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f‘_ ggganiéational Devalopwent and Goals: A Consultant's View of Women's Centers

i

'ny purpose here is to present the views of a consultant/advisor who was brought
into thisg-effort to provide an external e;hluatiOn of the proposed organizatién. I
wazs asked to provide this service by the woman who at that time had the operational
responsibility of organizing the Women's Center. At the time I joined the group,
three (3) organizational documents had been created: 1) Women's Center flow chart,
2) responsibilities, 3) initial objectives. A Ebman'l Center Organizational
Committee was Ehe place I was specifically asked-to work. The situation as Barb has.
described it and represented by these three (3) documents raised concerns in my
mind ~ evaluating it from an organizational/management point of view. Without
getting into the specifics of the Center, which Margot will, the larger concerﬁs
which we felt had to be answered first were: 1) clientele - wh; was to be served
by the Center? Students, faculty, professional staff, support staff, spouses,
rcommnity members, men, the Uniéersity, various women's groupg. 2) resources -
li;ited financial resouices, poor physical location (Men's Building), people were
our major resource. The conflict was one of how do we serve an efficient and limited

nunber of clientele but recruit the number of people needed who were the primary

resource, & political solution? 3) scope of activities - this preseﬁted the conflict.

More clearly, do we serve a narrow range of activities well or do we serve as

many needs ;s expressed by the needs assessment and risk spreading our major resource
too thinly? 1If you will recall the list of thgtgfen (13) objectives that wers
constructed originally, they included the following functions: referral - informa-

tion (library); inqestiggiive, e.g., affirmative action violations; research

_ needs; programning or educational; recruiting.of students and candidates; and

counseling. As I mentioned earlier, a political (not partisan, but priority)
decision was needed and debated vigorously. Although resources were limited, the
institution did provide recognition, facilities, support services, and legitimacy.

On the other hand many felt that .this provided restrictions, both in scope and
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intensiry of operationa, ch;t were morally intolersble. The claesic conflict
between idealism and pragnitiem! Further, the answer would have aignificantnimpli-.
cations for recruitment of per%omlel and credibility with those to be served, i.e.,
the future of the Center itself. o ,

The resolution was a8 difficult- one and was resolved in relation to the
fourth concern I had - goals. The most important item to me in the list of
hgoals that had been established was thaf_they all related to substance of services
of the Center and none related to maintenance of the system. Every organization
needs to devote some of its resources and efforts to its goals. '

The second concern I had with the goalé statement was that there was no
priority, long term va. short term, in allocating resources to their accomplishment.
This was a reflection of the problem I mentioned carlier regarding clientele and
trying to eerve everyone. o |

There also was no timetable for their accomplishacui nor a system of

evaluvating prog}ese or lsck of it in meeting these goals. This third problem

wae especilally significant in relation to the current trend of accountability in
higher education gencrally and in the field of student developuent specifically.
For a new subsystem, guch as a Women's Center, an institution will require more
vigorous evaluation, even though the resources they allocaté often are minimal.
Operations ~ the final problem area that concerngd me as an organizational
consdltant was that of authority. There was some confusivn as éo its organizational
etatus. The Center wae & sexrvice or extension of the Deon of Students' Office
and therefore, a very definite authority line existed with the institution.
Authority within the Center was somewhat confused with the structure that
had exiated. The large {fifteen (15) member) advisory hoard was cumbersome,
~ difficult to call together, and with the established go.ls - tended to move -
_into an operational function, rather than a policy~setting function. This

often can lead to problems of responsibility for the adninistration of the system.
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. RECOMMENDED ORGAMIZATION AND ADMINISTRATION

To resolve thege concerns, the Women's Center was established along tyo (2)
pazameters - organizational puidelines and operational guidélines.

- “The North Texas State University's Women's Center ig a structure deslgned to
provide needed services for the North Texas State University Comnunity, especially in
the area of women's concerns. The Center is created with the idea that it will
represent an organizational base, open to members of the‘university comunity {students,
staff, spour2g, and alumni}, which will make it possible to incnrease institutional
responaiveness to individusls by providing a more effective means of communicating
their needs. .

The basic purposes of the Women's Center are twofold: to define and id;;tify
the needs of women in the NTSU Community, and to encourage and facilitate institutional
and community resﬁqnse to those perceived needs. Thesafresponses may be seen to
exist In such areas as education and program, counseling and referral, facilitatioﬁ
or organizationél malntenance. ;he range of such responses will be determined by
the assessed needs and ;esahrces of the campus and community.

The Women's Center has been initiated as a service of and an adjunct to the
Gffice of the Dean of Students of North Texas State University. Under its present
organization, the Center 1s dependent upon the University for financial and
advisory su?port. An Advisory Board, composed of representatives of all'
segments of the university community, will provide direction for the Center.

Adninistrative functions of the Center will be carried out by the Coordinator

of the Women's Center undet the direction of the Dean of Students' Office.

GOALS

Immediate -~ construct a needs assessment instrhment; contact University library;
referral handbook, fall registration; publicity document; establish

operating principles; improve physical location; contingency plans.
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. In:ernédiaze - Muinfster the needs assessment; recommend program goala; Women's '
. Emphaais Week ~ lission with women's groups; liasion with major

; cenpus subsystens; develop volunteer stafé; expand referral handbooki N

-

Long range - 2rogr;n development; personnel revruitment and recognition; P.R. plans;

extension cf eervices to coqmuni:y. S

ISTRATION T
Staff: 1. Adniniltretion representation « institutional coordinator

2. Advisory Board -Iestablish long~term goals and accountability

. Board of Directors - consult on short-term goals

LY
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4. Coordinator/Director - administer the system
5. Support staff - assist in delivery of system goals
6. Comnittees - to carry out service goals

Accountability - Appointment* length of.term; replacement; evaluation; renumeration

The specifics of the,eystem are yhat Margot will present for the remainder of

the formal part of the program. Specifics about what I have presented have been

reserved for your questions, in order to tailor those details to your specific campus
situations.
Two (2) specific things that Margot and Boarb asked me to mention were: specific

suggestions of organizational parameters, which I call Organizational Action Process:

goals; objectives; analysis; strategies; tactics.

F Secondly, it was thought that my view, as a male working with women to organize

for their veeds, might provide some helpful insights. One defipite bias I have and

I believe was shared by the organizers of this Women's Canter was that to be effective

and mature, the Center would have to enlist and encourage the support of men. This .

point I8 controversial and needs to be handleé carefully but it seems to me that to

r provide opportunities for women to grow, to assert themselves; i.e., to change their
roles, the consequent positive and negative effects on the roles of men, for example;
married meh and their changing wives' roles, is a legitimate and mandatory topic for

" Women's Center programming and operations. An example of this need was svident in
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my appointment to th; organizational committee. While & woman was probably more
desirable for the system at that time, expertise was needed. In gathering expertisze
at the initial stages of development, eapecislly if the major resource is people,
discrimination is counter-productiem. I must admit, even though I felt welco;edt I-
did feel some resentment - not personally, but in relation to my idess} Or in
relation to my idea of using the Mén's Building ss reverse publicity. It was

more that "He really doesn't understand" where the motivstion for me was to turn an
apparent disadvantsge into a yeal advantage. A few times the vote on ny

suggestions came out as 7-0 agaiﬁst. This was followed immedistely ty much comnuni-
cation toward me to "convince me” of their position which I took as a group attempt
to let -me know that it was not a persoﬁal rejection. Adjustments need to be made

on both views of the gituation, which is political.




