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Part Two  PROGRAM MANAGEMENT

Appendix: |

Four Frames for Leaders

Structural

The tundamenial responsibility of managers and
leaders is to clarify organizational goals, atiend 1o
the relafionship between structure and environment,
and develop a siructure that is clear and oppro-
pricie fo the goals, the lask, and the environment.
Without such a shucture, pecple become unsure
what they are supposed o be daing. The result is
confusion, frustralion, and conflict. In an effective
organization, individuals are clear about their re-
sponsibilities and thelr contribution. Policles, link-
ages, and lines of autherity are clear. When an or-
ganization has the right struciure, and people
understand it, the organization can achieve its
geals and individuals can be effective in their roles.

The job of a leader is to focus on tasks, facts,
and logic, not persenalily and emotions. Most
"pecple” preblems really stem from siructural flaws
ratner than from flaws in individuals. Structural
leaders are not necessarily cuthoritarion and do
not necessarily solve every problem by issuing or-
ders {though that will sormetimes be appropriate}.
Instead, they try to design and implement
process or sfructure appropriole lo the problem
and the circumstances.

Human Resources .

People are the heart of any organization. When
people feel the organization is responsive to their
needs and supportive of their goals, leaders can
count on their commitment and loyally. Adminis-
trators who are authoritarian or insensitive, who
don't communicate effectively, or who don't care
about their people can never be sffective leaders.
The human resources leader works on behalf of
both the organizotion and its peopls, seeking to
serve the best interests of both.

The job of the leader is support and empow-
erment. Support takes a variety of forms: leffing
people know that you are concerned about them,
listening to find out about their aspirations and
goals, and communicating personal warmih and
openress, A leader empowers people through
pariicipafion and openness and through making

sure that they have the autonomy and the re-
sources that they need to do their jobs well. -
Human resources leaders emphasize honest, two-
way communication as a way to identify issues
and resoive differences. They are willing to con-
front ofhers when it is appropriate, but they ry fo
do so in a spirit of openness and caring.

Political

Managers have to recognize political reality and
know how fo daal with it. Inside and outside any
organization, there are always o variety of differ-
ent interest groups, each with its own agenda.
There are not enough resources fo give everyone
what he or she wants, and there is ahways going
to be cenflict, ‘

The job of lecders is to recognize the major
constituencies, develop ties ic their leadership,
and manage conflict as productively as possible.
Above dll, they need to build power bases and
use power carefully. They cannot give every group
everything it wants, alhough they can try to cre-
ate arenas for negatiating differences and com-
ing up with reasonable compromises. They also
have o work hard ct articulating what everyone
in their organization has in common. They must
tell the people in their organization that it is o
waste of time 1o fight one another when there are
plenty of enemies outside that they can all fight to-
gether. Groups that fail to work well fogether in-
ternally tend to get trounced by outsiders who
have their own agendas.

Symbolic

Symbelic managers believe that the most impor-
tant part of a leader's job 1s inspiration—giving
people someihing they can believe in. People wil
give their loyally 1o en crganization that has g
unique identity and makes them feel that what they
do is really important. Effective symbolic leaders
are passionate about making their organizations
the best of their kind and communicate that passion
to others. They use dramatic, visible symbols thal
give pecple @ sense of the arganizational mission.




They are visible and energetic. They create slo-
gans, tell storles, hold rallies, give awards, cp-
pear where they are least expecled, and manage
by wandering around.

Symbolic leaders are sensitive fo an organization’s
history and culture. They seek to use the best in an
organization’s raditions and values as a base for
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building a culure that provides cohesiveness and
meaning. They arficulate a vision that communicates
the organization’s unigue capabilifies and mission.

Source: lee G. Belman and Terrence E. Dedl,

Reframing Organizations (San Francisco: Jossey-
Bass, 1997}




