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ABSTRACT: This paper will emphasize two approaches showing considerable promise in the United States 
and other countries. These options may be adapted for use at university or high school levels, as other or-
ganizations involved in global sharing begin to document results of leadership training programs. The arti-
cle covers systems approaches for improving results based on performance excellence, vision, mission and 
core values or you need a self-assessment tool to help you identify areas that need improvement (e.g. The 
Baldrige Excellence Framework, The Bolman and Deal Model). These models or perspectives may be used 
as a driver for enhancing the role of leadership, but the blending of both provides criteria so that results are 
measurable and can be validated and replicated.  
The article also correlates with the communication topics which support workplace development are an 
arena where most women operate differently from men because of a more collaborative nature, ability to 
network, and communication styles. The analyzed data demonstrate the need for a leadership model that 
focuses on results and accomplishments of women in leadership. 
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АННОТАЦИЯ. В статье рассматриваются два подхода к интерпретации лидерста, являющиеся 
наиболее перспективными в США и других странах. Они могут успешно применяться в практике 
высшего образования или старших классов общеобразовательной школы, так как к настоящему 
времени уже накоплена достаточная база результатов внедрения программ по развитию лидерских 
качеств, проеденных в разных организациях. В статье описываются два системных подхода, приме-
няемых для развития лидерских качеств: на основе результатов работы, перспектив развития, цели 
и базовых ценностей; на основе необходимости внедрения механизмов самооценки для выявления 
областей, нуждающихся в улучшении (напр. The Baldrige Excellence Framework, The Bolman and 
Deal Model). Эти модели или подходы могут быть использованы в качестве стимула к усилению ро-
ли лидерских качеств, а сочетание обоих подходов позволяет получить измеримый результат, кото-
рый может быть оценен и использован в качестве образца.  
В статье принимаются во внимание темы коммуникации, которые способствуют развитию сотруд-
ника и которые являются той обрастью, в которой женщины-руководители значительно отличают-
ся от мужчин, так как первые более склонны к сотрудничеству, общению и взаимодействию. Про-
анализированный материал подтверждает необходимость создания модели лидерства, сфокусиро-
ванной на результатах и достижениях женщин в должности руководителей.  

Introduction 

s one of the many global perspectives 
to be shared at the 2017 Women’s 

Leadership Conference in Ekaterinburg, Rus-
sia, this paper will give emphasis to two ap-
proaches that are showing considerable prom-
ise in the United States and other countries. 
Either or both of these options may be 
adapted for use at university or high school 
levels, as other organizations involved in 
global sharing begin to document results of 
leadership training programs. As reported in a 
2016 study by the American Association of 
University Women (AAUW), leadership train-

ing programs are showing mixed results. 
Training at the high school or university levels 
show the most promise. The approaches ex-
amined here have proven, successful results. 

According to a list published by Zoe Con-
sulting on January 2, 2017 (http://www. 
zoetraining.com) the top ten leadership train-
ing requests in corporate America are strategic 
planning, harassment prevention, business 
writing/emailing, emotional intelligence, time 
management/productivity, cultural competen-
cy/diversity, compassion fatigue, creativity, 
leading change, and DISC. Additionally, the 
newest content requested is Data Analysis. The 
majority of these topics correlate with the 
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Baldrige framework listed below and the com-
munication topics which support workplace 
development are an arena where most women 
operate differently from men because of a 
more collaborative nature, ability to network, 
and communication styles. A press conference 
by Speaker of the House, Paul Ryan (USA Fed-
eral government) on October 7, 2017, stated 
the following: “We have addressed inputs and 
efforts rather than measuring outputs and re-
sults”. His comments demonstrate the need for 
a leadership model that focuses on results and 
accomplishments. 

The Baldrige Excellence Framework 
is a Systems Approach 

Baldrige embraces not only continuous 
improvement and quality tools such as Lean 
Six Sigma, but is also available world-wide to 
organizations representing large and small, 
profit and non-profit, business, health care 
and education. The Baldrige framework 
booklet embraces a set of seven criteria for 
achieving performance excellence, and a re-
search-based set of questions for leadership 
and management practices. The Baldrige 
program provides global leadership based on 
core principles, researched validated practic-
es, and strategies from which to choose. As a 
baseline beginning, it can be used as an as-
sessment of any organization. The assess-
ment, in turn, may be utilized in strategic 
planning and monitoring for results. The sev-
en Baldrige categories are:  

1. Leadership 
2. Strategic Planning 
3. Customers  
4. Measurement-Analysis-

Knowledge Management 
5. Workforce 
6. Operations 
7. Results 

What makes Baldrige different? 

Baldrige helps organizations address a dy-
namic environment, focus on strategy-driven 
performance, achieve customer and workforce 
engagement, and improve governance and eth-
ics, societal responsibilities, competitiveness, 
and long-term organizational sustainability. It 
offers you a comprehensive management ap-
proach that documents the results in all areas, 
including organizational and personal learning, 
and knowledge sharing. The 2017-2018 
Baldrige Excellence Framework booklet 
additionally provides guidance in: 

 Managing all components of your organ-
ization as a unified whole; 

 Analyzing cybersecurity risks to data, in-
formation and systems; 

 Understanding the role of risk manage-
ment within a systems perspective. 

Although non-prescriptive, every category 
of the Baldrige framework is followed by a set of 
research based questions that help organizations 
and institutions analyze the current situation.  
These questions are followed by a potentially 
impactful question, “How do you know?” 

 
 

 
 

Point 1. Criteria Category and Item Overview 
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Briefly explained are the seven criteria as 
shown above from a systems perspective: 

 Organizational Profile sets the context 
for your organization and provides background 
and meaning; 

 Grouping the first three criteria, Lead-
ership, Strategy and Customers, empha-
size the importance on focusing the number 
one category (Leadership) on Strategy and 
Customers; 

 The system foundation, number four, 
Measurement; 

 Analysis and Knowledge Man-
agement is essential for a fact-based, agile 
system engaged in continuous improvement; 

 The results ‘triad’, five, six, and seven, 
Workforce, Operations, and Results, in-
cludes workforce focused processes, key opera-
tional processes and the results they yield. 

The Bolman and Deal Model 
is another important tool 

A second important tool or approach for 
undertaking a leadership role is an under-
standing of how organizations/institutions 
function. Bolman and Deal’s model provides a 
helpful lens to analyze and implement each of 
the four frames: structural, human resources, 
political, and symbolic. This model has been 
synthesized from the cross disciplines of soci-
ology, psychology, political science and an-
thropology. 

The basis for knowing the frames is so 
that leaders can operate from more than just 
their intuitive frame and reframe to match 
situations. Every situation is viewed differ-
ently depending on your own frame of refer-
ence or perspective and so the resulting ac-
tion or reaction may be different. If one is 
more systems-oriented, then rules and struc-
ture are more important than people or sym-
bols.  The difference in perspective is evident 
almost immediately, both in how an employ-
ee is on-boarded and how offices or cubicles 
are designed. Bolman and Deal see their 
model as a tool for analyzing and redesigning 
the parts of organizations that don’t match 
the changing society. Many organiza-
tions/institutions have disappeared or be-
come threatened, such as needed changes in 
health care, finance, education, etc. 

The structural frame uses the metaphor 
of machine to describe elements  

of the model 

This frame helps define the roles and re-
sponsibilities on an organizational chart, goals, 
policies and procedures, and helps coordinate 
a view as to how an organization can function 
most efficiently to align units of operation (fi-
nance, sales, accounting, academic depart-
ments, etc.). Additionally, current external cir-
cumstances (changes in demographics, politi-

cal implications, technology, economics, envi-
ronment, etc.) provide challenges as do con-
stant shifts in global relationships. A misa-
lignment may cause dysfunction, and a reas-
signment or redesign is more easily identified 
if there is a context like Baldrige as an over-
arching constant and measurement.  Questions 
like the following should be considered: 

 How are organizational/institutional 
goals set? 

 Do these goals/needs reflect a changing 
demographic and their needs (gender, millen-
nials, global)? 

 Are these goals realistic and attainable? 
 Have we hired or do we recruit people 

who can support these needs? 
 Are structures in place to both support and 

attain the needs and goals we have identified? 

The human resource frame emphasizes 
the human aspect of understanding 

and valuing people and their 
relationships.  

The metaphor for this frame is family 

Individual needs, feelings, skills, and bias-
es are the most important aspect if one views 
organizations from this frame.  There is a need 
to understand and apply the fit between people 
and the organization and to provide profes-
sional development opportunities so that peo-
ple can enhance their skills and grow as organ-
izations change and reshape direction. Ques-
tions that should be considered when operat-
ing from this frame are: 

 Do they feel more like stakeholders in 
the organization rather than merely employ-
ees?  How is this demonstrated? 

 Are employees satisfied with their jobs 
(i.e. measured by surveys, job satisfaction, re-
cruitment, exit interviews)? 

Many women instinctively operate from 
the human resource frame.  The addition of a 
result-driven approach such as Baldrige helps 
organizations and institutions focus on includ-
ing financial success that differentiates and 
helps organizations survive and change. One of 
the issues in the changing demographics and 
enrollment in higher education is the need to 
introduce a more fiscally responsible approach 
to education. 

The political frame emphasizes power, 
competition, and gaining a fair or more 

than fair share of scarce resources. 
The metaphor for this frame is a jungle 

The allocation of power and resources 
when agendas are set, the impact of bargaining 
and negotiation, management of conflict, etc., 
are the foundation of this frame. Industries 
that have had expansive changes because of 
technology in the United States have necessi-
tated changes in finance, education, health-
care, pharmaceuticals, real estate and other ar-
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eas. A recent incident in Alphabet/Google 
highlighted a number of concerns about gender 
differences in both ability and style. 

It is in the political arena that a woman’s 
style of leadership is often at a severe disad-
vantage in many organizations. In the United-
States,there are fewer women in top level man-
agement, and also politics. It is a lack of under-
standing of political acumen and the “good old 
boys network” that hurts many women in lead-
ership roles.  The emerging attention on wom-
en’s styles (less force and coercion and more 
alliance building and networking) is more 
prevalent in mentoring and networks of wom-
en in leadership roles who welcome and sup-
port other women. Questions that should be 
considered are:  

 What changes in our business respond 
to the changing societal trends (economic, de-
mographics, age-related)? 

 Are these changes reflected both inter-
nally and externally? 

 Is there a flatter (matrix-like) structure 
so that communication among departments or 
operating unites is more fluid and transparent? 

The symbolic frame focuses 
on meaning and faith.  

The metaphor for this frame is theatre 

It appeals to tradition, recognition, cer-
emonies, rituals, and captures history of an 
organization such as the pride and achieve-
ment of the company. This frame appeals to 
pride, emotion, and a sense of belonging. 
This frame is less concerned with rules, poli-
cies, etc. than an appeal to the heart and soul. 
Results are less important than passion, or-
ganizational culture, and symbols. In this 
frame the role of the leader is to inspire crea-
tivity. Events such as orientation or on-
boarding, graduation and retirement are 
driven by sharing the culture and history of 
an organization, how it impacts people (first 

generation college, well being, safety, etc.). 
Questions to be considered in this frame are: 

 Is there a mechanism for sharing the or-
ganization’s story? 

 How are contributions recognized and 
celebrated? 

 Are there specific rituals and myths that 
are a part of the corporate culture? 

 How is this demonstrated both internal-
ly and externally? 

Concluding Observations 

It is significant to note that either model 
or perspective may be used as a driver for en-
hancing the role of leadership, but the blending 
of both provides criteria so that results are 
measurable and can be validated and replicat-
ed. Add to this, the ability to move between 
frames so that multiple perspectives are recog-
nized, shared, and inclusive. The latter may be 
overlooked, and is a perspective that is often 
understood more readily by women in leader-
ship because women (studies have shown) tend 
to be ‘better listeners’. 

Whether or not your organization needs 
a systems approach for improving results 
based on performance excellence, vision, 
mission and core values or you need a self-
assessment tool to help you identify areas 
that need improvement, Baldrige is a proven 
approach to continuous improvement.  The 
Bolman-Deal model adds the additional 
‘lens’ for understanding people and symbols 
in your organization. 

As stated earlier, both models would pro-
vide a comprehensive approach for educating 
women leaders of the future. The university 
level for creating and sharing best practices in 
developing women leaders is an opportunity 
that could be achieved through global partner-
ships and shared in conferences such as this 
one, hosted by Ural State University, Ekaterin-
burg, Russia. 
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