Evening
Clinics. First Day 7 30 until 9:00 p.m

FEE & REGISTRATION: The fee for the 2 day Sem-
inar, including all materials & refreshment breaks, is
only S375 and includes evening clinic and your full
certification to utilize all Performax instruments To
register, complete the form below and return by mail
or phone your registration to 612/540-5110 & charge
to VISA. Master or American Express card.
SLEEPING ROOMS: have been blocked at special
rates. You will be given full information when you
register

CANCELLATIONS: You may cancel your registration
up to 72 hours prior to Seminar and receive a full
refund.

EARLY REGISTRATION BONUS: If your registra-
tion is received at least 3 weeks prior to the Seminar,
you will receive as a free gift your choice of either
of Howard L Shenson's informative cassette pro-
grams How to Build & Maintain Your Own Consulting
Practice (price $79.) or How To Develop & Promote
Profitable Seminars & Workshops (price $96) Each
is a full day-long seminar recorded live with complete
written materials.

TAX DEDUCTION/EDUCATION CREDIT: US.
Treasury Regulation 1.162-5 permits an income tax
deduction for educational expenses (registration fees
and cost ot travel, meals and lodging) This Seminar
has been approved for 1.4 units of continuing edu-
cation credit.

Performax Systems International
12755 State Highway 55'
Minneapolis, Minnesota 55441
(612) 540-5110)

REGISTRATION FORM

Please reserve

in the city of _

seat/s for me in the Seminar to be conducted on the date of

understand that the fee for each registrant is $375

| am registering at least 3 weeks in advance Send me my free gift

+ Consulting Tapes
Name
Firm/Org
City
Method of Payment: « Check « VISA ¢

Card No

. Address

Master « AmEx

Signature

* Seminar & Workshop Tapes
Phone ( ).
. State .Zip —

Expires

Mail To: Performax Systems International. Inc / 12755 State Highway 55
Minneapolis. MN 55441 / For faster service phone 612/540-5110
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