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lqrups thd Eltefr. They o(en regist quortionlng rhelr v{ew of how an orgenlzation works -
oi roiigttt work'better. r&r{n their framc of refcrcncc flu thc circumruncet rhey face, they
c{nlunoerstand and shapelhuman crpcrience. When lt doer notr thcir fram* freer,e into

|  . J  Ia l<lftortcd picture that upPr lcadcn in their misconceprions. They cxplain failure $r
Ufa{ing circunlstancer ra$er than thclr own inablliry to read and rerpond ro the riruarion
ri hino. I

; I Ukc cvoryone ebcl lcaden view thelr erpericnce through f, ret of prccondirloned
lqrups thd Eltefr. They o(en regist quortionlng rhelr v{ew of how an orgenlzation works -

, l
l l r

; : Ovcr tho yaarl, rchplara havc rpcnt conridereblc timc and energr rylng to identify
1 l

llara_gtf-$tl_cr or uriuiof effective leaden. Poliry-rnaken and otherr hrve rpenr even
i _ - lp on programr derign{d to improve leadcruhip lkills. Yet ruegrch snd training havc
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lmej r Lcadcnhly'

by

G. Boldar rrtd Tenencc E. Dcal

the Araerican Educationsl Rcsearch Associarion,
APr& tgeo

lc undonund to be the or3anizadon of rheir
y buttress, end perforce, rclf.fultillingly. They

corpuE of caudonrry tlles, gameEf riddles,
ncwsy stories, :nd other scenarior which clegantly
mc relevant view of the workings of the world... in
i and unceasingly social llfe ukes up and freezes
understandings we have of lt." (Goffman, p. 563)

ptbduced dlrappointlfrg reruts. fcrnri'pr we have becn looklng in thc \r/rong place, rnd
ave givcnj-qg liltlg 

.-atf cntion to how leadcrr pcrccivc End define situatioru. A faulry

ed ln pan by a granr from the Officc of Educational Research
U.S, Depanment of Education ro thc Nctional Ccnrer for
c atc gratoful to our collcaguec in NCEL and panicularly to
ll, Mari Pgrkcr, and Joe Tham.
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actiog urd uirrot rlg thc ritugtlon can undernclne even
tkill. In $lr pa' r, wG rcpon an cffon to ldcntify how

c cornmon pEncnl ln the hnrger or lcnses they crnploy?
fit thc chsumrnnccr or do* they rhapc the rltuatlon to fit

Icadcn wlth n.ujtllllhger morc effective than those wirh
onditionr cgn lcadcn learn to bc more flcxiblc in dcfining

many tynon)'mr in thc rociEl rcience literaturc - maps,
rencer penpecilves, oricntationr, lcrues and mlndscapes.

sumption that lndivlduals rac thc world In difforent wBy:
differcnt world vicwt. Because the world of human

of reference rhepc how rituEtionr are deflncd and

ers arc formcd through their heritage, early erperiences,
on the job. The mlx of these influences varier hom person
but learning from erperlence ofien plays a morc powerful

I principals, for example, report thcir most helpful
trative erperience. Next mo$r helpful was their training as
third was..:n.,t formal training in sdministrarion (Deal,

----/

nced lesderr In both cducstion snd other icctont, we ree
estion that f. 'amcr of rcfercnce rrc relf.fulfi l l ing. lraders

and Ectiorrr to justis thclr polnt of vicw - cven whcn their

p

:
t t
r l

j

I
t l

Imagdr $f Organizstion (Bolm
i l
; i

- l ldiagn0rif nrely tcadr to?ffccr
- - . i  '  l -
a lead,erlof exccptional rtsture
leadcir iee their wortdr. Arc t

t l
Do lcfdfn adjrut thelr lerucr
- ,  - . , - - ' - 1  - "  l .

t!:tr_d,.rJ[rrr6d co n 9c p ti on ? A.r
a singbt{r focus? Undcr whst

t ' lslruatipnf eccurnclf
t l

;TFe world views of leal
l r l

forma! ltelning, and experience
l l

to pe{sofr and secror to sectorr
rolc tpafr formal education.
learniff 

icame from rhcir admir
a tea(h(r. Finishing a dlsur

t l

Dornbuich qnd CrEwfor{ 1971
l l
; '

lrt our work with expcn
many cxbmples of Ooffman'r sr

;dcvelOp :aCCOunts, erplanationr
I

persprc{ive is nor working. Dr ng the 1980s, Roger Smith, the chtef exccurive of General
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agte of Organizatfon olman and Dcal)

I
t /MptonBr prestoccl ovcr a

: lapProach to thc comPsn
' l

ischool tegdcn - thcy co

Ismal decsde in OM'r hlnory, yer h8d great difficulty shifring his
s problcmr (Bolman and Deaf 1991). Thc sanc ir true of many
inuc to cmploy thclr cdsting ftameworkr, cvcn whcn thcre was

ncw was nccdcd. tl/hen thcy ure the u,rong lens, lcaders
rcally going onn, urd it lr very hard to lead wcll when you

hat you are rying to lead. When they do not underrtand why
n crperlcnce confi.rsion. Thcy fccl off balancc End out of

tct that caugcd them to misread the sltuction also prevenu I

lzetlOn end ladcrrhlp

dlsti l lcd theorieo of organFationr into four traditionr, whlch we

sEunclant cvldcncc that
I

crnnot 6gurc out '\vha

irnbundcnund who and
;,hl"gt aren't worb'ng,
icohtrol. But the same
, t

lrbNognirion of the endr.

t t
- ^ lFour Perrprctlvcr on Or

, l

i i
i Scveral yeeru slof
I

llrpclcd _{rp mgs (Bolman
i  t -

|q{irred not only In ren!
1oleryday iuucs and prot

I

o(sanlzationat bchavior
I

ofganizarionr that mcct

snd Deal, 1984), We bcllcvcd thrt thcae four distinct imsge$
but in the wayr that leadcrg thlnk and act In rerpon3e to

pcrspenivel, the structwal frame, derives is outlook panicularly
5t. Thc framc cmphasircr goalr and cfficienry. It poeiu thrt

rtc clear goalr, dlffcrcntigte peoplc inro rpeclflc rolcs, and
through pollcier, nrlcr, and chain of comnlhrtd. Structural

dala, kcep their eya on tho bottom line, rct clear directlonr, hold
aulu, and try to rolvc orgrnizational problcmr wlth ncw policler

rlilB.

Ttte lrumon a framo, borrowr itr arsumptiont ftom the flcldr of prycholory and
It focuses attention on human needs and BSsumes that

basic nccds will work better than thore that do not. Human
rdsource lcaders veluo ationships and fcelings, and seek to lead through facilltation and
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problcmr In lndlvidual or interpcruonal tenDs and look
lon to frt pcoplc - or to rdJurt thc pcople to Et thc

uaining md workshopr).

I
6t Off&nlzstion (lmageo

gnopowjgrftent Thcy tend to
for wafr ito rdjut the orgr

; l

organilatlon (for cxamplc, tt

J , - . 1 .
fhc potlrdcal Fanre cmph{rizer thc lndividusJ rnd 3roup htcrccts that oftcn displace
i l l

organiradgnal goab, Bonowing ipcas &oh political rclence, the frrmc Bt$umes a continuing
r l

compo$tlfn rhong dlffercnt intlroru for rcatcc ruourccr. Confilct lr rcen sr a nornal by-
' r - 1 . .producf (f collectiva ection. Psolitical lcsderr are advocater and ncgotiaton who valuc

I

reaiism, qiC pragmatism. Thoy iRrna much of thelr timc nenrorking, creating coalitions,
. { t l  Ibuildinf I power bast, and negofiaring compromlrcs.

I

FF "ytrolic framc rylthpsizes concepts and hnnSery &om a number of disclplincs
- mostinfubly the fleld of atulitopologr. It rccr a chEotic world tn whlch meaning rnd

t l i l )
predictfbflity arc sosial creati{ns, and l facb Erc interpreutlve rsthcr than obJectlve.

t t l 'Organifrtjion! develop lymbolr 
fna 

culture that lhapc humsn behavior unobtrusively and
nroviaj { rhared- 6enle of midpign and identiry, SymboUc leadcrc instill E tense of
enrhuei[t{n and comrnitment thrpugh charisrna and drama. ,They pay dtltgent an€ntion to
- '  i - - !  I

.  t , i  .  - ' I  "
Dyth, 4tttpl, ceremony, stories, afrd other symbolic formr. Problems are 6een originating in

i i
|  , tan org{nliation's histoty, eristin$ cultural patterns, or its visions of the future.
l l I
F,{, .*.riencc t,* .onr'{nced us thst the framer form thc foundstions for humsn

thoughf lfld action in both rcho{ls and other organhations. Thcy are visible in lcadcrship
r  |  . l  I  Ibehavi$r,lsugllesting that leadenluse thc four lenree to interprcr what'r going on, to decidc

I I
what tq dF and to intorpret thc r{sulu of thcir actlon. To provido cmpirical dau to suppon

j l l
those sfrpposittons, we havo bcgJrn B research program to Invesrigatc the role rhat framcs

t lplay in rhle thinklng and acrion cif leaden and admlntstrators.

I
I
I
loI
I
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of Orgirnizadon Luran and Deal)

3 Lcadcnt F

We have begun o r of emp{rical Investigatiotu lnto how lcadcrs use &smcs: how
tr.ty thcy rue, snd'
qu{nriutivc merhods,

oncr. Our mothodr includc o comblnntion of qualitativo and
usc cach har different advantsges in ltudlng lcadem'world vicws.

rly cffeaivc tn getting at thc rubtlcticc of how leadera think
cxpcricncc. Qurntitetivc mcthodr are panicularly useful in

beween the framer of leaden and thcir conrtitucnts.

I I
Quhliutivc methods are

{n{ how thcy framc the
i lexamining thc rclatlonshl'

''D

rk focuscs on ths frgmcr cmbedded In narrativcs that leaders
nce. We hrve ured those nrrrarivcr to rnnrer npo questiono: (a)
n ulc? (b) which frsmer do they rue?

, i Tablc I rhowr datf frorn threo dlfrerent ramplcr of educatlonel adminirtratorr in

The rcgults in all e ramplcr rhow that leaden rarcly usc more than two frartea,
framcc: in cvery rample the pcrcentlge of leaden who ured

rhore than two frEmcs less than NVo. rnd tho nurubcr who uscd four framee war 176

I,Ffr of the number of fr{mes that they rse, The 0nt b r rample of 32 college preridenr
/p$nca by Benaimon 1t9p91, Bensimbn inrerviewcd each preoidcnt intenslvcly, qhd coded
tlrpjint!ruicw railcripti fdr the usc of cach of Bolman rnd Deal'r four fraoeE. Tle rccond
il alo*ple of ?J lenlor'a{mlnlstraton h htgher educarlon who partlcipated in the Institute

r r l
fgr]Educational Managcrrient- Membcn of that group werc highly diverue with relpect to

, l

ioCfr.ptty and irutirutionlt ty?.. Mort held porltloru rt rho lancl of Deen, Vice Preridenq
I

{r frcddcnu Thc rlrlrd irla rample of 15 centnl ofilce rdmlnirurton from rchool dlrtricrs
h:l ntor"gtertl ftste. I ,''

ior le5s,
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t the ramplo of pruidcnu wer different fron the other wo
cqucntly rucd tho human rcrourc€ ftsme, and wero lcErt

Usc?
, l
i I

l1'h41t" F\ama do Ldaden
'

I

ramplgr.l fn. relutu fugfefr t!
rampl{r,, Thc preefdenu mott

r l

lilcly lq lulo the ttrununl :
: l

frene l- ialmort helf of thc

I

, t
_  t i l
Qurntl&rtlvc Invcrrl3r tlour

^..4r ( I

iTfblcr 2 reportr which wcro erDployed by the leadcrr in the ssme three

Thcy w6rc rbo much norc likely to tue the ryubollc
idcnu, co{parcd to ll% of thc orher rample of Ngher

educatlotr admlnirtra torr, rnd ty SVo of thc rchool rdminlrratorr.

frr quantitatlva lnvestlgltionr cmploy B iurvey inrtnrment,'[radcruhip OriCntations,"
I

iom the four organlra{ton fiamer. It conulnr 32 ltemr *dth fivc point r*poruel l
L .pe tnrrument ir dclignpd to measutc cighr scpararc dimcnsions of leadorshjp, rwo
t l
f rame. We l l r t  rhe eighr dimensionr below:
l - l:i l
I H unon Rcsoutr c Dhnhnsbrcrl

a. Supportlva l.- concerned gbout the feellngs of others; supponivc and
I tuponrlve I
' !. Panictpatit[ - fotren panlclpation and invotvemenri tistens and is
i open to heliv iceas
t l
l lI Strucrunl Dbncnslons I
1 l

a. Anatytic - itrintcs ctearly and logcally; approgchcs problems with facs
and attcndt to dcuil

i l
b. Organlzed'i. developr clear goala and pollcles; hold people accountablc' for rerulu I

I

I
I
II
I
I
lB
II
I

Idcrivef 'l
t ,

scsleg.l X
I

for caCh
I
I

I
l1 'I
:

I
I

I

I
It )
l *

i
I
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t . - pcnuArivc, higlr levet of abiliry to mobUlro people
;; effectlvc at building allancu and rupport

and

b.

a. $mbolb

instrument
whlch thelr

We have collected
th6 privatc rector,

b .

- politlcal rerulttue and rfillful; a sldllful ncgotiator in face of
and oppositlon

- inrpiru othcn to loyrlty end cnthu.siasm; communicgtes
g lenso of vislon

atlc - irnaginative,emphrsirm culture and valucs; ie highly
charismatlc

nro parallol formr: one for individualc to rtte themsclves, and

subordlnater, ctc.) cslr rstc them.agucr (sup;riorrr pcertl

ata from rcspondenu hr schoolr, higher educatiOn' Sovernmcnt.
have used the dats to rddrers a numbcr of rignificant qucstiont

The
r l
{ndthcr in
i i
i

f r i l

I
I
l
L
I

I
i

ut lesdcrrhip, and In ir paper, w! pretont evidencc on thrcc of those quertlons:

(1)
(2)
(3)

How wcll do
How well do framcl
How doea relate

framet cafturc rdmlnlstratorr' thinking?
prtdlct rdmlnlrtrrton' cffcctive ners?
to lcadenhlp orlcntatlonr?

thc Fmmcs Captwi H' Adnhisrmtor Thhk?

We hsve d g numbcr of frctor rnrtylcr of rcrporues to our lcrdcnNP
i t

f$|rurncn$, including ant
Fttton rsochrcd with t
t ' l

I trfcturcl arc tomcwhat

r of both sdminirrston'rclf-ntlnp, and of rutln$ by othcrc.
four frafier conrlrtently emerfe hom the data. Thc frctor

ifferent for relf rnd cotleagUc-ratingl, but in both sates sll four
blc 3 chowE en ex&mple of an enrtpir using dats from about 680

9

hrb,.l ernerg€ clcarly. T
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education. Urrng s convcntional procadure (principal
vrrimu roladon of all faaon wlth an ci3envrluc > l), thc

of whlch rcprcrcnts one of thc &arnel. Wc bave found
ru. Tho frcton rrc ruurlly vcry clean. When itemr do

ovcrlap of thc rynboUc hamo with thc human rclourcc
c political ond humsn roroutco &amor rhow little overlaps

hamol ovtrlapr wlth tho rtrucrurat frrurc.

a fretiminary rtop fn ng thc llnk bctwccn thc hrmer and effectlvcncEs, we
re regreslon . Wc collect.ed colleaguer' ratingr of cffcctivencss sE

nf fer and e leader. $c did nbt define the meanin3 cif rhe rwo tcrmr, bccause we

t ,tht four lcadcrship $afres as predlctor.varigbles in rcgrcesion analyses. The regulg
n in tables 4, 5 and 6. 1ft't. results Bre provocarive, FinL urinB thc four framcg we

I
- .  - l E a a t Y  _ l ^ L  .  -  I  - 1 . - - _ _ _  _ - - . _ l  - 2 l ^ t t -

*--.-i_--l.*s | 
---;.:.j=tl ,___- -

as a loadcr (non-iignificant for two, a significanr negarive prcOfiiorJor the
or thc rymbolic frame,lthc pattern ls rovcrrcd: ir is conristcnrly thc worst prcdictor

8r -q qlarlager, put ir thc best predlctor of cffectivcneE$ ar a teader in*two
bcst in thc thlrd.

that thc human reoourcc and the politicrl frames sre. ; - : . - -
as both rilanoger and lcader ln every aample. What Is
rs, the political bame i.s usually a berter pred_ictor of both' '  ' - ' - - ._-:- .*-

! J - - + . - - . *  
_ - - t -

rc€ taulple[ and

Oiganiretlon (Botb

to pledlct a minimum ci,f66To of the variancc ln pcrccived managcrial cffectiveness,
:adCnhip effcctive-n{rtf En"1 eo_ro interesting, the anay of Independent variables

1ss9c!119a *dt[cffegli"fn*f gt3 TiL:{:ih glmo* rhe rcversc of thorc arsociated
ctiveners as q leader. qo/ rwo of the three ramplee, the stnrctural frame is the best

pre "- -*rof uanagcrial effe$iveness, but for gU thrcc it is the wont predictor of
cffc
third)i
of efip
or ir,d

I
i
I

Theoc analyler also sh
positively related to cffenivc

are aHle
74% iil

morc stUnning is thaL across
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tlic bpoorlte - that oconltlic pRRorite - that pcopl
ero{c src perccived by the
tc'adbrs. Our intcrnstion

I
| , lcdclbrr $nd cultures.
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cs of Organjation ( ahd DcaJ)

agetial and lcadcrship
t0 tlpe wlderpread fcclinf
Tp! negative view of

This war a ramplc
depf nmenr chair to col lc

ctivcncgs tlrgn the human rcsourcc &gme. This nrns counter
t politlc in o;iiiizatioru U'iii-trnpleasanr, if unavoldable evil.
ir cmbodled ln onc widcly-rued roansgcment.sryle lrutrurnenr

ffcctivo proElc includcr a low roorc on poUrics. Our dsta rhow
who arc horc adcpt in undcrrundtng end using thc politlcal
colleagueq ruperlon and rubordinatcr as better managers and
corporatc mmplc (Table 6) ruggesr rhat this it truc across

I too few women ln admlnlrtrattve roleg, only onc of our
tion adminisirators - corraltts cnough womcn to bnallzo gender

this samplc of about 190 rcnior rnd mid-level sdmlnlstratorr
public and private colleger rnd universitier all ovcr the Unlted
r rhowr rQmarkably llttlc rclationrhlp to any of the variablcs
, we rnight expefi that women would rate thcEnsclver hlgher
(wtrm, rupponlvo, psnicipattve) rnd lowcr 0n the politicll

ivc). But thc drrr jive thore ttcreotyptr no ruppon.
ratc themselver hlghr, j or lwer on rhc rny of thc framet. In this

ncy for colleaguer ro rlltc mcn rli3htly lower On cvery framc
elationr aic vcry rmlll. Morewcr, thcre werc crtentlally no
women in how thoy wcrc ratcd by collcagucr on cffcctlvences

(If anytlifng men uiorc ratcd rUghtly lower on both
noncof tho relrilonshlpr ir rutbtlcally rlgniflcanl)

f, succusfu/ rnen snd women, who held positions ran$ng from
presidcnt, We do not know if the results would gencrallzc to

they certainty rairc questionr about many conventlonal viewsa lels selective population,

1 1
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,ffomen rs sdminbtrstoru.

framcr cnn bc meuurcd ruln3 both qualitatlve rnd
tive umrk r(rggoru thar mort adolnirtrEton in both rchools
onc or two of thc frulcl. Exccpt for preridonu,

F . 1 1

t l
r  l l l l ^lma3ct b[ Organization

I :

of diffordncog bctwcen rnrrt
t .
' I

' l

l i ll4tcrr We Aru A SummrrT
. l

hlvc rho*tr that
mcthodr. Thc qua
educcdon ute

toti3 rrc the rymbollc mc much lcu thrn thc othcr thrae. Both the quelltative
that thc ability ro ure multlple hamer ls importent to
tivc poritionr. .

y irutrurhcnt rhor,rrr that rcaponrcs chuter around our
ted. Results from three different populationr show that,
bctweon gOod mtnalenr rnd good lesderr. The framc
ectivencss as both managcr and lcader, but thc pettern ir

adenhlp tffcctivencu lr paniculrrly ossoclated with high
nr, but is largely unrelatcd to the rtnrctural &ame, For
sults are almost rcverucd: the symbollc frame is neuer a

al frarire rlwayr b. Thc other two framct - human
significant positive prcdictorr of ruccess as both lcader and
e ir consistently the more powerful of the rwo. Across

or administrators rarcly $ve much attention to lymbolic and
they aro crucigl eomponenu for effective lcaderthip.
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