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[bookmark: _Toc121499098]Introduction
One of the most profound benefits of doctoral studies is discovering that many of the strategies and patterns that one applies to situations at work or in school have actual names and can be studied at length.  An example is that one can employ different leadership frameworks within organizations.  Bolman and Deal’s (2008) actually provide four frameworks which cover a broad array of leadership styles but recognize that different methods are appropriate at varying stages of organizational development or from different views of the organization.
I always have found that I approach situations such as a new job or entry into graduate school by first learning the structure of the organization, then the interpersonal relationships, the resource allocation mechanisms, and finally the goals and values of the organization.  My methods correspond closely to the four frameworks presented by Bolman and Deal (2008).  The doctoral program has provided me with tools to refine my approach to leadership while my position at the Marshall University Research Corporation has presented ample opportunities to test these new methods.  I will explore the relationship and balance between the Leadership Studies program and my work using the structural, human resource, political, and symbolic frames below.
[bookmark: _Toc121499099]The Structural Frame
When beginning any interaction with an organization, one must understand the structure and the environment within which that organization operates.  Bolman and Deal define this as the structural frame which makes use of an analytical leadership style that concentrates on structure, strategy, and implementation.  Structure can be more far reaching than just who reports to whom because there are implications for efficiency and employee morale.  For instance, Bolman and Deal note that formal structure enhances morale if it serves a purpose, but, if structure gets in the way, then it will have a demoralizing effect .
[bookmark: _Toc121499100]Structure in the Doctoral Program
Understanding the structure of any organization is an especially key ingredient when one is in unfamiliar territory.  For me, the doctoral program was certainly unfamiliar territory since both my academic and work background have been in technical fields.  The two structural challenges for me have been the classes and the system in general.  The classes are both interesting and a bit distressing.  All of the courses have made writing and thinking demands that I expected as part of a doctoral program.  However, some classes have made difficult assumptions about my previous experience in educational organizations.  For example, the politics, facilities, organization, governance, and finance courses all made assumptions about my familiarity with local officials, community leaders, West Virginia State Code, or campus politics.  My forays into Curriculum and Instruction courses would have been more beneficial and clearer if I were a practicing teacher.  Nonetheless, I have found most of the instructors to be reasonable about allowing me to substitute in either higher education for public education or industrial experience for educational experience.  The other structural challenge has been the voracity that the program has for forms and documentation.  Fortunately, I always have found the faculty and staff to be cheerful in helping feed the system
I must admit that recently I have gained a higher level of respect for the structure within the doctoral program.  Some of my coworkers are pursuing advanced degrees elsewhere and, although they started at the same time that I did, they appeared to be making much quicker progress.  When we compared the programs, I noticed that theirs were significantly less structured and seemed to be more efficient.  However, without exception, all of them have had to backtrack and rework different aspects of their programs either because of simple misunderstandings that could have been avoided with better documentation or because of intentional barriers meant to impede progress.  While I am pleased to see my own program readily fall into place, I also am disappointed to see my coworkers dejected because of a lack of structure within their programs.
[bookmark: _Toc121499101]Structure at Work
While some might find that their workplace is more structured than school, such is not the case for me.  Creating structure at work has been a continuing exercise for me since I joined the Rahall Appalachian Transportation Institute (RTI) in 2003.  None of the current vertical or lateral structures were in place before I began organizing the department that I manage.  This has been both a challenge and a great opportunity for me.  I have a strong preference for flat organizations that use matrix management to create project teams and solve problems.  These are important precedents to establish early in an organization’s life because of the tendency for structural complexity to increase with age and size.
I have been quite fortunate that I could implement many of the ideas from my Leadership Studies classes in a real environment.  The connection between theory and practice is invaluable.  The matrix structure that I have put into place allows me to keep abreast of what my staff needs and how I can help them best while letting my project managers focus on their teams and their customers rather than on staff development and resource allocation.
[bookmark: _Toc121499102]The Human Resource Frame
The human resource framework recognizes the value of the people in an organization and thus stresses a servant leadership style that acts as a catalyst, empowers individuals, and advocates for their interests.  This is a participatory framework that allows for the sharing of information and the devolution of decision making into the body of the organization.  Bolman and Deal not only recognize the value of protecting jobs and promoting from within, but also of hiring the right people.  These ideas flow directly from Maslow’s “Hierarchy of Needs”, as documented by Bolman and Deal, and employees’ desires for safety, belonging, and self-actualization .
[bookmark: _Toc121499103]Human Resources and School
Some may not see immediately how concepts of human resources can apply to school.  In this organization, however, I play the role of an employee who is new to the industry but hopes to contribute before moving up.  I am also a product of the organization.  While one might consider this a discrepancy in the analogy, I believe it merely recognizes a healthy process that values members of the organization and promotes from within.
Faculty act as the management staff who use the elements of the human resource frame to lead the organization.  The review of academic credentials and the interview process are analogous to those used to identify potential employees.  Other parts of the doctoral program, such as the residency, research and portfolio requirements, map to the concepts of promoting from within, sharing the wealth, and empowerment discussed by Bolman and Deal.  Some of my professors would point out that this is a clear case of latent functionalism.  I would agree, but I see no negative connotation since I also believe that I have been prepared to think for myself and not just to repeat what I have been told.
My cohort friends are my coworkers in this organization.  Much like any new group brought into an organization at the same time, we have many common goals and concerns.  I was advised before ever applying to this program that I should find a group of peers to help me stay focused.  I now find myself repeating that same advice to those just entering the program.  I cannot say that I would not be this far without their support, but I know that the experience would have been more challenging and less fruitful without my colleagues.  I only can hope that I have been some use to them as well.  
One last group must be considered as a key ingredient to success in the doctoral program.  My family is the hidden partner that enables my pursuit of more education.  I see elements of servant leadership by my family members daily.  They share my goals and help keep me focused on what is important and why.
[bookmark: _Toc121499104]Human Resources and Work
The human resource frame provides an ideal way to see my employer.  RTI is a young organization that needs staff development and support both through hiring the right people and through empowering existing staff members.  I feel very fortunate to be in a position that gives me the opportunity to help my coworkers hone their skills and that also allows me to serve their needs to fulfill institutional goals.  Helping them grow is not just the right thing for them or the organization, but it is also my moral obligation given the latitude that my supervisor has granted me to pursue my education.
Bolman and Deal talk extensively about creating development opportunities for staff members and investing in learning.  When I first started at RTI, I had never worked for a university or research center before.  The methods of operation, the management structure, and the terminology were very foreign to me.  Fortunately, a supervisor committed to education coupled with the curriculum in the Leadership Studies program has aided me tremendously.  I use the lessons that I have learned in theory, finance, and law regularly at the office to help my institution grow in the right direction and to give my employees the same level of support that I have received.
[bookmark: _Toc121499105]The Political Frame
One always must recognize the political nature of any organization due to the competing interests and to the need to allocate scarce resources.  Bolman and Deal define a political framework as one that uses coalition building and persuasion to link parties together within the organization.  This framework defines an escalation path for managing interactions with other parts of the organization starting with persuasion, then negotiation, coercion, if needed, and, finally, compromise.  Thankfully, I have seen very little coercion used either in school or at work.
[bookmark: _Toc121499106]Politics and School
The political frame as applied to the doctoral program focuses on the coalition and persuasion aspects more than on resource allocation and stakeholders.  Coalition building manifests itself first through committee selection and then in team building throughout the program.  Committee construction can be a highly political process since there are hidden factions at work within the college that are unknown to doctoral students who are urged in the first class taken to choose a committee immediately.  I was fortunate to have several of my early classes from professors with whom I felt I could work effectively over a long period.  This made selecting a committee much easier.
Persuasion is a skill that one should try to master as early as possible in the doctoral program.  I have found that my fellow students are a talented lot with as much interest in this program as I have, but with a broader and deeper exposure to many of the topics.  However, it would be difficult if not impossible to operate alone in the program and thus the need for artful persuasion.  Many of the classes are organized similarly to discussion panels which can polarize groups with diametrically opposed ideas.  I believe this is likely the most effective format for class discussion because of the level of experience of most of the students in the program.  I do not know if I ever persuaded anyone to agree with my points, but I believe that I gained a better perspective of their views.
Another area that benefits from persuasion and coalition building is the dreaded group project.  I would rather write a research paper with 50 sources than work with strangers on a small project.  Such endeavors require a great amount of persuasion since there is no authority yet there is shared responsibility.  What I have learned from group assignments in the doctoral program is that projects without leaders or without clear agendas typically will end in failure.  Since that is not a viable option, I always have chosen either to follow someone else who had a good plan or to put forth a plan of my own and then lead.
[bookmark: _Toc121499107]Politics and Work
Curiously, school and work have followed parallel paths because as I was deciding how best to develop my staff at RTI, I also was cementing my relationships with my cohorts in the doctoral program and taking the theory class that introduced me to Bolman and Deal (2008) and their frames.
I started full-time with RTI at nearly the same time that I began as a doctoral student.  RTI had a large gulf between researchers and technologists and between both of those groups and senior management.  The organization had been so concerned about establishing itself that there had been no time for either optimizing resource allocation or for internal staff development.  As the CIO, I could have hoped that the rest of the organization would eventually right itself and then begin supporting the development group better.  I also could have poisoned the other senior managers’ views of the technologists and then rebuilt the department as I saw fit.  However, neither of these views seemed prudent nor appealing to me.
Bolman and Deal see a middle road between the naïve and the cutthroat in organizational politics that represents the benevolent politician who has the best interests of the organization at heart.  The narrow path through the middle has not always been my preferred choice as I really like to make bold statements and don’t mind standing alone when it helps prove my point.  However, both my personal experiences and my studies of leadership and management have taught me the value of building coalitions and networks of supporters who can help me.
I have been able to develop my staff into one of the best development teams with which I ever have worked.  They are an exemplary group both at RTI and within the Marshall University community at large.  Since I began working with them, they have delivered several key systems to county, state, and federal agencies including one that recently won a national award from the Council of State Governments for best technology innovation.  Their success is an affirmation of following the narrow path and the constructive use of bargaining, negotiation, and good politics.
[bookmark: _Toc121499108]The Symbolic Frame
Shakespeare wrote in As You Like It that “All the world’s a stage, and all the men and women merely players” which constitutes a helpful analogy to the symbolic framework.  At times, leaders will play many roles, one of which is the visionary who provides plausible explanations and interpretations of shared experiences.  This framework also recognizes that organizations often are driven more by their stories, heroes, and rituals than by rules, authority, and policies.  My roles as a graduate student and as a manager in a research organization offer me ample opportunities to see the use of symbols in organizations.
[bookmark: _Toc121499109]Symbolic Frame and School
Bolman and Deal note that organizations often create symbols to clear confusion, to provide hope, and to create a bond.  The doctoral program contains many symbols that represent progression and academic success.  The selection of a committee is a symbol of commitment to the goal of researching and defending a dissertation.  This is a symbol shared among the doctoral students and the faculty committee members and is celebrated as an important event.  The residency portfolio, reflection paper, and presentation are other symbols of progress within the program and are followed by a linked event: admission to candidacy.  These are important events to us because they represent success and provide turning points on the journey through graduate school to joining the academy.
[bookmark: _Toc121499110]Symbolic Frame and Work
My workplace is still a little young to have developed many stories and myths that function as symbols.  However, every organization, including RTI, has symbols such as the corporate seal or logo, the letterhead used for correspondence, web sites, marketing material, or even the location of offices.
RTI operates in a gray zone in which it sometimes is advantageous to be aligned with academia and other times it is not.  We exploit this dichotomy by placing our staff both on and off campus.  Our business offices are in a bank building with easy access for clients and a very traditional feel.  The majority of our researchers, however, are on campus and reside with the colleges of engineering and science.  This dual-nature has given me the opportunity to observe closely higher education administration and finance while granting me the latitude to manage my department at the institute using the best practices available.
[bookmark: _Toc121499111]The Journey Ahead
To this point, I have reviewed how the four frames apply both to my work and to my previous adventures in the doctoral program, but not to my dissertation.  I would be remiss not to explore how the structural, human resource, political, and symbolic frames can potentially serve me in the next phase of my education.
I have never written a dissertation before, but I believe that successfully finishing the process will depend greatly on understanding the structure of both the document and of the work required.  The dissertation itself has an implicit structure and requires me to organize my labor.  To me, structure is synonymous with success because creating structure helps me allocate my time, organize my thoughts, and maintain a good attitude about my work.  Planning and scheming have never let me down.
Structure is obvious, but how will the human resource frame affect my dissertation work?  I see two avenues for applying the human resource frame, both of which depend on aspects of servant leadership.  First, as I mentioned above, my family supports me and supports my goal of completing a terminal degree.  They are excellent examples of servant leaders who will do whatever is required to ensure my success.  Second, I recognize that I am the leader of my dissertation project and that I must act as a catalyst and empower others who can help me.  Those others may be my committee members who are trying to guide me to success, administrators of some program that I wish to study, or subjects whom I need to interview.  I understand the importance of engaging the right people and treating them with respect.
The political frame is perhaps the most difficult of the four to apply to writing a dissertation.  This may be due to the tendency to associate politics with greed and corruption rather than with resource allocation and compromise.  Any time one interacts with other people, there will be ample opportunities to engage in politics.  There will be compromises with my committee on topics and scope, then perhaps with the Institutional Review Board on how I structure and execute my study, and finally with any subjects or organizations being observed.  Some of these compromises will involve the allocation of a scarce resource: time.  In one sense, the political frame may be the most important because those who will not compromise and cannot work with others to allocate resources will not succeed.
The last, the symbolic frame, is less involved with the process of research and writing, but it is a key component of the analysis and integration  of the data.  When I first started in this program, I had no idea that I would discover strong links between my training as a computer scientist and the research skills I would learn in the doctoral program.  The link is the use of symbols to represent knowledge and context.  Bolman and Deal (2008) recognize the power of symbols to encapsulate experiences in a way that can clear confusion and create bonds.  I believe that regardless of whether my research involves individuals, organizations, or the effects of some method or policy, that I will use symbols as a means to reduce the complexity of the study and improve the quality and accuracy of my work.
[bookmark: _Toc121499112]Conclusion
Several of the concepts that Bolman and Deal (2008) present in their four frames are familiar to me.  I have been a student of human nature and organizational behavior all the years that I have been in the workforce.  Some of the theories and ideas that have been presented to me in courses over the last three years also are concepts that I have seen before in other forms.  My experience in the doctoral program, however, has provided answers to several questions that I was missing.  First, what is the foundation for these concepts that I have been using?  It is not enough to make a correct observation without some basis for drawing the conclusion.  Previous good decisions could lead to a false sense of one’s depth of knowledge.  Second, what are the potential next steps and their implications?  Without a pattern to follow and without the analytical tools necessary, decisions come slowly and inadvertently may take unneeded risks.  Finally, where does one look for help?  An education cannot teach us everything that we need to know, but it can teach us where to look for the necessary information.
That leads me to the most valuable thing that I have gained from the doctoral program.  I believe that I have developed a more critical and analytical view, especially in matters of leadership, public policy, and higher education.  For instance, in leadership, I look for ways to be a servant leader and empower my employees to do the best job that they can.  I had never heard of the concept of a servant leader before I entered the doctoral program.  I do not believe that I was a bad leader before, but I know that I am a better leader now.
Because I have a better grasp of the issues, I have changed many of my views of public policy and higher education.  For instance, before I participated in a study of the Promise Scholarship during my second year in the doctoral program, I believed that Promise was an important program that should be expanded and fully funded.  Now, I realize that Promise is an entitlement program for the middle and upper classes who would send their children to college regardless.  The doctoral program did not change my philosophy, but rather taught me how to analyze policy and apply my existing values correctly.
I have changed my mind about my ideal future career as well.  When I was interviewed for the doctoral program, I was sure that I wanted to be the chief technologist for a large school or perhaps a state or system.  After my courses in governance, politics, and finance though, I believe that I would be much happier at a small school like Glenville or Shepherd, or perhaps at a community college instead.  I am interested in doing the most good possible and, today, I believe that may be at a smaller school.
My thinking always has revolved around numbers and algorithms.  During the past three years, I have been challenged to think more in terms of people, goals, theory, and policy.  I have been asked to research college finances, governance systems, and educational policy while commenting on the works of Plato, Gandhi, and Dr. Seuss.  I believe I have a more diverse, balanced education than I did before entering the program and I believe I am prepared better to continue with the remainder of my career whether it is in education, administration, or technology.
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