Roles and Responsibilities of Student Organization Officers

As an officer of a student organization, you may feel unsure of your role. What you expect of yourself
and what others expect of you may not quite be one and the same. This next section isto assist you in determining
what your role as an officer is, and to help you convey that role to the members of the group.

The success of an organization depends largely on its leadership and how the group reacts to and follows
that leadership. But leadership does not mean doing all the work yourself or being "The Boss." The following
discussion was extracted from a Leadership Manual from Pennsylvania State University. It isan excellent outline
covering your role and your group's expectations.

THE GROUP EXPECTS YOU TO FOSTER GOOD GROUP RELATIONS AND A GOOD GROUP CLIMATE

Know Your Group Members
Support Your Group
Convey Your Enthusiasm
Encourage Communication
Be Facilitative

Be Organized

Delegate Responsibility

Be a Resource Person

Plan and Conduct Meetings
Encourage Evaluation

KNOW YOUR GROUP MEMBERS

Group members will have sets of expectations for their relationships with you. It isimportant that they

feel accepted and that their ideas are heard, their contributions recognized, and their talents and skills employed.
L eaders often make the mistake of utilizing one or two members exclusively instead of giving everyone an
opportunity to participate. Some members of the group probably will become your close friends; however, as a
leader, you must extend yourself to all membersin an attempt to discover information and skills that each member
can contribute to the organization. You must also try to understand why the members joined the group in order
to help them have the kinds of experiences they are looking for or to help them expand their commitments.

Ways to Increase Your Effectiveness

Make a point of having informal conversations with each member outside of the scheduled meetings.
Meet the committees to assist them in their planning.

Encourage informal social get-together for the organization.

Recognize each member by name outside of meetings. Know something about members backgrounds.
Learn to listen carefully to each member.
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SUPPORT YOUR GROUP

Asthe leader of the group, group memberswill expect you to support group decisions, committees, projects,
and programs. Although you should be willing to contribute your support, this expectation places some awkward
demands on you. First of al, it isvery time-consuming. Secondly, since you are the group leader, members will
often turn to you to make on-the-spot decisions rather than to the appropriate officers or committee chairpersons.

It isimportant for you to support your officers and chairpersons and involve them in decisions; otherwise, group
memberswill view them as mere figureheads with no responsibility, and all of the work will fall back on you.Have
you delegated varying degrees of responsibilitiesto all members to build group morale, group cohesiveness, and
individual involvement, enthusiasm, and commitment?



Ways to be Supportive

Remember that your communication about the group conveys your involvement, commitment, and
enthusiasm.

Insure group consensus on decision and personally support those decisions.
Act as acommittee member for some events.

Be available as a"sounding board" for group members ideas.

Support your officers and chairpersons.
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CONVEY YOUR ENTHUSIASMS

Enthusiasm is active and is conveyed in many ways. Your constant contributions of new ideas and
information to improve the group's progress are definite indicators of enthusiasm. Your role as an effective
spokesperson, participation in group projects and programs, recognition of contributions made by group members,
and need to justify decisions on the basis of group goals are all enthusiasm indicators.

The influence you have on the membersis tremendous, and thus, your attitudes and actions will be carefully
scrutinized. No one wants to commit himself or herself to a group in which the leader appears uncommitted. A
disgruntled, discouraged, apathetic leader is a quick death sentence for any group. Voice your concerns if you
have these feelings, or if you are really apathetic about the group, you had better ook at why you are continuing
asthe leader.

Points to Remember About Enthusiasm:

1 Recognize the influence you have as the group leader.
2. Convey your enthusiasm appropriately.
3. If you are discouraged, let the group know how you feel.

ENCOURAGE COMMUNICATION

Good communication is vital to agroup. If thereislittle mutual understanding within the group and no
agreed-upon procedures, it will be difficult for the group members to work together. As the group leader, you
will be expected to facilitate communication. Keep in mind that human communication is a complex phenomenon
affected by the motivation and behavior of the sender as well as the perception and motivation of the receiver.

Obviously, communication is not achieved through words alone. Considerable nonverba aswell as verbal
interaction is often necessary for effective communication to take place. Equally necessary for effective
communication to take place. Equally necessary are good listening skills. When group members are listened to,
they tend to express themselves more clearly and listen more to each other.

Points to Remember About Communication

1 Attempt to keep communication open by encouraging the participation of others.
2. Propose regulation of the flow of communication when necessary.
3. Avoid "killer phrases” that stifle creativity, e.g., "It won't work," "Let me sleep on it,” "We tried
that before.”
4. Do not underestimate the importance of tone of voice, choice of words, facial expression, and
posture in communication.
BE FACILITATIVE

A leader who often railroads the group into accepting his or her own ideas, monopolizes the meeting time,
and favors a select few frustrates group members. They are also frustrated by a leader who is passive, has no
goals, is powerless, and offers no suggestions because he or she assumes that the group will provide its own
direction.

Group members expect you to be a FACILITATIVE leader, that is, aleader who realizes that the group



p needs direction, but does not provideit based solely on hisor her ownideas. AsaFACILITATIVE
leader, you work with members to gain group direction and solve problems. You help the group integrate
|nformat|on facilitate communication between group members, and aid the group in determining when it is ready
to reach consensus. You promote afeeling of solidarity that enables all membersto think of themselves as a part
of the group, of value to the group, and committed to the goals of the group.

Ways to Become FACILITATIVE
Make sure that all group members have the opportunity to contribute their ideas.
Offer information as well as solutions.
Help the group make decisions that reflect the feelings of the group.
Summarize decisions and relate them to group-established goals.
Use "we" instead of "I."

BE ORGANIZED
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Group members expect you to be the most organized member of the group. For some leadersthisisavery
natural role, for othersit isavery foreign one. If you are the creative type who naturally exists in minor chaos,
you had better make sure that you have a group member to assist you with organizational skills. Basic organization
requires some time and effort, but the security it providesisworthwhile. It also sets an example for your group
members to follow when they assume defined responsibilities.

Way's to Become Organized

Chart the overall structure of your group; define relationships and responsibilities of positions and
members.

Chart the group's involvement in terms of projects, programs, issues, and concerns. With the group,
determine progress goals.

Keep alist of current projects and people who have been assigned to handle them. Check their
progress.

Double-check all arrangements for which you are responsible.

Maintain and utilize adequate information files, committee reports, evaluation forms, personal files,
and budget reports.
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PROVIDE DIRECTION

In anewly organized group, an early decision is the formation of the organization's goals. These goals,
if they are honestly goals to which the members are committed, will then provide direction for activities and set
the norm for a group decision-making process. In long-standing organizations, the leader must find ways to make
the new members both aware of the organization's goals and committed to them, in addition to developing the
group decision-making process.

Ways to Provide Direction

1 Take time to orient new members to your organization.

2. Justify, as a group, each decision or each program only based on how it contributes to the actualization
of the organization's goals.

3. Asagroup, evaluate your progress periodically to make sure that you are moving in adirection, which
Is acceptable to the membership.

4. Plot programs on a chart to visualize the direction in which the group decisions are moving the organization.
5. Encourage reevaluation of existing goals. Be flexible enough to allow the group to add to or change its
goals.

Delegate Responsibility

A prime function of every organization leader, if he or sheis committed to the goals and the very existence
of the organization, isto develop group members to become future group leaders and to carry on the work of the



e group. Thisdevelopment, which is especially crucial in University organizations because of the high
turnover rate in their membership, can often be accomplished through the delegation of responsibility. Leaders
may be reluctant to delegate responsibility because they feel that members are incompetent, or they may be hesitant
to give up part of their authority for fear of losing status or having someone do a better job. Most of the time,
however, leaders just do not know how to delegate responsibility.

Another aspect of this problem is the use of volunteers. Leaders are often discouraged by the fact that
the group comes up with great ideas, but no one assumes responsibility for them. You should feel secure enough
in your position to use appointments instead of always asking for volunteers. A member can always decline the
task, but in knowing your members well, you are apt to choose a member who will perform the task better than
someone who volunteers. Also, in the process of appointing a person, you display confidence in members who
may be afraid to volunteer.

Points to Consider When You Delegate Responsibility

Does the responsibility tap the skills, interests, or talents of the individual ?

Isthe responsibility well defined? Does the person have an accurate understanding of the job to
be done?

Does the responsibility create a challenge for the person and demand some decision-making on
his or her part? The responsibility should include the authority to make the necessary decisions.
Isthe responsibility delegated in an atmosphere of mutual trust? Can the person count on your
support? Can you count on the person to carry out the responsibility?

Have you del egated varying degrees of responsibilitiesto all membersto build group morale, group
cohesiveness, and individual involvement, enthusiasm, and commitment?

BE A RESOURCE PERSON
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Asthe leader, the group members may expect you to have all the answers. Of course, thisisimpossible,
but as afacilitator, one of your chief concerns has to be with your ability to get information. You were probably
selected as aleader because you seemed to be better at this than others. Be aware of the fact that group members
often want you to provide them with information so that group solutions can be achieved.

Ways to Get Information

Study the university structure and policies.

Utilize your group advisor(s) and Student Life and Leadership staff.
Consult with leaders of other organizations.

Utilize group members who have the necessary information.
Develop task forces - committees to research the information.

PLAN AND CONDUCT MEETINGS
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Regardless of the meeting structure your group uses, you will hold the primary responsibility for planning
the meeting agenda and conducting the meeting. It is of utmost importance that you prepare an agenda before
the meeting to determine the amount of time necessary to cover each item and to perhaps make a judgment as to
item priorities. Be innovative in your meetings. It isnot necessary to follow the same format at each meeting.
Try using new meeting structures that best fit the needs of particular situations. For example, if you are searching
for new approaches or ideas, use a brainstorming technique or bring in a resource person.

Help the group learn to make wise use of meeting time. Discourage people from restating the same opinions
and encourage them to briefly acknowledge their concurrence. Standing reports should not be eliminated without
prior consultation with the persons responsible; however, it is possible to mimeograph reports to save time and
to provide afuture reference for group members. Encourage group members to make their comments to the total
group, rather than engaging in private conversations during the meeting. If you use an informa meeting structure
based on group consensus, constantly attempt to move the group to a decision and to make sure that each member
has the opportunity to voice an opinion.

Be concerned with the meeting place. Factors such as chair arrangements, table space, lighting, and



ventilation all contribute to the climate of your group. The physical factors should lend themselvesto a
working environment and should fit the meeting structure you choose.

Points to Remember As You Plan Your Meeting

Beflexible - use a method suitable to the situation at hand.
Consider the environment.

Utilize the group goals and constitution.

Facilitate communication.

Summarize and integrate the information gathered.

ENCOURAGE EVALUATION
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Asagroup leader, you are responsible for helping the group evaluate itself aswell asits projects and
programs. Encourage the group to analyze how it is solving its problems and accomplishing its goals. Work with
the group to assess the planning and implementing of its activities. Find out if there was agreement on the goals
of and need for the activity, and if a plan of action was decided. Discuss how decisions were made, and determine
how the job got done and whether or not group members felt a sense of accomplishment. Evaluation can be
accomplished through the use of meeting reaction sheets, written suggestions, informal discussions, group
observations, and surveys.

Feedback from both group members and non-group members is often helpful in furthering the group and
its activities. Such feedback is communication to the group that provides information on how well the group's
behavior matchesitsintentions. Likewise, feedback from the leader to individual group membersis a means of
helping members to consider changing their behavior. This type of feedback givesindividuals information about
how they affect others. To be the most useful, feedback should be descriptive rather than evaluative, specific
rather than general, and given at the earliest opportunity available.

Points to Remember About Evaluation

Try to remain problem or behavior-centered rather than personality-centered.
Realize that evaluation is a continuous process.

Work with the group to establish criteriafor evaluation in advance.

Make sure that all group members are aware of evaluation criteria.
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Criteriafor Evauation:

Project/Program Evaluation

*\Were the project program objectives met?

*Were the planning, organization and management at the project/program  effective? What
changes would you suggest?

*Were the project/program constraints realized early in planning so they did not become obstacles?
*Was the publicity aimed at your target population?

*Was funding adequate? What shortcuts could be made in future programs?

Group Evaluation

*|sthe organizational structure in harmony with the goals and objectives of the organization?
*Were organizational goals and objectives clear? Attainable? Met?

*How could organizational changes help accomplish goals more effectively or efficiently?
*What were the strengths of the organization?

*How would you characterize the quality and quantity of committee work?

*Was your committee atmosphere conducive to work?



