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4MAT Training Design Worksheet

Submitted by Greg Laskow

Training Design Title: Strategic Conversations for Organizational Leadership Challenges

Date: February 81, 2998

1. State Learner Outcomes. What will they know and be able to do better? How will they connect these ideas to their lives?

a. To have a clearer understanding of their most pressing, strategic organizational leadership challenge

b. To be able to develop and move between multiple approaches to address the strategic organizational leadership challenge 

c. To develop a presentation to their strategic leadership team on  the  prioritization of actions to be taken and creating strategic conversations and feedback

d. To be able to adjust the strategic business strategy as result and measure the impact.

2. Define what you are teaching. Mind map your content. 

a. Boleman and Deal’s Four Frames: 
[image: image9..pict]
b. What is a Strategic Conversation: 
[image: image2.emf]
The essential flow is this (Assume that the module is for a custom delivery in an organization struggling somewhat to define its competitive advantage and sustain it in a very highly competitive market place while managing it’s debt structure when it was acquired in 2002): 

A. According to CCL’s model, if strategy is a learning process, then strategic agility is one competency enabling a leader to adjust accordingly. 

B. The premise is that strategic agility is a function of the leader’s flexibility in using different frames of references in order that a different set of questions can be asked regarding a strategic business/leadership challenge (Boleman and Deal). 

C. This model would be combined and expanded with Visual Explorer in a way that for each of the four frames (Symbolic, HR, Structural and Political), participants would select an image that most represents to them how they would view their strategic business/leadership challenge from that frame.

D. Lastly, Strategic Conversation is a dialogue tool for leaders enabling them to not only communicate their strategic intent, but also to receive feedback from their strategic team as to their understanding that intent. It is a powerful feedback process and is aligned with Strategic Influencing (one of CCL’s strategic leading competencies).  

3. Determine your concept...
Strategic Conversations is a study in Strategic Leadership Agility.
[image: image1.emf][image: image5][image: image6]
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Define the Essential Question. (helps trainers focus on Learner Outcomes.)

How might strategic conversations in organizations create strategic leadership agility?

5. Mindmap Skills and Activities. Add left– and right-mode activities. 


[image: image4.emf]
6. Work usefulness/embededness.

As a result of the number of participants from this organization participating in the program, there will be a more consistent format for communicating strategy down and throughout the organization. 

7.  Octant Activities  +  Scaling Scores (in right hand corner of each octant)
	[image: image7]Q4 Right

In their organizations, participants will present their actual, first run of their strategic conversation.

· Presentation will be recorded and posted on the organization’s internal website for review and feedback by the other members of their peer learning group

· Presenters will also illustrate to their peer learning how they have adjusted their conversation based on the feedback they received from their strategic team following the conversation.

· CCL would monitor and comment on the dialogue


	[image: image8]Q1 Right

Metaphor Explorer: In your learning journals, recall a time in your life you saw things one way and someone saw the same thing another way and when you stepped into their viewpoint, different solutions or meaning occurred for you. What was that like?  Now, select a metaphor image that represents that experience for you and jot down in your learning journals why you chose that particular image.

	Q4 Left

Each participant will be asked to craft a plan with milestones and deliverables as to their strategic conversation to include:

· Identification of key stakeholders in addition to their strategic team

· Date of initial delivery

· Who, in their organization, they will ask to coach them and provide feedback 

· What additional steps are needed to complete data on any of the four frames

Participants present to their peer learning groups for feedback and consultation
	Q1 Left 

For a few moments in your learning groups:

· Share what your experience was and the metaphor that you selected

· What do you notice as to differences/similarities in the experiences reported out and in the metaphor images selected?

· What principles were involved?



	Q3 Right

Each participant presents their 10 minute segment of their strategic conversation addressing their actual strategic leadership challenge.

· Sessions will be video taped

· Sessions will be reviewed and facilitated

· Observers will make notes as to the diversity and variety of perspectives they see/hear in the presentation and will provide this as feedback to the presenter.


	Q2 Right

Bring out the strategic leadership challenge that you are facing today and which you prepared pre-program. 

· Select a Visual Explorer image in behalf of that challenge and jot down in your learning journal why you chose that particular image

· In your learning groups, share the image you selected as well as why you selected. Then, each member of your group has an opportunity to provide you their perspective on that image if they had selected it given your unique strategic challenge.

· Jot down their contributions in your learning journal noting in particular how many different perspectives you received.

· What was your reaction to these different perspectives and what impact did they have on your understanding your strategic leadership challenge? 

· What changed?

· How would you label or categorize your perspective and how would you label/categorize theirs?

Lastly, as a group, flip chart all of the challenges faced by your group and present to the larger group. What are the commonalities across your learning groups?



	Q3 Left

Each participant takes their strategic leadership challenge and addresses the following:

· How is their most preferred organizational frame represented? 

· What questions would they ask regarding their strategic leadership challenge from each of their lesser-preferred perspectives and what might be some preliminary answers?

· Each member presents their findings to their peer learning group with comments and input being recorded in their learning journals.

· Each member is provided an opportunity to adjust their strategic conversation 


	Q2 Left

Presentation of the Boleman and Deal Four Frames model (a considerable shorter version than in the .ppt show included above). Particular emphasis on the increased strategic agility of a leader who examines an organizational issue/challenge from each of the four perspectives. A self-assessment will also be completed that provides data as to their most to least preferred organizational frame

Presentation of the concept of Strategic Conversations noting in particular the feedback one receives when communicating the strategic story and how the strategy is adjusted accordingly.

This evening, participants will be asked to prepare a brief, 10-minute, beginning strategic conversation that they will present tomorrow in their peer learning groups. Their peer learning groups will act as a proxy for their actual strategic teams in their functional organization.




8. Measurement Reactions, Knowledge, Skills, Results. 

	4. Results

Upon reviewing the recordings of the actual strategic conversations:

· Soliciting feedback from the participant’s strategic teams as to the participant’s openness to different perspectives in the strategy formation and communication

· Assessing for participants ability to coach and facilitate the same agility and strategic conversations by their own team members functional areas as well cascading it all the way down.

· How the participants refined their strategic conversation based upon the feedback an diverse perspectives received
	1. Reactions

Would use the traditional, end –of-program format design for CCL custom programs.

Would ask for their reactions to the reflections following both the Metaphor Explorer and Visual Explorer.

During the VE, would check for the number of common strategic leadership across the participants’ respective functional areas.



	3. Skills

How much in-depth and scope they were able to apply the four frames to their strategic leadership challenge and then to convert this into a more agile strategic conversation sampler in their 10 minute presentation.


	2. Knowledge

How well and frequently the participants use the Four Frames language to address their own as well as each others strategic leadership challenge.

How well the participants’ report their ease of use of the terminology of the four frames model.




ONE FINAL LOOK AT YOUR PLAN – Answer these 4 questions 

1. Has the content been introduced before 2L? 

2. Is the 1R “Connect” congruent with the concept? 

3. Is there a nonverbal 2R? 

4. Does the learner take over? 
Varied Lenses for
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Bolman and Deal’s 

Four Frames Model

Understanding Organizational Dynamics from Multiple Perspectives

Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	







Expanding Managerial Thinking

Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	









Expanding Managerial Thinking



Document Title



Document Title






			How Managers Think


			


			How Managers 
Might Think





			They often have a limited view of organizations (for example, attributing almost all problems to individuals’ flaws
and errors).


			


			They need a holistic framework that encourages inquiry into a range of significant issues: people, power, structure, and symbols.





			Regardless of a problem’s source, managers often choose rational and structural solutions: facts, logic, restructuring.


			


			They need a palette that offers an array of options: bargaining as well as training, celebration as well as reorganization.





			Managers often value certainty, rationality, and control while rearing ambiguity, paradox, and “going with the flow.”


			


			They need to develop creativity, risk taking, and playfulness in responses to life’s dilemmas and paradoxes, focusing as much on finding the right question as the right answer, on finding meaning and faith amid clutter and confusion.





			Leaders often rely on the “one right answer” and the “one best way”; they 
are stunned at the turmoil and resistance they generate.


			


			Leaders need passionate, unwavering commitment to principle, combined with flexibility in understanding and responding to events.
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Law of Requisite Variety

(paraphrase)



Ross Ashby: The law: "That the available control variety must be equal to or greater than the disturbance variety for control to be possible" 



  The concepts we use to try to understand a phenomenon must be sufficiently complex to match the complexity of the phenomenon under scrutiny.

Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	







Thesis



The intractability of systems of organizational problems (i.e., key challenges) is caused by a limited grasp 

of the problems due to a restricted range 

of perspectives for understanding 

the problems

Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	









Four Perceptual Frames

Leaders utilize four different perceptual frames to interpret world events:

Structural

Political

Human Resources

Symbolic







Four Perceptual Frames

Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	









Structural

Human

Resources 

Political

Symbolic







Four Frame Model Overview

Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	









Four-Frame Model Overview



Document Title



Document Title






			


			


			Frame





			


			


			Structural


			


			Human Resource


			


			Political


			


			Symbolic





			Metaphor for organization


			


			Factory or machine


			


			Family


			


			Jungle


			


			Carnival, temple, theatre





			Central Concepts


			


			Rules, roles, goals, policies, technology, environment


			


			Needs, skills, relationships


			


			Power, conflict, competition, organizational politics


			


			Culture, meaning, metaphor, ritual, ceremony, stories, heroes





			Image of Leadership


			


			Social architecture


			


			Empowerment


			


			Advocacy


			


			Inspiration





			Basic Leadership Challenge


			


			Attune structure to task, technology, environment


			


			Align organizational and human needs


			


			Develop agenda and power base


			


			Create faith, beauty, meaning








( 2004 Center for Creative Leadership. All Rights Reserved.
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Structural Frame









Structural Frame

This frame examines the social context in which people organize themselves to completed work. Once an organization designates specific roles for employees, the next decision is to form or group them into working units. Coordination and control of these various groups are achieved either vertically or laterally. The best structure depends on the organization’s environment, goals, and strategies. The structural frame champions a pattern of well-thought-out roles, responsibilities, and relationships. It takes into consideration hierarchy, procedures, and rules used for the sequencing of workflow.

Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	







Structural Frame

Key Components

		Organization as a factory

		Structural forms and systems

		Division of Labor

		Roles, rules, and regulations

		Policies and procedures

		Organization charts



		Chain of command

		Communication — 

written memos

		Document, document, document

		Meetings = agreed-upon agenda, formal leader, rules of order

		Drawn from the field 

of sociology



Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	







Assumptions Underlying the Structural Frame

		Organizations exist primarily to accomplish 

established goals.

		For any organization, there is a structure appropriate to the goals, the environment, the technology, and 

the participants.

		Organizations work best when environmental turbulence and personal preferences are constrained 

by norms of rationality.



Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	







Assumptions Underlying the Structural Frame

		Specialization permits higher levels of individual expertise and performance.

		Coordination and control are accomplished 

best through the exercise of authority and 

impersonal rules.

		Structures can be systematically designed 

and implemented.

		Organizational problems can be resolved through redesign and reorganization of structures.



Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	







Structural Frame

Questions of the Four Frames

		What are the systems that are involved?

		Are they effective?

		Are rules keeping the job from being done 

most effectively?

		What documentation exists about the situation?



Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	







Structural Frame

Questions of the Four Frames

		Who in the chain of command is ultimately responsible?

		How is the work divided among the people involved?

		Does a formal leader of the situation need to be established? Why?

		Do additional rules, policies, and/or procedures need to be created to address the situation? Why?



 

Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	













Human Resource Frame









Human Resource Frame

This frame centers on how characteristics of organizations and people shape what they do for one another by focusing on the fit between human needs and organizational rationality. This frame champions the idea that organizations can be stimulating, rewarding, productive, and successful if they concern themselves with their people’s welfare.

Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	







Human Resource Frame

Key Components

		Organization as a family

		Employee’s needs and goals

		Systems create harmony

		Interpersonal communication

		Groups

		Interdependence



		Collaboration

		Job enrichment

		Training and development

		Communication: verbal, face-to-face

		Meetings: very social, exchange personal information, tangents, food

		Drawn from the field of organizational psychology



Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	







Assumptions Underlying the Human Resources Frame

		Organizations exist to serve human 

needs; humans do not exist to serve organizational needs.

		Organizations and people need each other.

		Organizations need the ideas, energy, and talent from people; people need careers and salaries, work opportunities, and personal growth challenges from organizations.



Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	







Assumptions Underlying the Human Resources Frame

		When the fit between individual and organization is poor, one or both will suffer; the individual will be exploited or will seek to exploit the organization or both.

		When the fit is good, both benefit; people 

do meaningful and satisfying work and 

provide the organization resources to accomplish its mission.



Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	







Human Resource Frame

Questions of the Four Frames

		What are the individual needs of the people/groups involved?

		How could they be met?

		Do the systems of the organization match the needs of the individuals? Why or why not?

		What is the level of interdependence of 

the individuals?



Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	







Human Resource Frame

Questions of the Four Frames

		Do the individuals get sufficient training 

and development?

		Is too much work done face-to-face without recording decisions?

		Are meetings focused enough; do they tend to go off on tangents?

		Is there too great a focus on individual needs?



Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	













Political Frame









Political Frame

This frame asserts that interdependence, divergent interests, scarcity, and power relationships inevitably lead to political activity. It champions the belief that politics are simply the realistic process of making decisions and allocating. The focus is not on conflict resolution but on strategy and tactics.

Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	







Political Frame

Key Components

		Organization as 

a jungle

		Allocation of 

scarce resources

		Conflict

		Power: who has it?

		Bargaining coalitions

		Building coalitions



		Advocacy

		Communication: grapevine

		Meetings: the meeting before the meeting, hidden agendas

		Drawn from the field of political science



Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	







Assumptions Underlying the Political Frame

		Most of the important decisions in organizations involve the allocation of 

scarce resources.

		Organizations are coalitions composed of a number of individuals and interest groups (e.g., hierarchal levels, departments, professional groups, ethnic groups, etc.).



Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	







Assumptions Underlying the Political Frame

		Individuals and interest groups differ in their values, preferences, beliefs, information, and perceptions of reality. Such differences are enduring and change slowly if at all.

		Organizational goals and decisions emerge 

from bargaining, negotiation, and jockeying 

for position.

		Power and conflicts are central features of organizational life because of scarce resources.



Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	







Political Frame

Questions of the Four Frames

		Who are the multiple people/groups trying to access scarce resources?

		What are the different opinions, based on different values and beliefs, about who should receive 

the resources?

		Who has the power? Is it the formal leader or is there an informal leader?

		With whom are you negotiating? For what?



Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	







Political Frame

Questions of the Four Frames

		With whom does it make sense to build a coalition? Why?

		Are rumors getting in the way of the situation? What are they?

		What do you have to “barter” in exchange for your preferred solution?

		What are the sources of conflict?



Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	













Symbolic Frame









Symbolic Frame

The symbolic frame focuses on how humans make sense of the complex and ambiguous world in which they live. Meaning, belief, and faith are its central concerns. Meaning is not given to us; we have to create it. This frame champions the position that symbols are the building blocks of meaning systems (cultures) and that organizations reek of symbolism and have cultures that are driven by stories, ceremonies, rituals, and heroes. 

Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	







Symbolic Frame

Key Components

		Organization as theater

		Meaning and significance of events

		Values and beliefs

		Ceremonies and rituals: milestones, initiations, farewells

		Myths, stories, fairy tales



		Heroes and heroines

		Symbols

		Communication: logos, credos, symbols

		Meetings: tradition, 

pep rally

		Drawn from the fields 

of social and cultural anthropology



Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	







Assumptions Underlying the Symbolic Frame

		What is most important about any event is not what happened — but the meaning of what happened.

		Meaning of an event is determined not simply by 

what happened, but by the ways people interpret 

what happened.

		Many of the most significant events and processes in organizations are substantially ambiguous or uncertain — it is often difficult or impossible to know exactly what happened, why, or what will happen next.



Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	







Assumptions Underlying the Symbolic Frame

		Ambiguity and uncertainty undermine rational approaches to analysis, problem solving, and 

decision making.

		When faced with uncertainty, people create symbols to resolve fear and confusion and increase predictability.

		Events themselves may remain illogical, random, and meaningless, but people’s symbolism will make them seem otherwise.



Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	







Symbolic Frame

Questions of the Four Frames

		What meanings and significance underlie 

the situation?

		What are the values and beliefs that are 

having influence?

		In what ways are you able to change the 

culture of your group/organization to solve 

the situation?



Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	







Symbolic Frame

Questions of the Four Frames

		Who are the organizational heroes and heroines who you could get to help “sell” you and your idea?

		What new or existing symbols or stories could be used to your benefit?

		Which traditions are getting in the way of change? How are they doing this?

		If a person outside your organization asked you to describe your vision, what would you say?



Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	













Four Interpretations of Organizational Processes

Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	









Four Interpretations of 
Organizational Processes




Document Title



Document Title






			Process


			Structural Frame


			Human Resource Frame


			Political Frame


			Symbolic Frame





			Planning


			Strategies to set objectives and coordinate resources


			Gathering to promote participation


			Arenas to air conflicts and realign power


			Ritual to signal responsibility, produce symbols, negotiate meanings





			Decision making


			Rational sequence to produce right decision


			Open process to produce commitment


			Opportunity to gain or exercise power


			Ritual to provide comfort and support until decision happens





			Reorganization


			Realign roles and responsibilities to fit tasks and environment


			Maintain a balance between human needs and formal roles


			Redistribute power and form new coalitions


			Maintain an image of accountability and responsiveness; negotiate new social order





			Evaluating


			Way to distribute rewards or penalties and control performance


			Process for helping individuals grow and improve


			Opportunity to exercise power


			Occasion to play roles in shared ritual





			Approaching conflict


			Maintain organizational goals by having authorities resolve conflict


			Develop relationships by having individual confront conflict


			Develop power by bargaining, forcing, or manipulating others to win


			Develop shared values and use conflict to negotiate meaning





			Goal setting


			Keep organization headed in the right direction


			Keep people involved and communication open


			Provide opportunity for individuals and groups to make interests known


			Develop symbols and shared values





			Communication


			Transmit facts and information


			Exchange information, needs, and feelings


			Vehicles for influencing or manipulating others


			Telling stories





			Meetings


			Formal occasions for making decisions


			Informal occasions for involvement, sharing feelings


			Competitive occasions to win points


			Sacred occasions to celebrate and transform the culture





			Motivation


			Economic incentives


			Growth and self-actualization


			Coercion, manipulation, and seduction


			Symbols and celebrations
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Choosing a Frame

Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	









Choosing a Frame




Document Title



Document Title






			Question


			Structural Frame


			Human Resource Frame


			Political Frame


			Symbolic Frame





			How important are commitment and motivation?


			Unimportant


			Important


			?


			Important





			How important is the technical quality of the decision?


			Important


			?


			Unimportant


			Unimportant





			How much ambiguity and uncertainty is present?


			Low to moderate


			Moderate


			Moderate to high


			High





			How scarce are resources?


			Moderately scarce


			Moderately abundant to abundant


			Scarce (or getting scarcer)


			Scarce to abundant





			How much conflict and diversity is present?


			Low to moderate


			Moderate


			Moderate to high


			Moderate to high





			Are we working top down or bottom up?


			Top down


			Top down


			Bottom up


			Top down bottom up
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Reframing Leadership

Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	









Reframing Leadership



Document Title






The Emerging Leader Program


Explanation of Key Decision-Making Concepts






Leadership Development Program






			Effective Leadership


			Structural


			Human Resources


			Political


			Symbolic





			The Leader
is a(n):


			Social architect


			Catalyst, Servant


			Advocate


			Prophet, Poet









			Leadership Process:


			Analysis, Process


			Support, Empowerment






			Advocacy, Coalition Building


			Inspiration, Framing Experience





			


			


			


			


			





			Ineffective Leadership


			Structural


			Human Resources


			Political


			Symbolic





			The Leader
is a(n):


			Petty Tyrant


			Wimp, Pushover


			Con-artist, Hustler


			Fanatic, Fool









			Leadership Process:


			Management by Detail and Fiat


			Management by Abdication


			Management 
by Fraud, Manipulation


			Management by Mirage, Smoke and Mirrors








Adapted from Reframing organizations: Artistry, choice, and leadership. (1991). Bolman, L., & Deal, T. 
Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.
1.0—MDT0602
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“By deliberately changing their internal image of reality, 

people can change their world.”

Willis Harmon







Use of the Structural Frame

		 Effective Use 

		Efficient management

		Lean and effective

		Lean bureaucracy

		Ineffective Use

		Rules more important than outcomes

		Policies and rules remain unchanged

		Leader is petty tyrant

		Management by fiat and detail



Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	







Use of the 

Human Resource Frame

		Effective Use 

		Extensive personnel training

		Appropriate benefits package

		Rewards for development, accomplishments

		Leader is supportive and empowering

		Ineffective Use

		Codependent organization

		Employees’ happiness more important than 

achieving outcomes

		Leader is a weakling, a push-over; 

abdicates responsibility



Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	







Use of the Political Frame

		Effective Use 

		Negotiates settlements with disparate groups

		Produces “buy-in” and “win-win” solutions

		Promotes shared power and influence

		Advocates for organization

		Ineffective Use

		Manipulates special interest groups

		Doesn’t honor promises

		Uses power to exclude, trivialize

		Leader can be a con artist, hustler



Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	







Use of the Symbolic Frame

		Effective Use 

		Inspires others with commitment to “higher purpose”

		Uses symbols to give rich meaning to everyday events

		Leader acts as prophet and poet for the organization

		Ineffective Use

		Promotes fanaticism among followers

		Trivializes sacred symbols

		Leader uses “smoke and mirrors”



Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	







Successful Leaders Make Effective Use of All Four Frames

		Demonstrate “frame flexibility”

		Expand perceptual set by thinking outside their box



Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	
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Organizational Change

Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	
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Using Four Frames to Facilitate Organizational Change: 

Structural Frame

		Change alters the clarity and stability of 

roles and relationships leading to confusion 

and chaos. 

		A leader needs to pay attention to realigning and re-negotiating formal patterns and policies.



Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	







Using Four Frames to Facilitate Organizational Change:  

Human Resource Frame

		Change causes people to feel incompetent, needy, and powerless.

		Adequate training for new skills is a must.

		Psychological support is essential.	



Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	







Using Four Frames to Facilitate Organizational Change: 

Political Frame

		Change generates conflict/creates winners 

and losers.

		Managing change effectively requires 

the creation of arenas where issues can 

be negotiated.	



Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	







Using Four Frames to Facilitate Organizational Change: 

Symbolic Frame

		Change creates loss of meaning and purpose.

		Change severs attachments from symbols and symbolic activities. 

		Letting go of the organizational past requires symbolic healing.



Deal, T. & Bolman, L. (1991). Reframing organizations: Artistry, choice, and leadership. 

Used with permission of Jossey-Bass, Inc., Publishers, San Francisco, CA.	
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A leader is irrelevant until he or she has something to say

Tom Peters







Strategic Conversations



“From telling to engaging”







	1	Footnote
	2	Footnote
	3	Footnote
	4	Footnote
	5	Footnote
	Quelle:	Source







Performance

Management decisions/ signals

Behaviour

What we say we want to happen

Minds

What people think and feel this means

What happens as a consequence

How people actually behave in response

The purpose of communication is 

to get things done















Key driver: Relevance of your message 

		Can you inspire me?		WHY should I do this?

		Can you show me?		HOW should I do this?

		Can you explain to me?		WHAT should I do?

					(WHEN/WHERE)







Getting this right is as much about listening and having a dialogue as it is about telling















The biggest problem with leadership communication 

is the illusion that it has occurred

Tom Peters







Key driver: Your own behaviour



















Walk the talk

“My life is my message”







How can Strategic Conversations help? 

It is a different way of communicating, a technique to make the ‘corporate story’ engaging and compelling. 















“I have a list of measurable objectives”















“I have a dream”







Over to you………. 

Think of someone who has inspired you through their communication



What did they do? 







How can Strategic Conversations help? 

		Story telling approach to communicating strategy (in broadest sense) 

		The personal convictions behind the corporate words

		Relevant for the recipient

		Personal actions & expectations

		Jump starts real 2-way communication 

		Direct reports, but also for wider communication



Help







So…. What is it? 

		Your approx. 30 minute story about 

		Your assessment of your business area 

		Your vision of the future for that business area

		Your plan how to get there

		Your expectations from your people

		Your commitments to your people



		You write your own story with the help of a self selected coach and with input from your boss

		We start this process today: step guide









The conversation 

		You share your story with your direct reports 



		All attendees provide feedback to you on

		3 most compelling points

		3 least compelling points



		Max 12 people to enable all to give feedback in a relatively manageable time period



		Feedback is starting point for conversation









Key elements of the story

		Intro: 		Need to act



		Present: 		Where are we & what can we be proud of

		Future: 		Vision of success 

		Journey:		How are we going to get there 

		Challenges:	What are our biggest challenges 

			& how will we overcome them



		Your role:		What I expect from you 

		My role:		What you can expect from me 



		Conclusion









Key elements of the story

		Intro: 		Setting the scene, need to act

		Present: 		Where are we & where did we come from

		Future: 		Vision of what success looks like

		Journey:		How are we going to get there 

		Challenges:	What are our biggest challenges 

			& how will we overcome them

		Your role:		What I expect from you 

		My role:		What you can expect from me 

		Conclusion



Personal view within corporate context







What can it bring you?  

		Clarity on own story



		Strengthening of own story via input from direct reports



		Teambuilding & alignment through conversation



		‘Peace of mind’ on understanding, buy-in & communication of key directions & messages



		The possibility for of a more open relationship with your reports based on an open exchange of views 









What can it bring your team?  

		Relevant story that translates into a vision for your future

		Enhanced self esteem, their views matter 

		Comes with the human touch and personal drivers

		Has clear actions & accountabilities

		Assigned opportunity to provide feedback & engage in conversation

		The possibility for of a more open relationship with their line manager based on an open exchange of views









How to make your own story

Select a peer to help you during this programme 

Start this evening with interviewing each other

The story ‘template’ 

An interview guide

Tomorrow morning: 

Q&A

Ask you to share initial thoughts about ‘vision for the future’

More time for interviews

Step chart to take away and finalise your story before September 12 







Key enablers for success

		Commitment 

		time 

		openness to speak & listen 

		Prepared to experiment, take a risk, stretch yourself



		Skilled coaching 

		dedicated internal coach

		your boss needs to be a coach as well









Questions? 





?













Necessary additional actions (e.g. leadership)

Communication objectives & effectiveness

Knowledge Attitude Behaviour
[ Pl e Pl s e R
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A leader is irrelevant until he or she has something to say


Tom Peters
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Performance


Management decisions/ signals


Behaviour


What we say we want to happen


Minds


What people think and feel this means


What happens as a consequence


How people actually behave in response


The purpose of communication is 


to get things done




















Key driver: Relevance of your message 


			Can you inspire me?		WHY should I do this?


			Can you show me?		HOW should I do this?


			Can you explain to me?		WHAT should I do?


					(WHEN/WHERE)











Getting this right is as much about listening and having a dialogue as it is about telling























The biggest problem with leadership communication 


is the illusion that it has occurred


Tom Peters











Key driver: Your own behaviour





























Walk the talk


“My life is my message”











How good are we according to our Tiered managers?

















Engagement Pre-driver:


Values & Integrity


Shaded difference bar or * denotes a statistically significant difference


ISR Global Management Norm (N=90,489)


ISR Global High Performance Management Norm (N=73,089)


Tiered Managers (N=728)


% ?


% Unfav.


Response


% Favourable Response


% Difference


Leadership Team Member (N=268)


13


12


  8*


30


23*


16*


Company management does an


excellent job of keeping employees


informed about matters affecting us


























Engagement Pre-driver:


Values & Integrity


Regarding JohnsonDiversey’s core values as defined in "This We Believe“:


			I believe these values are clear





			I believe management decisions are consistent with these values





Shaded difference bar or * denotes a statistically significant difference


ISR Global Management Norm (N=90,489)


ISR Global High Performance Management Norm (N=73,089)


Tiered Managers (N=728)


% ?


% Unfav.


Response


% Favourable Response


% Difference


Leadership Team Member (N=268)


  7


  9


  4*


  9


11


  4*


17


16


11*


31


18*


11*


























Key Driver Analysis








Management decisions are consistent with the values


67h. How good a job is EMA doing in implementing the following:  Addressing employees' needs


43. Company management does an excellent job of keeping employees informed about matters affecting us.


21. Company management trusts the judgment of people at my level in the organisation.  


38. In my opinion, my business unit is truly customer-oriented.  


50b. I think the management of my business unit will: Act on problems identified


Variance Explained 


= 46%


* coloured bar is a statistically significant difference


 4*


n/a


-8*


-3*


 0











How can Strategic Conversations help? 


It is a different way of communicating, a technique to make the ‘corporate story’ engaging and compelling. 











Over to you………. 


Think of someone who has inspired you through their communication





What did they do? 























“I have a dream”























“I have a list of measurable objectives”











How can Strategic Conversations help? 


			Story telling approach to communicating strategy (in broadest sense) 


			The personal convictions behind the corporate words


			Relevant for the recipient


			Personal actions & expectations


			Jump starts real 2-way communication 


			Direct reports, but also for  wider communication





Help











Key elements of the story


			Intro: 		Need to act





			Present: 		Where are we & what can we be proud of


			Future: 		Vision of success 


			Journey:		How are we going to get there 


			Challenges:	What are our biggest challenges 


			& how will we overcome them





			Your role:		What I expect from you 


			My role:		What you can expect from me 





			Conclusion














Key elements of the story


			Intro: 		Setting the scene, need to act


			Present: 		Where are we & where did we come from


			Future: 		Vision of what success looks like


			Journey:		How are we going to get there 


			Challenges:	What are our biggest challenges 


			& how will we overcome them


			Your role:		What I expect from you 


			My role:		What you can expect from me 


			Conclusion





Personal view within corporate context











What can it bring you?  


			Clarity on own story + opinion of your direct reports


 


			Strengthening of own story via input from direct reports





			teambuilding & alignment through conversation





			‘Peace of mind’ on understanding, buy-in & communication of key directions & messages





			The possibility for of a more open relationship with your reports based on an open exchange of views 














What can it bring your team?  


			Relevant story that translates into a vision for your future


			Enhanced self esteem, their views matter 


			Comes with the human touch and personal drivers


			Has clear actions & accountabilities


			Assigned opportunity to provide feedback & engage in conversation


			The possibility for of a more open relationship with their line manager based on an open exchange of views














The conversation 


			All attendees provide feedback to you on


			3 most compelling points


			3 least compelling points





			Facilitated session





			Max 12 people to enable all to give feedback in a relatively manageable time period





			Feedback is starting point for conversation














Our experience so far


			Started with Graeme in October 2004


			Taken up by some of his Direct Reports


			Some great experiences………














The AFME story


Moreno Dezio











How to make your own story


Select a peer to help you during this programme 


Start this evening with interviewing each other


The story ‘template’ 


An interview guide





Tomorrow morning: Q&A and more time for interviews


Step chart to take away and finalise your story before September 12 











Key enablers for success


			Commitment 


			time 


			openness to speak & listen 


			Prepared to experiment, take a risk, stretch yourself





			Skilled coaching 


			dedicated internal coach


			your boss needs to be a coach as well














Questions? 








?
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