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Objectives

•Describe the four standard frames for analyzing 
organizations    

•Identify key child advocacy stakeholders and describe their 
unique characteristics in building advocacy partnerships.  

•Apply the organizational framework to analyze 
an advocacy case study  



Overview 

•Introductions, Overview of Workshop 

•Barriers to Advocating in Organizations and Key Advocacy 
Allies

•Four Frames for Understanding Organizations 

•Case Study 

•Self Skills assessment 



Advocating within Organizations

Think about something you have advocated for in the context of a 
organization.  

•What makes it challenging to advocate within an organization?    What 
organizational factors does one need to consider?

•Who are your advocacy allies/stakeholders?
•Discuss in group of 2-3 and write down  (10 min)
•Report out to total group (5 min)

Advocacy:  the act or process of supporting a cause or proposal 



Advocating within Organizations

• Challenges and Factors to 
Consider

• Unclear org policies
• Too many and unknown 

“cooks”
• Inadvertent “stepping on 

toes”
• Complexity of organization
• Malalignment of mission
• No single source for 

information

• Advocacy Stakeholders/Allies

• Community orgs
• Organized medicine
• Org champions
• Patients/Families



Frames

•Frames are ways of viewing, understanding and negotiating a 
particular setting

•People make sense out of organizational life in different ways

•Leaders need to develop accurate maps in their heads of how to 
navigate a system

•Create guides for thinking and action



Four Frames for Understanding Organizations

• Structural
• Rules, roles, goals, policies

• Human Resources
• Relationships, engagement

• Political
• Power, conflict, competition

• Symbolic
• Culture, inspiration

Bolman LO, Teal TE. 
Reframing Organizations: 
Artistry, Choice and 
Leadership. 6th Ed. 2017.



Example: The CA Community Pediatrics and Advocacy 
Collaborative 

An educational collaboration of 13 pediatric residency training programs in 
California on the curricular areas of community pediatrics and advocacy. 



Structural Frame

• Create efficient and effective structures, policies and procedures

• The HOW of change

• Task oriented frame
• Strategy
• Set measurable goals

Clarify task, responsibilities, reporting structure

• Metrics and deadlines
• Systems and procedures

• Balance structure with change strategies



Human Resources Frame

•Create the right team, develop 
and support them

•Engage and empower people
•Establish productive 
relationships and open 
communication

•Provide support, coaching, 
caring, learning

•Align individuals and 
organizational needs



Political Frame

• Create networks/coalitions and respectfully manage differences
• Mediate  and negotiate conflicts

• Establish direction
• Advocate for missions
• Set agendas
• Allocate scarce resources



Symbolic Frame

• Create and articulate a compelling vision
• Inspire by appealing to ideals of institution
• Tell stories of people and preferred future
• Build faith and shared meaning

• Inspire and excite by using ceremonies, rituals, stories, symbols to 
create culture

• Lead by example



Four Frames

• If the leader learns that the greatest problem is 
a lack of motivation and commitment, he or she 
will probably stress the Symbolic and Human 
Resource frames.  

• If confusion around priorities and 
responsibilities is the main issue, then the 
Structural and Political frames will probably be 
most important.  

• If there is uncertainty and anxiety around future 
direction, the Symbolic and Political frames may 
be the keys to change.  

• Structural 

• Human Resources

• Political

• Symbolic



Four Frames in Action:  Case Study 
Last July the detention of families at the US border was dominating 
the news as there had recently been a couple of child deaths. 
Faculty and staff in your Department of Pediatrics want to take 
action. You convene a town hall and are surprised to find 
that people from outside of the Department responded including 
internal medicine, OB/GYN and the emergency department. In 
addition people from outside of school medicine came - from the 
undergraduate campus and even local high schools.   The result of 
the town hall is a commitment to support the refugees in 
Tijuana.  There are two workgroups: those organizing supplies and 
donations and those who wish to go to the border to provide 
clinical care. As a part of this process, we have had to work with 
the Stanford Global Health leadership for 
accreditation/certification requirements (malpractice coverage etc) 
required to begin the program. We have made three trips to the 
border to do needs assessments and build partnerships. So far we 
have partnerships with a clinic in Tijuana, a couple of UCSD global 
health faculty, and a UCSD student run group providing direct 
services and donating supplies in the shelters and tent camps. We 
have a GoFundMe site and have our first donations (neb machine, 
kids books, etc) ready to send. The current plan is to begin sending 
teams down in November. 

 

• Divide into 4 groups:  Structural, human 
resources, political, symbolic

• Small group task (15 min)

• Use your frame to analyze the situation 
and consider barriers and facilitators to 
bringing about the desired change.

•  How would multiple frames help guide 
analysis and action?

• What should be her next set of actions 
based on your frame? Be prepared to 
share your top 3 recommendations with 
the large group.

• Report to total group (3 min each)



Your Personal Navigation Frames and 
Reflection

• Self-assessment of frame orientations (7 min)
• Use Leadership Orientations Self-Assessment Form

• How do you typically navigate organizations?

• Identify one challenge/area in your current 
work where you would commit to using an 
alternative orientation than your preferred 

• Pair Share  (5 min)

• Group reflection (3 min)



Take home points

• Advocating within an organizational context is complex

• The frames allow you to create a mental map and assess how to 
move forward

• Challenge yourself to use other less familiar frames to accomplish 
your goal
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