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REFRAMING ORGANIZATIONS

Bolman & Deal identify four 
distinctive ‘frames’ from 
which people view their world 
- Structural, Human 
Resources, Political, and 
Symbolic.
Each frame comes with a 
range of concepts, metaphors 
and values which provide the 
scaffolding for organizing raw 
experience of the world.
No one uses only one frame 
all the time, although people 
often show a preference for 
one or two frames.



Bolman & Deal Reframing 
Organizations

The Four Frames-Relevancy in the Leadership Domain



LOOKING AT ORGANIZATIONS THROUGH FOUR 
FRAMES & METAPHORS

1. Structure Frame—the factory with leadership as social 
architecture

2. Human Resource Frame—the family with leadership of 
empowerment

3. Political Frame—the jungle with leadership of advocacy
4. Symbolic Frame—the theatre with leadership of 

inspiration



FRAMES

Lenses – focus, filter 
some things and allow 
others to pass through, 
help us order experience. 



STRUCTURAL FRAME

Origins - sociology & 
management science.

Goals, specialized roles, 
and formal 
relationships.

Structures fit 
organizations 
environment and 
technology.

Responsibilities, rules, 
policies, procedures.



STRUCTURAL FRAME

Challenges arise when 
the structure does not fit 
the situation.



HUMAN RESOURCES FRAME

organizations as extended family.
Individuals with needs, feelings, 

prejudices, skills and limitations. 
Origins - psychology.

Capacity to learn – and capacity to 
defend old attitudes and beliefs.



POLITICAL FRAME

Origins - political science.
organizations as arenas, 

contests, or jungles.
Different interests 

competing for power 
and resources.

Rampant conflict –
difference in needs, 
perspectives, and 
lifestyles.

Bargaining, negotiation, 
coercion, compromise, 
and coalitions.



POLITICAL FRAME

Problems arise when 
power is concentrated in 
the wrong places or is too 
broadly dispersed.



SYMBOLIC FRAME

Origins - social and 
cultural anthropology.

organizations as tribes, 
theatres, or carnivals.

Culture – rituals, 
ceremonies, stories, 
heroes, and myths.

Organization is theatre –
actors play role while 
audiences form 
impressions.



SYMBOLIC FRAME

Problems arise 
when actors play 
their parts badly, 
when symbols lose 
their meaning, 
when ceremonies 
and rituals lose 
their potency.



LEADERSHIP SELF-ASSESSMENT
LEADERSHIP ORIENTATIONS This questionnaire asks you to describe yourself as a manager and leader. For each item, give the number "4" 
to the phrase that best describes you, "3" to the item that is next best, and on down to "1" for the item that is least like you. 

1. My strongest skills are: _____ a. Analytic skills _____ b. Interpersonal skills _____ c. Political skills _____ d. Flair for drama 

2. The best way to describe me is: _____ a. Technical expert _____ b. Good listener _____ c. Skilled negotiator _____ d. Inspirational leader 

3. What has helped me the most to be successful is my ability to: _____ a. Make good decisions _____ b. Coach and develop people _____ 
c. Build strong alliances and a power base _____ d. Inspire and excite others 

4. W hat people are most likely to notice about me is my: _____ a. Attention to detail _____ b. Concern for people _____ c. Ability to 
succeed, in the face of conflict and opposition _____ d. Charisma. 

5. My most important leadership trait is: _____ a. Clear, logical thinking _____ b. Caring and support for others _____ c. Toughness and 
aggressiveness _____ d. Imagination and creativity 

6. I am best described as: _____ a. An analyst _____ b. A humanist _____ c. A politician _____ d. A visionary _____ST _____HR _____PL 
_____SY _____



SCORING

Computing Scores: 

Compute your scores as follows: 

ST = 1a + 2a + 3a + 4a + 5a + 6a 

HR = 1b + 2b + 3b + 4b + 5b + 6b 

PL = 1c + 2c + 3c + 4c + 5c + 6c 

SY = 1d + 2d + 3d + 4d + 5d + 6d



LEADERSHIP SELF- ASSESSMENT

1988, Lee G. Bolman and Terrence E. Deal. All rights reserved. This survey is based on ideas in Bolman and Deal’s Reframing 
Organizations: Artistry, Choice and Leadership (San Francisco: Jossey-Bass, 1991, 1997, 2003).



Higher education was 
built on beliefs and 
systems of a dominate 
society- based on 
historic racial inequities 
that are perpetuated 
today.

Estela Bensimon

Leadership framed in diversity, equity & Inclusion



The extent to which structures will be effective, fair 
and just for students of color…depends greatly on 
the beliefs, values, and knowledge of practitioners. 
Most practitioners do not think of racial inequality as 
an enduring characteristic of their institutions and 
are typically unaware of their implicit biases.

Estela Bensimon



What is Equity-Mindedness?

The term “Equity-Mindedness” refers to the perspective or mode of thinking exhibited by 
practitioners who call attention to patterns of inequity in student outcomes. These 
practitioners are willing to take personal and institutional responsibility for the success of 
their students, and critically reassess their own practices. It also requires that 
practitioners are race-conscious and aware of the social and historical context of 
exclusionary practices in American Higher Education.

USC Center for Urban Education



THE CASE FOR EQUITY IN OUR FRAMES

Structural Frame
 Structures can be inherently biased.
 Language And Lexicon must be examined

HR Frame
 Who’s missing
 Who's affected by this decision?

Political Frame
• What needs attention and potential negotiation?

Symbolic Frame

• What long held beliefs are we challenging?
 Who’s vision is this?



http://www.sdmesa.edu/student-services/student-success-
equity/documents/Equity%20Minded%20Reflections%20-%20new.pdf

http://www.sdmesa.edu/student-services/student-success-equity/documents/Equity%20Minded%20Reflections%20-%20new.pdf


PERCEPTIVE POINTS FROM PAM LUSTER

Knowing your institution…and their expectations

What's your elevator pitch to those you meet-do you know the basic demographics 
of your institution and pride points?

What is expected of you as a VP in the community?  Have you asked to expand your 
role…are you already active?

What areas of development do you need? Have you met with your CEO/President to 
understand their expectations and set goals? What kind of professional 
development are you interested in pursuing?

























YOUR LEADERSHIP JOURNEY: A MOMENT OF 
REFLECTION

• This individual exercise is for you to review your 
lifetime from when you can first recall experiences 
with people, things  and events that may have 
developed your future leadership skills. 

• Using the lifeline provided make a mark using short 
phases identifying those significant points



TEAM CONVERSATIONS

• Share your identification markers and describe your 
perception of yourself as a leader on the lifeline today

• Mark where you will be in your future and identify 
possibly significant events/places/people that would 
help you achieve a significant leadership identity for 
your future



LEADERSHIP THEMES

Looking at your entire leadership lifeline experience of
how and where your leadership identity was formed and
shaped, what is one common theme you have
uncovered?



ADVICE FROM THE ELDERS
Set your ego aside cause it’s not about you.
Exercise patience.
Try not to make everyone mad at you at the same time.
Write handwritten notes. 
Seek first to Understand, then to be Understood. 
Mistakes are an opportunity.  Learn from them. Admit them. Don't
Let them demolish you -- and if they do, make it temporary. 
Get regular exercise.
Find balance.
Tough job but immensely rewarding.

Have fun!!!!



HOLLISOUPALUAU



HAVING FUN!
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