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ABSTRACT

A population of organisation development consultants
is didentified from the training function of the Chemical:
industry and certain demographic features are reported.

These features are compared with other populations identified
at the same time, A sample of organisation de?elopment
consultants and training officers are interviewed in depth
regarding some personal and professional beliefs. Organisa-
tion development is analysed as'a social movement, and sone
major findings on thé characteristics of those who jcin

various kinds of social movement are reported. Two hypotheses
(i and ii) relating the aetiology of thé values of organisation
development cpnsultants to those of their parents or sig-
nificant agthbrities in early childhood are taken from the
literature and tested in relation to organisation development
consultants. A third hypothesis (iii) concerning ihe
Vaetiology of values of organisatign development consultants -

is developed from object relations theory. ‘

The organisation development consultants are compared
‘with a group of trainee social scientists and trainee general
managers regarding their perceptions oﬁ various dimensions of
their parents. As.a result, negative findings are recorded
concerning hypotheses‘i) and ii), the dependency and counter-
dependency hypotheses.  Hypothesis iii) is tested by

A3

literature reanalysis, reanalysis of depth irnterviews with

organisation development consultants and by fieldwork using



the object rélations technique both with a group of
organisation development consultants and a group of college
lecturersl Further conparisons are made with clinical
groups on whom the objécﬁ relations technique has been used.
The implications of the findings regarding hypothesis iii)
are discussed both in relatioﬁ to organisation development‘

practice and the further research needed as a result of this

work,
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INTRODUCTION

General issues

The work for this thesis has been done, on and off, over the
last seven years. = The approach taken to the research has been

aptly described by Pugh and Hinings (1976).

"Affer they have done their lectures, tutuorials,andkmarking,
seen individuél studenté, participated in their profession's
activities and (in some cases) carried out their consulfancy
(which are all more programmed activities and’therefore,
according to $imon’s law, will come first) they will also do
their résearch, perliaps on Thuréday afternoons from %.30 p.m.
to 6.00 pm. It is implicit in this approach that the
research can be continualiy taken up and put down, ﬁith
something to show for the period,in between, so that this
might be called the ‘academicrknitting' concept of research."

(xii-xiii.)

Such an approach produced a situation in wﬁich I beca@e :
increasingly aware of myself as a major variable in the whole \
research process. The thesis can be seen not only in,terﬁs of
iﬁveétigating certain questions regarding the personal characteristics
ofkorganisation development consultants but at another level can be
seen as paralleling my own professional beliefs within ofganisation
develbpment. The peréonal processes by which the link is forged
between.professional beliefs and personal emotional psychodynamics

are somewhat obscure. Subjectively there is a rational relation-

ship between these two via the thought processes, yet the genesis



of these prdcesses thenselves is open to debate. Suffice to say
af this point that fhis issue is a major theme running through the
thesis nqt only in terms of my own rélationship to organisation
developmeﬁt but also, I believe, in terms of the personal character-
istics of orgenisation development consultants. Separating out
my own from environmental questions has been both a major prqblem
and a major opvportunity in doing the research. It has been a
major problem insofar as i% has caused blocks to theory or doubtis
.about theory when others may have been more certain. This has
led me to self re-examination but has slowed the research. On
the otﬁer hand it has provided the energy to keep at it, and the
personal insights and an attitude of committed scepticism toward

the view I was taking.

Doing the work

The actual work which was done can be divided into three major
sectioné, two of which, in Popper's (1968) terms are concerned:
primarily in retrospect with the psychology of knowledge, and the
latter primarily with the logic of knowledge. This is not to say
that the first two sections were#i};ogical, but it is to argue that
i the early workAserved the dual purposes not only of producing some
Afindings regarding the characteristics of organisatioﬁ development
consultants Sut also contributing strategically to the hypothesis
generation stage of the work.

The first section of the work was undertaken as part of a piece
of confract research sponsored by the Chemical and Allied Products
Industry Training Board (C.A.P.I.T.B.). This first section included
fhe survey of fuil¥time training personnel in the chemical industry

in Great Britain reported in chapters I and II and the follow~up



focussed interviews included in cﬁapter IIT. This .was conducted
during the period 1971-73.

The second section of the work is probably best described as
a "latenéy period”., It was undertaken during the period 1974~75,
and was concerned with building on the findings of section one.
This was done in two ways, firstly by analysing the literature in
depth and with a limited perspective thereby narrowing the research
and producing hypotheses for testing at a later date (chapter IV),
and secondly by deveioping a new perspective on organisation
development consultants. This involved two related activities
because it was a psychodynamic perspective which was chosen. The
fwo related agtivities were an in depth study of the literafure_and
some ?ersonal érowth work aimed at opening my own eyes to the issues
involved. These latter actiyitieé occurred partly by chance,
which led me to the area, and subsequently in a fairly planned .
manner (chapter V). This led to a furthexr hypothésis.

The third,section of the work involved the consideration of
a method for thé,tesfing of' the hypotheses developed and then the -
usual sequence of developing a design, doing the fieldwork, analysing
the results and re-evaluating the hypotheses. This section’éf the

work was perfprmed during the period 1976-T7 (chapters ViI and VIII),

| It is important'to note the interrelatedness'of these three
secfions of doing the work. Each one contained elements to 59

" found more strongly in others yet the development of the whole was

véry dependent on the parts matching together.

Objectives of the research

Like many other_pieces of research, and doctoral dissertations,
the precise objectives of this thesis changed in their detail over

. time, although the overall objective of researching the charaéteristics



of organisation development consultants remained the same throughout

the research.

The early part of the research (chapters I and II) were not
concernediwith hypothesis testing but with discovering some basic
facts aboul organisation development consultants.  Although part
of fhe-work did use a theoretical frame the aim of this was to
enable the total population to be divided in order to produce;a
classification of trainers in the chemiéal industry and consequently
a vorking definition of organisation development consultant.
Certain facts were then obtained with regard to the classification
produced.

The objective of the focussed interviewé of organisation
developﬁent consultants and maintenénce trainers (chapter II1) was
to investigate the characteristids of the former group (by comparison
with the latter whére appropriate).in a more detailed and peréonal
manner. The research was beginning to narrow onto the personal
characteristics of organisation development consultants and their
relationship to professional beliefs. Iﬁ this section questions
regarding both personal and professional issues were asked.

FPinally the;objectives of the research became focussed upon
testing three major hypotheses produced regarding the aetiology of

vthe values of organisation development consulfants. $hese threé
hypotheses were: -

b i)' A dependency hypothesis which stated that in gé;;ral values |
were a simple assimilation of parental values .

A counterdependency hypothesis which stated that in general

e
e
~r

\values were an opposite reaction to parental values

,-i¥D A.split ego hypothesis which stated that in general values
were cognitive defences to basic péychodynamics involving a

- complex set of interrelated mechanismé.- (see chapter VII for

a fuller account of the hypotheses and their charécteristics.)



4This final set of objectives involved the testing of psycho-
logical variables only, vhich contrasted with the early part of

the research.

lethodology

Because of the differing nature ofithe objectives-outlined
above, different methods were used throughout'the thesis. Early
research was predominantly descriptive and survey methods were used
(chapters i and II). The focussed interviews produced extensive
data which is reported verbatim in chapter III. . At this point,
certain findings were produced from the data, and these are
presented in chapfer ITI, but at this time the research was.
essentially atheorgtical and it was not until later (chapter VI)
that this data was reanalysed with a theoretical frame in mind.

It is here that Poppers (1968) idea regarding the psychology of
knowledge can be seen to be important. The analysis of literature
in -chapters IV and V can be seen to stem from the findings from the
focussed interviews énd some personal causes discussed at the
beginning of chapter V.

Finally the three majoxr hypgf@gses were teéted using interview
schedules over the telephone (hypothesés i) and ii), p.197/8) and
a projective test designed with.sympathies to the thedretical‘

. perspective adopted (hypothesisuiii), p.19?/87

The first two hypbtheses (i andzﬁ) were tested at a general
level in that they had'been referenced in the literature as
"probably inadegquate" but were included as no sysfematic:testrhad
. beenfperformed in tﬁe contéxt of organisation development
consultants and they captured much of the discussionlin the
literature. Further, aithough a negative finding was expectea,
'-§ggg support for these hypotheses would have necessitated furfher

research or a recommendation for further research. :



Hypothesis iii) was tested by looking for convergence on a
number of the measures, literature and focussed interview reanalysis,
and a projective test to investigate the psychodynamics of the

organisation development consultants.

Organisation of the thesis

The early research concerned with the survéy work for the
C.A.P.I.T.B. and the initial focussed interview data is contéined
in chapters I, II and III. Chapters IV and V contain the main
literature search of the thesis and chapter V contains é section
on the personal issues which contributed so significantly to the
work done. Chapter VII then sets out the methodological
considerations necessary o test the three major hypotheses
developed from the‘early fieldwork, literature search and personal
development, and the findings are reported in chapter VIII; -~ The
conclusions, implications for organisation development, further

research, and research in general are included in chapter IX.



-CEAPTER T.

Introduction, Survey Work and Exploratory Research

Preamble: Organisations in change and organisation development

The contingency theorists (notably Burns and Stalker, 1961;
Rice, 1963; Perrow, 1976) have suggested that organisations can
_be conceptualised as opén systéms, influenced by and influencing
the environments in which they exist. The extent to whiph the
internal functioning is adapted to cope with external demands will
decide the extent to which the Qrganisation is able to survi&e and
grov, the internal states of adaptation needing to match the
variety inhepent in the environment to produce adaptive, coping
behaviours. Orgarisation is envisagéd as existing in cémplex
enviionments, which can be classified in overall terms to produce
conceptualisations which might guide strategic responses. For
example, Rice (1963) produced a fourfold taxonomy of causal texture
of environment, placid randomized, placid clustered, disturbed
reactive and turbulent fields, which Burns and Stalker (1961)
produced a dual classification of mechanistic and organismic
environments. Later, Perrov (1970) used the integrating concept
Aof uncertainty as a means of‘classifying environméntsi
None of these theorists is involved in taking normative

“stances (at least not in their writings). They are/ééncerned
with producing a set of descriptive categoiiés which leads to a
heaﬁy diagnostic bias before action is attempted; Other evideﬁce
regarding the environment suggests, however, that during the late
1950's, increasingly in the 1960's and continuing into the 1970's,
environments are becoming incréasingly "turbulent" which requires

"organic" responses, particularly in terms of structure and culture,



in order to ensure survival. Toffler (1970) has produced a
plethora of statistics and argument illustrating not oniy the
complexity of environmental changes but also the fact that the
rate of cﬂange (and he acknowledges difficulties of definition‘
and hence argues loosely) is itself accelerating. Although most
changes occur in the technical systems of the environment, many
have important implications‘for the functioning of the sociall-
system. This avenue has been explored furither by others such as
McImhan (1967, l958)‘who has investigated the impact of changes
in communications media on the user. Even the planners are
considering arguments which may be termed anti—plaﬁning as outlined
by Faludi (1973) who suggests approaches which can be Suﬁmarised as
rational~comprehensive approaches vis-a-vis disjointed~indremenﬁa1
approaches. The latter, as Falﬁdi states, cohstitutes an almost
complete anathema to the planners as it involves essentiallyi
localised decisidns which may or may not result in overall integra-
 tion but has the advantage of coping well with high levels of o
uncertainty and change within the environment.

These’environmental changeé have produced problems for the
management of organisations and in particular pfoblems fo; the
. management of the social system égwit is often that the human
reséurce, as thé most flexible resource, is asked to change and
adapt in order fo optimise the working of the total system.
.Organisétion Development, then,‘can be defined as a series of
. responses made by aniorganisatiOn to cope in a more effective
manner with changes in its external environment ﬁhich impinge upon
its internal working. "Effective" in this context may be defined
as those actions which'ééntribute %o.fhe ufilisationbof human
resources resulting in the growth of the organisation and positive

adaptation to the environment in the achievement of its objectives.



Following from the organisational objective of changing the speed
of adaptation thére is also a secondary objective concerned with
the method by which this can be achieved and that is the changing
of the in%ernal behaviour patterns of employees. Two claésic
definitiomns of organisation development reflect the tﬁo major
thrusts of the subject, the emphasis~6n change and the emphasis
on the social system. Bennis (1970) suggests that

“organisation development is a response to change,

a complex educational strategy intended to change

beliefs, attitudes, values and structure of organisation

so that they can better adapt to new ftechnology, markets

and challenges and the dizzying rate of change itself". (p.2.)
Beckhard (1969) suggests that |

"organ;sation development is an effort:

i) pianned‘

ii) organisatioﬁ wide

iii) managed from the top to

i§) increase o:ganisation efféctiveness and health

Athrough w

V) planned interveﬁtions in the organisation's

processer using behavioural science kndwledge". (p.9.)

These, by now, élassic views of organisation development.

. captured the main emphasié and methodology of the subject in 1970.

- In many ways organisation, not only work organisation but alsc many
of the political and governmental institutions, were being called
into question, and alternative forms of social organisation were

. being produced. (Pagés, undated.) The tiﬁe was ripe for ohangé
of all kinds, chanée being defined'as the questioning and re;

structuring of existing systems, procedures and norms as opposed



to maintenance activities which could be described as the acceptance
and perpetuation of existing systems, procedures and norms. Hence,
although small changes in work practice may result from maintenance
activities, these are administrative changes rather than changes

in basic norms and valueé. Given this background it was not
surprising that organisation development as an activity began to

Aimpact on work organisations in Britain during the late 1960's and

early 1970's.

Introductidn

This section of the research was undertakén in the chemical
industry in Great Britain as part éf an ongoing research project
spoﬁsored by the Chemical and Allied Products-Indﬁstry Training
Béard (C.A.P.I.T.B.) entitled "The ﬁole of the Training Manager
and Organisation Development". The C.A.P.I.T.ﬁ. were interested
in discovering the nature and extent of organisation aevelopment
practice in Britain in oxrder to.fashion policy and so proved to be a
particularly receptive sponsor; In general terms-this part of'
the research could be seen as attenpting fo fulfill the joint
objectives of action research by prodﬁbing*findings which"
wéuld both add to.knowledge yet posgess‘utility for 61iehts.

(See Gill, H. S., 1975, p.10.) | |

This chapter begins by recounting the overall’pefspective
. taken regarding the categorisation‘used to organise‘fhé data
collected from the training departments in the chemical iﬁdustry.
It goes on to discuss;the development and design of the instrument
used includiné its limitations. Finally, the chapter conclu&es
with~an analysis of the iesponse data from this section of the

research.



The Training Function

A very éarly initial impact was made in the field of organisation
developmgnt through the training function. A number of writers
have suggésted an enlarged role for the training specialist to include
skills which would enable bhim to play an increasingly prominent fole
in helping initiate and manage the organisational changes necessary
to ensure organisation survival and growth. Lippitt and This (1967)
have enumerated‘a number of SKills which they believe to.be necessary
for trainers in the field. Sworder (1970) alsb listed six areas of
knowledge and skills in similar fashion, whilst Harrison (1972)
identifies three aveas of training need.

Other writers have concentrated.more on the allvround skills
required by the training specialist, suggesting an addition to his
existing roles rather than a substitutioﬁ of the change roles for
the mofe maintenance oriented roles. Nadler (1969) suggests three
major roies for the training specialist; learning specialist,"
administrator and problem-solver. As a leérning specialist firstly
the irainer is expected

"to manage the learning transaction,'(to) coach, (to)

teach and (to) exhibit many other kinds of behaviour

associated with the teacher/learner interaction

process". (p.34.)

\

Secondly, he may perform the role of curriculum builder and manager
\ of the learhing methods to bée employed. His third sub-rélé is
that of materials developer. The second major role, fhat of
administrator, has four sub-roles. Firstly he is a developer of
personnel, and secondly a manager of relations within an&.outside
of his organisation. Thirdly; he may superﬁise ongoing programmes
and finally he must arrange and administer facilites and finances.

His third basic role is that of organisational problem-solver, and



here Nadler outlines five separate sub-roles arranged on a more
directive - less directive continuum. They are advocate, expexrt,
alternative identifier, catalyst and process specialisf. In fact
Nadler (1§69) developed such a set of roles from earlier work done
by Lippitt and This (undated). | | »

A similar set of roles haé been developed by Boydell (1§70).
He again suggests a threefold taxonomy of basic roles, practitioner
which corresponds' to Nadler's learning specialist, leader thch.
corresponds to Nadler's administrator and égent of organisational
change which corresponds to Nadler's ﬁroblem—solver. Nadler's
taxonomybof tréining roles seems to provide a good overview into
which the ideas of others may be fitted. Ip his twelve éub—roles,
seven have been accepted as the traditional territory of the |
training function, that is the sub-roles associated withvthe basic
roles of learning specialist and administratorf Tﬁese sub~-roles
revolve around a systematic and reactive view 6f training, | They
are concerned to respond to a defined environmental need with a
view to maintaining the dominant norms aﬁd values ofvﬁhe organisa-
tion culture. Essentially these bring about administrative changes

designed to maintain theyexisting systems and procedures of the

S

- organisation.

Other writers can be seen to be emﬁhasising thevproblem‘§olver
role outiined by Nadler. This aspect of the roie appears to demend
ﬁuch more of the tfaining specialist in terms of his taking eractive
steps to develop the organisation toward a particglar_énd. Here
the speéialist is réduired to be involved in queétioning‘the basic
norms and values and ways of worﬁing which are inherent‘in existing
systems and procedureé with a view to changing them or helping others
to’ change them into new and more effective ways of worKing.

Tbis is the change rgle of the training function with the specialist

involved in more of a 'consulting than course running activity.



Concentrating on the two‘inter;eﬁtionist roles of the training
specialist and ignoring the second basic réle, that of administrator
of thes training function, there is not a great deal of difference
between these and Foreman's (1956) suggestions for the organisation
of the personnel function. He identifies two major activities,
firstly the analytic (diagnostic and perhaps ?rescriptive function)
and secondly the routine administration, followipg established
. policies and solving daynto;day problems. - These are similar to
ideas expressed by Anthony and Crighton (1969). With regard to
the ideas expressed earlier, the training function would not only
be concerned with the routine running of.tréiningicourses providing
new knowledge and skills to enable individuals to_maintaih existing
methods and techniéues, but also with the analytical and diagnpstic
skills of defining organisational problems and helping change the
structure or processes, and hence norms and values, to those more
appropriate for effective working..

Thus this variety.of training roles, particuiarly the development
of the additional change roles, can be seen as respornses from the
training function to cope with changeé in the environment of the
organisation requiring an intérnal response. in 1970 the extent

and quality of activities such as those suggested in the problém-
solving role were relatively unknown, and little was known concerning
the characteristics of the role occupants or the orgapisationé in
" which they worked.
It seemed that the most rational first step ﬁas to investigate

further in the field the training roles discussed so far.

Objectives

The main objectives in this piece of work are:

a) To fest out the distinctions between the change aspects of the

training role concerned with questioning existing norms and



«

developing new and more effective methods of working, and

maintenance aspects concerned with making existing systems

and|procéddfés'wofk more efficiently! by responding to :
enviionmental préssures on the training sub-system thereby
maintaining the larger systém. This woﬁld involve applying
the analytical distinctions of change aﬁd maintenance to the
training function, and observe some characteristics of the
populations in each group.

b) To discover the extent of the change activities in the
tfaining function of one major industry, namely the chemical
‘industry,'hence defining a population for further researéh;
The group identified as working in the change area would be

defined as organisation development consultants.

Given the data which would be uncovered, further objectives

would be defined after analysis of these findings.

The choice of the chemical industry

The chemical industry was a highly aporopriate industr& in
which to undertake this early work for a number of reasons:—

a) The high technological ihvéstmenf and fixed markets led to a
situation where.firms were able to compete oniy in fhe wéy in
which they used human resources; (Flanders, 1964) |

_b)’ Extensive'sophistiéated technology and innovétion wers requiring
a questioning of existing work practices and metﬁdds of
ménagement. R

c) Environmental pressures particularly concerning normativé
.changes in education meant that-the organisation must adapt
internally. | | |

d) As a result of a), 5).and c) a humberlof large chemical

companies had already started sponsoring their own organisation



development programmes usually using North American consulting
resources. They were the early leaders in the field in this.
country and at this time much of the organisation development

work in Britain was concentrated in the chemical industry.

Questionnaire Development#

The early étage of development of the research and lack of
theory in the areas of organisational change made it inappropriate
to construct hypotheses relating the relationship between change
or maintenance activities ana other variables; I thgrefére
deoided to adopt an atheoretical approach and include both
peisonal and organisational variables in.the questionnaire. This
would provide interesting research data and usefui data for the
research sponsor.. All of these variables could be related to the
change and maintenance groups. Although one main aim of the survey
was to identify populations I fglt that demographic data may show
some interesting findings and the variables‘included were deéigned
to build profiles of the groups involved. Obviously at this stage
I had no hypothesés regarding the different groups of respondents
and the included variables which were:-
(a) ag | L
(v) numbers employed in the training department (departmental size)
(c) experience in the training function'(length of time spen%}
. (@) numbers for whom the-deéartmént is responéible/fbr training
(e) size of firm
(f) representation of the training or personnel function at Board level

(g) level in hierarchy (organisational role).

* A copy of the conplete questionnaire can be foundAin appendix 10,
A1l question numbers referred to in this section correspond tec those
in the final questionnaire-draft.’ ‘



I decided to collect data from all the full-time frainihg staff
in the industry. HNot only would this produce representative data,
and idénfify a populztion for further research, but it wouid nmeet,
yet again; the requirements of the research sponsor., ’in terms of
" methods *his necessitated the use of a_questionnaire.v The probiem

then became one of operationalising the ways in vhich the aspécts
of the training role differed. | Here 1 was searqhing‘for criteria
vhich would be common to both change and mainténance activities but
gooﬁ predictors of those in each group. After éonsulting the
literature and holding discussions with other workers in related
fields I decided on two criteria which would be useful bperatibnali
‘measufgs of -a :change and maintenancé role, ‘These‘were, the level
of perceived knovledge of particular techniques known to‘be used‘
in change activities, and thevself—perception of actual change role
performance. These were chosen for several reasons:- ‘ |
‘ (i)~ They'had the advantage of .being easiiy quantifiable .
.(ii) ‘Whilst being an unsophisticated measure, it was felt
that "exfreme" change agent personnel and "extreme"4
mainfenance personnel would be identifiéd, thus
discovering populations on which to,perform more
sophisticated research at a later date. Because of '
‘the nature of the fiéld, its youth4ana originality; it
was felt that those involved would have made dq_finité \
choices tobdo organisaﬁion dévelopment work. Hence
it was felt thét’self perceptions would be particularly
acceptable in'idehtifying a population. |
(iii) This data would‘poinﬁ out immediate training needs‘in
terms of those nbt having either knowledge or role or

both which would be of use to C.A.P.I.T.B. hence

meeting the "utility" criterion.



Design and coding of gquestions

The'questionnéiré was split into two parts, that paft concerned
with the collection of demographic data, and that part concernad
with the collection of experimental data which could be classified
against the demographic data in order to produce profiles of the

groups involved.

" The Construction of Part I.

Personal information

Part I commenced with 2 listing of personal details (neme, age,
éex) and company details (address and telephone); The former (name)
and latter (oompaﬁy éddress and telephone) were to be uéed to contact
respondents for follow up interviews and future‘research. The
personal data (age and sex) were intended to give data againstnwhich_
maintenance and change scores could be classified. In the event,
the fermale full-time training po‘pulation numbered only twenty-seven

(4.55) of the total population, of whom only twelve (%)) responded to
the questionnaire. It was felt that conclusions drawn from such a
smalllnumber of responses would not be sufficiently significént to
be worthy of analysis. Althougéﬂ}t wvas too late by this time to
) éhange the questiomnaire format this datz was ignored. Classifica-

tions of age were used in five~yearly intervals - ranging from under

twenty to over sixty.

Role Information

Questions 1, 9, 10 and 11 were concerned with establishing the
level éf the respondent in the organisational hierarchy. ‘ I felt
that I covld usé several indicators of this.  Because there was no
proven measuré, I decided to look for congruehcy on several criteria

rather than one definitive indicator. Thus initially included were



job title of respondent, job titles of his two immediate superiors
and subordinates, an open question asking for a smz2ll organisation
chart to pe drawn, and a forced choice question concerned with
decision ﬁaking. This latter indicator was excluded after the
second pilot sample for two reasons, firstly research evidence
showed that decision making was not a proven measure pf_level in

the hierarchy (Jaap and Vatson, 1970), and secondly the pilot sample
showed that the question was misperceived three times and its answers
were incongruent with other indicators eight times out of a total

of twehtyetwo in the sample. Congruency on the other question
Iresponses made it easy to classify responseé according'to the hroad
criteria decided by thé researcher.

Fufther, it was felt that question 1 did not provide a great
deal of information but it had a dual purpose; as, along with
personal details and cquestion 2, it meant that simple questions were
included at theistart of the queStionnaife vwhich it was hoped would
reduce respondent anxieties and obtain meaningful data at a later
stége. Qgestion 11 was the one most used in discovéring individual
situation in the hierarchy, and, although the respondent was asked
to asterisk his positien, questions 9 and 10 were found tc be useful
_in finding the respondent in his'diégram should this be left in an
ambiguous state. Three claésificationé were used té‘analyse‘this‘
data, trzining manager, training officer and internal.orgénisa%ion
.deveIOpment consultant (see appendix 1). The classification of the
latter was only used.when this was stated in question 1 and shown %0
exist in question 11. Ciassifications of training managgr and
training officer were judged by the researcher according to the
accepted definitions. | |

Question 2 concerning specialism of the respondent was based

on the Central Training Council recommended classifications and was



included to discover data concerning the spécialisms of those
invol#ed and not involved in organisation development activities.
Similarly éuestion 3 was included and left open-ended to observe
any stroné tendencies for particularly qualified individuéls to
be performing particular activities. Because of the open-ended
nature of question 3 a classification system was devised. This
involved analysing qualifications by level and type (doctbrate;
masters, graduate, professional, other)vand by discipline (chemistry,
engineering, etc.). In all there were some five classifications
of level and type (the classification "other" was mainly concerned
with‘H.N;C., H.N.D., "A" level G.C.E. or City and Guilds' qualifica-
tions) whiist twelve classifications were ﬁade according to
functional discipline. This gave a 5 x 12 matrix in which .
individual gualifications could be coded, stored and analysed.
Individual records were given spaces for threg types of qualifiéation,
with only the highest écademic gualification being recoxrded providing
the discipline was constant. |

Question 4 was concerned with respondent experience of working
in traiﬁing departments. No distinction was made concerning where
this experience had been obtained, or at what level in the organisation
the individual had obtained it. -This was finally classified into

five groupings.

‘Ogganisational Information

Having oﬁtained some information about the individual himself
and his role within the organisation, I decided to obtain some data
on the organisation concerned. Questions 5 through 8 sought to
- obtain this data. The major problems in this section occurred in
questions 7 and 8 in the definition of "training departmenf". I

decided to limit the meaning of this term for those working in large



divisionalised organisations td their immediate environﬁent. This
was stated on the questionnaire. The classificafion of responses
was immediately apparent from the qﬁestionnaire itself.
One further piece of organisational data which was available

directly from C.A.P.I.T.B. and which, therefore, did not have to be

" included on the wiestionnaire was data regarding the size of the
organisation. This was élassified afterwards using the eight

- classifications used by C.A.P.I.T.B. \.(see p.34 for definition and

analysis of size of firm.)

'

The Piloting of Part I.

Six drafts of the questiomnaire were piloted before the
instrument was distributed throughout the industry. The first two
drafts were desk-checked by expert judges and used as discussion
papers. The next draft was piloted on a group of twenty—two
training officers attending a training officer course and it was
here that one indicator concerning level in the hierarchy wés
removed (decision‘making). The>resu1ting draft was piloted on
a further groﬁp of training officers and found to be acceptable.
The nature of these pilot samples was to administer the questionnaire
and then to discuss apparent incongruities with the respondents.
themselves immediately,afterwards. - Fhrtherbdrafts and pilots .

‘wers concerned only with Part II.

~The Construction of Part II.

As outlined in Section I, the major problem in the construction
of thé second part of the gquestionnaire was that of validity._ Tvo
aspects of this problem were considereg, content validity and
concurrent validity, the first being concerned with the relevance
of included items, and the second with the ability of various

guestions to predict the orientation of the respondent. This

T



second problem had posed the difficulty of identifying criteria,
but after reviewing the literature and discussing the problem with

others in:related fields, two criferia were chosen:-

(i) The. level of self-perceived knowledge of organisation
development techniques
(ii) The self-perceived role activities of the

respondents.

In order to be classified organisatidn development consultant,
the respondent would have to fulfill both. criteria and be situated

in the rcle organisationally (Part I).

The Level of Perceived Knowledge of Organisation
Development Techniques

Because organisation development is of recent ofigin, it was -
thought that the techniQues used_in the area would be sufficiently
separate and identifiable from more traditional training techniques
to be used in a questionnaire and thus provide data on one aépect
of change agentry. In order to ensure content validity, I then
gathered a list of organisation development techniques from three

major sources:-—

(i) Discussions with other academics*

(ii) The available literature. I was especialiy
influenced by two unpublished works by’Liﬁpitt and
This (undated) and by Hornstein et al (1970).

(iii) My own list of organisation development techniques.

* I am indebted to the Universities of Bradford and Le=ds
Management Centre and Depariment of Industrial Management
respectively who discussed this and other aspects of the project.



"~ The final 1list of organisation development techniques, each
one of which at least two of the above sources agreed upon, went
forward for piloting and can be found in appéndix 2.

After much discussion, the format of the question was decidsd
such that the techniques would be ligted_with three response boxes
provided for each techniQue. These boxes would all foliow the
same pattern, givigg thevrespondent an opportunity to say whether
he had heard of the technique, thought that he had a working
knoﬁledge of i%t, or whether he actually used it or taught others
to use it. Such questions were thought to be represenfative of
Aiscrete areas concerned with depth of knowledge, and would give
useful data on perceived knowledge states and involvement in
organisation development.  If respondents had not heard of a
-particular technique, they were asked to leave z particular set

of boxes blank.

The Piloting of Question 12 .

Question 12 was piloted on three separate occasions with four

separate populations:-

‘(i) The first pilot sample was a group of fifteen training

officers on a training officers' course.- The concern was to discover
those organisation de#elopment techhiques which were good preéictcrs
of the leval of knovledge cf respondenis.  Consecuently, a total
-1list of organisation development techniques was'included in the

vilot. The total number of techniques piloted was twenty-one,
sixteen of whigh were organisation development techniques, and

five of which were more traditional training techniques which were
added to reduce.the anxieties of respondents unzble to answer with

regard to the organisation development techniques. I felt that



this would reduce what I felt would be random responses. A very
limited number of positive responses to these particular technigues
was expeqted from such a bopulation vio were relatively low status
and believed to be performing a maintenance role. Thug, I
expected that there would be many teclniques of vhich the sample
would not have heard at‘all or of which they‘would only have heard.
Few respondents were expected to believe that they had a working
knowledge, or used or taught others to use, the techniques listed.
»Results were surprising as a large proportion of the
respondents scored themselves‘as having a working knowledge of,
and using and teaching others to use, many of the organisation
development technigues. It seemed that the inclusion of only
five technigques which could be classified as more traditional had
proved to be a relative failuré. Over two~thirds.of the
respondents had replied in a seemingly untruthful manner, because,
'wﬁen questioned afterwards, their stated leyel of knowledge of
- each method did not correspond with their scored response. This
check vas carried out immediately upon compleﬁing the questionnaire,
and only the most gross discrepancy between stated and scored
response was noted, ven with such broad criteria, it quickly-
became apparent that the qﬁestioﬁ“ﬁds evoking a highly emotive
reaction which was interfering with the types of response given.
It was decided to re~test on a separate population after adjuéting
the question té include thirteen change techniques and seven

traditional techniques.

(ii) The second population was also low status persbnnel/training_
.officers, and again, my expectations with regard to responses were
similar to those outlined above. The group was compriéed of

- twenty-two respondents, but similar problems were encountefed



with some six respondents giving seemingly untruthiul answers.
Again this was thought to be too high a percentage and consequently
it wes degided to change the ratio of organisation develbpment
to other fechniques yet again, as, although the prohlems had been
similar, the number giving unexpécted responses had dropped (from
68.7% to 27.3%) .

In this pilot survey, I was concernéd to examine the ambiguity
- and predictive ability of the particular techniques inc}uded.
Such an analysis would aléo serve to decide which.techniques
“would be included in the next‘pilot survey. Predictive ability
at this stage was simply analysed by discounting techniques of
whiéh everyone and no-one had heard and by checking that respondents
did possess their perceived level of knowledge, whereas‘aﬁbiguity
in&olved specifically asking for comments concerning techniques
which were perceived to be ambiguous and then checking, with
regard to the stated respohses, whether any unforseen ambiguity
had occurred. The resulis of these checks can be found in

appendix 3.

iii) The final pilot éurvey was carried out on two populations,
one of which was a set of known %p@ernal orgaﬁisafion developmeht
" consultants found by a reputational survey* conducted alongsi&e
the original literature search, the othér consisting df a group
of training officers on a training officer course. The numbers

of respondents in each group was six and seven respectively. The

* This survey took the form of approaching two known
organisation development consultants and asking them to name
others who were subsequently approached and asked to name yet
others. A small number of names was quickly compiled from
which the organisation development consultant group was selected
randomly. o



objective of the pilot was to check the concurrent validity of
the ‘techniques posed by providing some scoring criteria fér
differentiating between the two groups. Xach respendent was
interviewéd following the administration of the questionnaire
(although in the case of the internal organisation developmeht
consultants it was not élways possible to interview immediately
upoh completion). Following the two previous pilot surveys five
change and nine mzintenance techniques were’chosen. The
expectafions wére that, if the responses were scored by giving
one point for each ticked box, this would give a maximum change
score of fifteen (5 techniques x 3 levels of knowledge), and
maintenance séore of twenty-seven (9 techniqués x.j’levels of
knowledge), then fhe group_of known internal organisation
development consultants would score ten points or more, and the
group of traditional traiping officers would score less than
ten points. The ten point criterion was chosen on the basis
of the organisation developmént consuitant using one technique
: (three points), having a working‘knowledge of three others

(3 x 2 = 6 points) and having heard of the other (one‘point).
This gave ten points in all.

In fact, the training officé%éiscored a maximum”of five
points (two respondents) on the change score whilst the rest were
1ow§r (three points - tw§ respondents, two peints -~ two respondents,
no points ? one respondent}. On the other hand, the organisation
development consultants scored much higher on the change techniques.
Three respondents scored eleven points, and one each with twelve,
thirfeen‘and fourteen points respectively. The results were not
tested-for significance because the sample wéé,too small znd by

inspection the results so completely different, but it was decided



to increase the criterion of organisation development consultant

knowledge to eleven points and proceed on that basis.

!

The Perceived Role Activities of the Respondent

Inivially it was felt that this criterion would be best
measured by obtaining perceptions of {time spent by respondents
pexrforming various activities. Such perceptions could be |
 recorded as percentage'estimates of wvhat the respondent thought
actually occurred on his job, and what he felt ought to occur.
Any discrevancy herg would hiéhlight his perceiyed needé for a
role change. | \

Content validity was examined after the activities to be
tested had been based on Nadler's (1969) three major roles and
twelve sub-roles. Each of the sub-roles was-described using
Nadler's own terminology where possible, but were émende& where
necessary in the light of the ideaé of other‘wfiters and of the
researcher. Thus, this question began by considering the total
role of the training officer including the leadership role and

not just focussing on the maintenance and change roles. The

question went forward for piloting in this form.

The Piloting of Question 13

Question 13 was piloted on three separate occasions with

four separate populations:-

(i) The initial pilot sample was a group of sixteen training
officers on a training officer course. They were asked to_
cgmplete'thé question as outlined above. My expectatiéns were
that they would score a majority of time spent perferming

maintenance activities with 1little time on change activities

i



(due to lack of knowledge and.role) and little time.on leadership
activities (dué to their being low in the hierarchy or having
none or few subordinates).

VConsiderable.éifficulties were experienced.by the respondents
in terms of scoring and complexity. The method of scbring chosen
(perceived percentage time allocation) proved to produce a highly
problemaﬁic response from the respondéntsi Seven respondents
refﬁsed to complete this question, the follow-up interview
revealing that theyrwere suspicious of revealing such data’to
anyone other than their I.T.B. Furthermore the number of
activities (twelve) made the quesiion too complex énd unwieldy
when respondenis had to work out percentages for tﬁo distinct
columnsg of responses;

Both of these pieces of information were invaluable. VWith
regard to the former, if respondents on a training course, in a
highly artificial situation weré not prepared to divulge data in
this form, it was likely that respondents working in-firm with no
verbal contact with the researcher would do the same; This would
affect both the guality of the responses and the response ratg.

"Secondly, the complexity of this question and the éonsequent timé |
* problems Creéted wouid also affeét‘qualify and quantity of
response.,

It was decided to deal with the first problem by introduging’
rankings of activities rather than time percentage scores. This
made the question appear less similar to staﬁdard I.T.B. returns
and provided data on role perception which was equally valid and
easyfto analyse as did the perceived percentége time allocation
originally considered. The second problem was approached by

reducing the number of activities included in the activity list



to nine. This 25% reduction was made possible by»incorporating
questions céncerniﬁg the sub-roles rogether} The final result
was to produce a question with three maintenance, change, and
leadership activities each, making nine activities in all, which
could be ranked by respondents. This modified version was put

forward for further piloting.

(ii) ' The second pilot was performed on a group of twenty~two
training officers on a training officer course. ‘Again these were
low status respondents, and my expeotationé con;erning responses
were as outlined above for question .13 p@iot (i). Responses
(everyone respon@ed) and subsequent interviewing showed thatl the
‘ranking method of role perception worked well in reducing
. anxieties concerning disclosure of the required data. :Itiwas
still found, however, that the question was rather long especially
taking into aoobunt the new ranking method. Coupled with a
C.A.P:I.T.B. decision not to extend the research project to
examihe the total role of the fraihing officer, it was decided
to exclude the three leadership activities and provide three
maintenance and three changé activities as six alternatives
which could be ranked by respondents. The two secticns of
responding to these six iﬁ terms of what the respondent actually
did and what he would like to do both remzined. |

The open-ended question 14 was introduced hereftO'give
respondents an opportunity of specifyiﬂg particular needs with
regard to what they actually did and what they thought that they
ought to be doing iﬁ terms of change and maintenance activities.

This revised question was allowed to proceed in this form to the

next pilot.



(iii). This final pilot was carried out on two separate
populatiens, one of interﬁal organisation development consultants
and one of training officers. Hach group was posted copies of

the questionhaire, and consequently it was not possible to interview
the respondents immediately upon completion. = The populations

were made up of seven respondents in each group. The objective

of this pilot was to examine the concurrent validity of question
13, by uvbserving responses to particular activities represented

in the question which had been previously conteﬁt validated. Iy
expectations were that the internal organisation development
consultants should rank at least two change activities in their
first three rankings with regard to what they were doing, and
should wish to stay that way, whilst {the training officers should
rank at least two maintenance activifies in their first three
rankings. No expectations were held Qith regerd to traihing
officer responsee concerning what they felt that they ought te

be doing. For the purposes of this pilot enly; all calculations
were based on organisation development consultants ranking all
chenge activities in.first priorities and vice-versa for the .
training officers. TFurthermore, and again working on this

extreme basis, each question was correlated with each other
question in order to escertain the extent to which each question
was concerned with measuring the change and maintenance concebts
personified in the two pilot povulations. The results, using

the Pearson productimement cofrelation coefficient,.showed that
all listed activities'correlated as expected, witﬁ change activities
and maintenance activities correlating positively with Qﬁhers in
the same group and negative with those in the other group (see

appendix 6). Indeed, some of the correlations were exceptionally



high. Thus the six activities proved to be internélly valid and
the pilot was checking that the activities viere good predictors
given knoymn populations.

The éilot was found to be successfui in that the activities
diétinguished between the two given populatioﬁs in the direction
predicted (see appendix 4). Indeecd, all but one of the activities
had p << .01, the other p«< .05 (see appendix 4). I decided to

proceed on this basis.

Perceived Problems of the Training Function

The final questioﬁ,question 14, was related to question 13 in
that it sought to discover perceived reasons why'individuals ha
ranked the six aétivities of question 13 differently according to
.the two criteria, wﬁat they felt actually cccurred on their jobs,
aﬁd what they felt ought to occur. This question had to be_open«
ended because of the nature of the data involved and consaguently
posed some problems with regardbto analysis.. This analysis was
finally carried out by two expert judges selecting some fifty
random responses,,and classifying such resyponses intc eleven

categories of which category onz had eight sub~categorics. mach

- respor:se was classified independentily by each judge and differing
classifications were examined in detail. * By this method, the

final list was agreed, under which all responses were clacsified. -

N

This question was included primarily to rrovide information for

the sponsor. (see appendix 11.)

Questionnaire Assumptions and Limitations

Having produced the questionnaire and validated it in the above

manner, -it is necessary to state openly the main assumpticns and

limitations of the instrument in that such a statement will put any



findings in perspective and point out the limitations of the
instrunent. The assumptions and limitations were as follows:-

(i) Ouestions 12 and 13 were based on those aspects of the role
of the training officer centred on what has been defined as
maintenance and change activities. Thus the questionnaire dicd
not look at the total role of the training officer and was not

therefore a comprehensive analysis of his job.

(ii) Questions 12 and 13 used limited operational cdncepts %o
classify responses according to the two definitions of‘ohange and
maintenance activities. It may be that such en operaticnalisation
is too simple a device to use for such a complex role. The major
problém here was a lack of underlying theoretical development of

the area.

(iii) Question 13 assumed that all training officers perform to
some extent a change role and were able to rank activities listed

in this question.

(iv) Because the data collection method used was questionnaire,
the usuval assumptions concerhing factors influencing completion

. were made. In fact, I accept that a proportion (probably small)
of responses were affected by the norms and values inherent ip fhe
‘organisational hierarchy usually by checking procedures. | The
extent to which these factors influenced responses obviously cannot
be measured. No expectations were held concerning the way in

which this bias affected the data.

(v) There was no reliability measure of questions 12 and 13.
The follow up interviews in pilect 3 viere carried out three to six

weeks after administration of the questionnaire.W Vhen specifically

A



questioned, no respondent wished to change his original responses.
It was felt that this quick check was sufficient and that no overall
test-retegt reliability coefficienﬁ for questions 12 and 1% would be
calculatea. A further contributory factor was time. There had
just been a ten-week postal strike which had held up work on the
project considerably. To begin reliability testing wéuld have

neant further delay.

Population, Distribution and Response Data
Heving validated and piloted as outlined zsbove, if vas decided

to distribute the questiomnaire in the above form.

a) Population
After some discussions with C.A.F,I.T.B. if was decided to limit
the population to which the questionnaire was éo be sent to full-time
training persomnel only (the original intention had been 1o include
all training persomnel in the industry). The main reason for this
was that, as the quéstionnaire was designed %o 1§ok»specifica11y a2t:-
(a) the extent of organisation development work in the
industry and, |
(b) to identify those performing internal organisation
development roles, S
then the full-time personnel would coier these criteria almost
‘exclusively, as part-time tiaining staff copld hardly_be expecied
“to perform both such demanding work as that of organisation
development and other activities.
The final population numbered six hundred and one possible
respondents working. at some one hundred and thirty-seven different

firms.*

* The word 'firm' here is used meaning the particular organisation
in which the respondent works which may be multi-divisicnal or just
a single plant. The number of different establishments to which
questionnaires were seni would be a good deal higher.



b) Distribution

The.quéstionnaiie was‘distributed along with a personallyi
addressed covering letter and stamped addressed en&elope to the
“respondents via the C.A.P.I.T.B. "contact" in eéch establishment.
Thus the questionnaires were placed in large packets with a
covering letter to the C.A.P.I.T.B. contact. A further point
of note was that distriﬁution took place immediately after a long
- postal strike. Thus it was felt that the response rate may be
affectea by the backlég of work on which respondents had to catch
| up. Nevertheless it was decided to distribute the questionnéires
because the delay-had been so long and it was felt‘that the risk
to the response rate was relatively low. A response rate of
about 25-35% was envisaged.at this stage, which would have compared
favourably with surveys on similar populations-such as the Institute
of Personnel Managemeht postal questiomnaires (usually responses of
about 25-305%) and with a similar-prdject carried cut in the Liverpool

area with personnel officers as the population (28%). - (Savage, 1970.)

c) Response Data

Given the expectations based on the above data, the overall
response rate‘to the questionnaire was particularly surprising.
"In all, some 61.9%’(372 responsegj replied, of wvhich 55.9% (335
respohses) were usable, the balance being made up of réspondents
. who had just left the organisation or moved to other jobs within
the organisafign or who were temporarily incapacitated in some way.
Some twenty-five telephone calls weve recéived, usually askiﬁg for
help concerning who was to complzte the questionnaire or, in three
cases; asking for extra questionnaires. In bnly two cases did the

researcher have to deal with disappointingly negative responses.



a) Validity of Resvonse by Firm Size

Firm size was felt to be one major variable to take into
account when checking the representative nature of the responding
sample. .Firm size itself could be observed in two ways. Firstly.
~ one could observe the numbers of firms grouped according to size

from which training officers'responded, or secondly, one couléd
observe the distribﬁtion of training officeis throughout the
industry grouped éccording to size of firms in vhich they worked.
The former case tends to be a measure of firms participating in
the survey whilst the lafter is a measure of the people'within
those firms who"partiéipatea in the survey. Both measures were
‘used. | |

The results, shown in apbendices 5 and 5a, which, using the
X? test, show that the firms which participated in the survey were
representative of the distribution of firms throughouf the industry,
although inspection showed that the distribution was skewed towaxd
the larger firms (1000 personnel plus) i.e. more larger fiims
particiéated than one would have expected given the responsefraté.
These larger firms contained a high proportion of the training
‘officers and the second measure of the representative nature of the
_ sample showed that the response.rééé of individual training officers
within the firms was also representative of the distribution of
these resﬁondents within the industry according to‘firm size.

I believe that the second measure is a more sophisticated
measure of the representative nature of the response as it is
weighted according to numbers within firms and does not accept
the crude assumption of the first measure that all firms are of

equal weighfing.



CHEAPTER II.

Survey Findings and Data Intervretation

1

Introduction

I will consider the findings of the’survéy by looking at the
responses to questidn 12 (perceived knowledge of organisation
development techniques) separately and then combined together with
question 13 (pefceived role performance) in the form of a matrix,
classifying each against the data collected in part I of {the instrument.
This analysis formed part of two reports to C.AP.I.T.B. |
(Gill and Tranfield, 19723) | R )

The Perception of Knowledge of Organisation Development Techniques

The results of the survey concerning- this knowledge can be seen
in appendix 8. | It can be seen frém this table that over 50% of the
responding population had only heard of three of the techniqﬁes
listed (Blake's Grid - 57.2%%; Coverdale training - 68.1% T-groups -
55.250) and a fourth, sensitivity trainiﬁg, which represented 2]l
aspecis ofigrqup training, had a total of 438.5% of respondenﬁs who
had only heard of it. This compared %o an average of 12.3% of
the responding populafion who had;gply heard of the ron-change

“techniques vhich were listed. Because fewer respondehts had
heard of {hese technigues, then it was net surprising %hat fewer
«individuals were actually using or teaching others to use them

(18.9% on average reported actually using or teaching others to:

o
use change techniques as compared to the average of 66.0% who
reported using or teaching others to use the non-change techniques).
Thus,.in comparison to the list of non~change techniques, the

change techniques were neither widely heard of nor used.

One exception to this general finding was the change technique

job enrichment, which in contrast to other change techniques, had



some 24.%% saying that they had only heard of it, whilst 46.7%
claimed to actually use or teach others to use it. This finding

may be interpreted in several ways:-

(i) This was the most siructured of the change techniques in that

it concentrated on job redesign father than personal change in the
first instance. This was in comparison to the other change technigues
focussing directly on interpersonal (or even intra-personal) relating.
Therefore, in Harrison's terms (1970) this is less likely to in#olve
vcore aspects of the personality, and change in this area is likely %5
involve less perceived personal risk, which may have resultediin
respondents having chosen to involve themselves more in job enxrichment
activities than others.' Cne piece of evidence from the research which
may help to support this idea is the placing of the change technigues
on Harrison's (1970) continuum. In terms of depth of increasing
emotional involvement in the change, one may suggest job enrichment,
Coverdale training and Blake's Grid, Sensitivity training and T-groups.
Although this classification is crude (sensitivity training obViousiy
nmeant job enrichment to some), the numbers using or teaching others to
use these téchniques seemed to decrease as the techniques bécome
increasingly emotionally involved (see appendix 9). -Whether this is
a causal or opportunistic relationship would need much more résearch;
A further reason for the incongruent finding iegarding,job~enrichment
may have been the real need for it in Britain where low investﬁent in.
>p1ant and equipment was causing a real socilo-technical mismatch in the
light of social system changes. It may be that all of these cane
together to'produce a situation in which this one new technique was

high~lighted.

ii) The highly automated chemical industry has used job enrichment
interventions widely and the technique was probably well known to

those in the indﬁstryfd'

T



iii) Job enrichment probably has received considerably more
publicity than other of the change techniques and is consequently

known to more training perscmnel.

t

A matrix of perceived knowledge of organisation development
techniques and perceived change role performance

It was decided that data éhould be analysed according to a

matrix derived from queétions 12 and 13. If the responses to these
. questions vere placed on a 2 x 2 matrix based on the given criteria

for change agentry, then I could compare classifiable data collected

in part I of the questionnaire in each of therboxes A, B, C,'D}

This would enable me to analyse data with regard to categories

(a) - (g) (page 15). The matrix used is shown below and again in

appendix 7 together with data from part I included. Data was

analysed with the help of 2 computer.

' Self-perceived No self-perceived
knowledge of knowledge of
0.D. techniques 0.D. techniques
V ~Perceived change role A , ‘3
performance
" No perceived change o D
- role performance

Fig. 1. ' :
lMatrix arising from mail-drop quéstionnaire to examine the
extent of organisation development activities in the chemical
industry. '
VWhere A are the change agent. group (organisation devélopmént group)
C perceive themselves as having knowledge of technigues but
no change role
B perceive themselves as having a change role but no knowledge
~ of skills

D perceive themselves as having neither a change role nor a

" knowledge of skills.



Total response

The responses to these‘questions were analysed into these four
categories by computer with the follewing results:-
(1) Type & - 12.25% of responding population

(ii) Type B - 25.9% of responding population

(iii) Type C - 11.6% of responding population
(iv) Type D - 50.3% of respondiné population.

Thus given 'my criteria of change egentry, only 12.2% of the
responding population could be classified as orgaﬁisation development
consultants. Groups B and D (76.2% of the responding population)
both had no perceived knowledge of organisation development techniques,
and, if they were‘to undertake the role of change agent, would need
gsome theoretical input in this area. On the other hand, groups C
and D (61.9% of the responding population) did not pexceive themselves
as performing the change activities. Indeed, SOme respondents saw
no reason vhy they should be performing these activities, whilst
many saw every reason but had no opportunity for personal training
to acquire the necéssaryfconsulting skills¥ or to find orgarisation
legitimacy and opportunity.

I will now go on and examine each of these boxes with regard to
the organisational fole, and personal data which was gathered in
A part I of the questionnaire. I felt that a-g (pd5) stated that none
of these variables would be related to my classificatién of
- respondents, énd hence only gross differences in thé'distribution‘
of these factors between classifications could be a possible
indication of causal relations requiring further research. I‘will
examine each of these variables concentrating on their distridutions
* I use the worils "consulting skills" to indicate the behavioural
and social skills needed by any specialist if he is to enter, contract
with, diagnose, help change and review such changes in zny social
system. Thus such skills are just as vital for the O.R. specialist

as they are for the training specialist, and help to solve problems
of specialist isolation and non-utilisation by line managers.



within the four categories. Under each of these headings will he
included broad overviews of the data with idiogyncratic veriations

discussed later under the section on group type profiles.

Organisational data

The organisationél data collected in part I of thelquestionnaire
and from C.A.P.I.T.B. records included size of firm, the representa-
tion of the training department or personnel departments at director
level, the number Qf gtaff employed within the training depariment,
and the number of personnel for whom the depariment was responsible
for training. | |

(i) Size of firm* - the data concerning this variable can be found

in appendices 5_ and 5a and graph 5. The latter shows a series of
curves all of simiiar shape. It is interesting to note that while
the totsl distributions appear to show only minor variations, type A
(organisation development consultants) appear to work in larger
organisations than types B, C and D. This suggestion, whiist not
wholly unéxpected, is borne out by the data gathered concerning size
of training department and the numbers that each training aepartment

is responsible for training vhich are reported below.

(ii) Representation of training or personnel at director level - data
~on this piece of organisational data may be seen in appendices 13 ana
14. It was felt that such representation may be an indication of

~ possible organisational opportunity for respondents.  Thus, Bne
exéectafion was that if any correlations could be seen, group types

A and B (i.e. those ﬁho were performing a change role) would have
greater representation than types C and D.

* Data from sizé of firm,‘numbers for which the department is
responsible for training, age, experience, and firm size is given in
graph form. Other analytical methods were considered (Chi square,

Cumulative distribution function) but omitted as they were thought
to overcomplicate findings searching for gross discrepancies.



In fact, the findings weré’not related to this, with types A
and C (those with knowledgé of ofganisation developﬁent techniques)
scoring higher in terms of representation than types B and D. Such
a finding.would seen 1o suggest either that this is a chance occur-

" rence (this possibility camnot be ruled out until further research
has been performed) or that representation with higher management is
reléted to the training personnel obtaining knowledge (going on
courses,'seminars, workshovs, etc.) rather than doing anything with

| these skills back in the organisation. Thus high status training
or.personnel representation obtain resources legitimately but do not always
obtain legitimacy to act oﬁ those knowledge and skilis acquired.
Such discussion is linked to the responses to the open-ended question
14 reported below and in appendix 11, o

Overall then, these variables showed some possible variations
according to the ciassification of types of respondeqts but spch~
variations wére notbgross enough to rule out chance correlations.

@ii) The numbers employed in the training department. - =~ The

details of the dafa collected are available in numerical form in
appendix 7 and are displayed in graphical form in graph 1. The -
latter shows fourvsimilar curves depicting that this is not a
variable which can be related to the typology'of respondents.
The only interesting point té note is the tendency of type A
(organisation‘development coﬁsultants) to be employed in larger |
htraining'departments (upwards of ten). This is probably linked
to the tendency of these people to be employed in the larger firms
(see size of firm analysis). .

(iv) Number of persomnel for which the department was responsible
for training -

The daté'from this vériéble.éppears in'éppendix T and is displayed
in graphical form in graph 2. This shcws a series of curves each

approximating to normality. Each curve showved idiosyncratic



variations, but again, none that was so obviously gross as to
merit detailed statistical analysis and suggestions of further
investigation of this variable. The major point of interest was
the conceﬁtration of the type A respondents in departments having
a training responsibility for more than one thousand personnel.
This, agzain, would seem highly related to the size of the total

organisation in which individuals woxrked.

Role Information

The information collected in part I of the questionnaire
regarding the organisational role acted out by the respondent
included the following data, the level in the hierarchy of the
respondent, and the qualifications énd experience in training.
My original predictions stated that nonevof these variables
would be strongly related to my classificatidn of respondents,
Thus I would not expect gross differences in the distribution
of data according to fhese criteria with regard to the fourfold
typology. Let us examine the findings concerning each of these
variables in turn:-

(i) Level in hierarchy - the data appertaining to the classifi-

cation of respondents into various levels in the hierarchy can

" be found in appendix 12. - Such data suggests that there are some
differences between group type & and types B, C and D (particularly
xgrouf type'D)} Group type A was the only group in which the
proportion of training managers exceeded that of training officers.
As one would have expected, it contained the largest proportion of
organisation development specialists. Thus, comparing groups’ type
A and D, type A contained approximately equal.proportions of
training managers and training officers (40-45%) and approximately

12% organisation development specialists whereas group type D .



contained approximatelyIBQ% training officers, 205 training menagers
and no organisation development specialists. I Qould conclude from
this that those with knowledge and role tend to be training managers
ér organiéation development specialists vwhen compared to the extreme
group who have no knoﬁledge or skills.

This data would'seem to suggest that the level in tﬁe
organisational hierarchy maj be rslated to the knowledge of
organisation development techniques and role pérformance of the
respondent. The intervening variable here may be the opportgnity
provided for individuals in certain areas. It is poésible to
hypothesise that organisation development was just being introduced,
and consequently those higher in the hierarchy (%raining managers) who
havé greater status, perhaps knowledge and ceftainly control over
resources, have greater opportunity of experiencing expensive training
programmes mounted in the organisation development"field (i.e. increaéing
their knowledge). They may also have more scope to devise a change
role for themselvés on returning to the sponsoring orgaﬁisation.

A second possibility is that firms would see the change roie as
needing someone with high status and authority and thersfore turn to
training manager rather than training officer. The trgining officer
is then seen as a‘coﬁrse runner, meeting the needs of existing systems
rather than secking to change them. In this case, the opportunities
for the training function would be constrained by outside systems.
rather than 5y themselves as above.

In either case, this would seem %o highlighﬁ the interesting area
of organisational opportunity and suggesf that there is a divergence of
opinion in those organisations employing type A, between tﬁose with
training officers performing a change role, those with training managers,
and those employing organisation development specialists. This is
. 'quite apart from th¢ differences existing between group types A and D,

and relates to the orgénisation of the organisation development effort



within firms, a problem which requires a good deal of further research.
(Some perspectives on this can be found in: Gill and Tranfield,
1972b; Tranfield, Smith, Gill and Shipton, 1975; Tranfield and.

Gill, 1973a and 1973b.)

(i1) ixperience in training. The data relevant to this variable can

be found in eppendix 7 and graph 4. The latter shows four curves again
of similer shape. Only group type C Qodld appear to deviate from the
general pattern and there woﬁld seen to be_no obvious reason why this
>-shou1d be. Thus the ex post facio suggestion would be that this.is £
chance deviation. There was little difference betweeh the extreme

group types A and D.

(iii) Qualifications. The data relevant to this variable can be found

in the earlier described classification in appendix 7, in totality in
raw form, and in appendix 15 in percentege form with emphasis on the
quality of formal academic qualificatiqns. I-was interested in the
general leyel of academic attainment of the varioﬁs group types
specifically to discover whether one group tended to be beiter qualified
thah another. Appendices 15 (2) ard (b) show quite conclusively that
gfoup type A (organisation development éonsultants) was the best
qualified group on the two criteria used (one negative and one positive).
Thisiis particularly so when compared to the other exireme group.type D
thch was polarised from group type 4 in both cases. |

With regard to particular subjebt disciplines all groups showed
\similar trends with management, chemistry and engineering being the
most common. This can be seen from the faw data in appendix 7 which
also shows the randomness of distributioﬁ of these with qualifications
inAother disciplines. |

Thus the major'finding here would seem to be the'quality of
‘academic qualifications attained by those in group type A especially

in comparison to those'invgroup type D. Such a finding may be a



result of graduates or above being attracted to the larger
organisations in which this group seemed to be employed and wvhich
had established organisation development policies. On the other
hand, thi;'finding may be a function of the complexity and
originality of the subject demanding formally irained minds to
understand and apbly the content. In reality, the probability is
that both of these factors are important iﬁ explaining the data.
Quaiification data was not related to any earlier hypothesié because
there can be no inference of causality, but was included as it

provides some useful data when completing profiles of the various

group types.

Personal data

The only variable included under this heading was age. The
data pertaining to the age distributions of the various group types
may be seen in graph 3. This shows a series of curves tending toward
normality. Although each has idiosyncratic tendencies, the sgimilarity
of the group types (especially the extreme types A and D) was most

striking.

Training profiles

Having evaluated the broad implications of the questiénnaire I
may'summarise the findings by considering each of the group types
briefly in turn. This will also give an opportunity tovdetaii some
&ididsyncratic differences in some of the data distributions which

have been referred to frbm time to time.

A. Change agent group (organisation development consultanté)

This group contains two main age groups, a group of young
recently trained practitioners in the 25/3% age range who have been

in the trainihg function between three and five years, and a smaller



group in the 40/45 age renge who have been in training function for
(eleven to twenty years. Both sub groups are distinguished from the
other profiles in that they are working in predominantly larger
organisaéions with large development resources where the function
is well represented at Board level. This group tended to'be well

qualified in terms of academic attainment and were situated relatively

high in the hierarchy.

B. Group without perceived knowledge: but:.withuperceivéd=role

This group has a high percentage of its members in itwo age groups,
the 36-40 age range and the 46-50 age range. Although possessing
the second highest proportion of training managers, this group still
lacks the skills to perform adequately. A relatively large  proportion
~ of the group work in smaller organisations, and the group‘as a whole
are not as well represented at Board level as either of the groups

A or C.

C. Group with perceived knowledge but no perceived role performance

This group could be labelled "frustrated". Many of the reasons
for the frustration can be foupd in the following section {the perceived
problems of the training function with regard to organisation change).
Inspection of this data shows some. evidence that organisational
constraints, and perhaps lack of consulting skills, are inhibiéing'
role performance. This group has a large percentage of its total
' numBer in the 46-50 age group, and have as a total éroup been in

training functions longer than those in the other profiles, over 50%
having moie than six years training experience. They are, therefore,
a group that have béen in training for a relatively long time, who
have acquired some skills but where the readiness of the organisation
for an organisation development activity seems 10 be in guestion.
Perh;ps significantly in this regard they are slightly less well

represented at Boardflevel than the change agent group.



D, Group with neither perceived knowledge nor role

more uniformally distributed; there are large numbers in both the
26-30 age4range and in the 56—60‘age range with ﬁore than one third
the tofal in the 36-45 age range. This pattern is presumably a
reflection of the relétively long standing traditional training
approaches. The group is similar to group B in that it is not
well represented at Board ievel and a relatively large proportion

of its members are working in smaller companies.



CHAPTER III.

Interviews and Orientations

T

Introduction

So far the research has concentrated upon defining a population
and‘gathering data concerning some deﬁographic differences. Most
of these variables did not distinguish between the chénge and
" maintenance groups; The conclusion drawn from this was that more
personal critefia may be one way of differentiating these groups,
insofar as these criteria were affecting the choice of work role
and intervention technology. It was felt to be iﬁportant to produce
a set of explanatory rather than descriptive categories regarding |
the characteristics of the organisation development consultants.
Whilst little was known and description was useful, the éim was to
relate variables causally if significant findings were to emerge.

Por the first time, the‘issue of'personality differences was raised
in terms of being an area which could throw some light on why one
group of people chose to operate a change role, vhilst others were
more content to maintain existing systems. |

This gonclusion raised an immediate need for more data, as fery
~little was known about the personality dynamics of organisation.
development consultants in England. Literature searches produced
very little other than two.unpublished masters"theggs, Daccogd (1967)
“and Prakash (1968). Both of these did not concentrate specifically
on personality characteristics, the former concluding that consﬁltants‘

htend to be younger, less certain of their decisions in

interpersonal conflict situations, more concerned with
-their degree of intellectual competence, were more receptive
to new information, and were more 6riented toward people in

problem-solving"{ (p.2.)



The létter gave more clues -
"the effective (organisation development) agent generally
has about five years of experience .... and tends to come
to the organisation development job from a line job. He
has high needs for achievement (task accomplishment) and
affiliation and a low need for power. He is very good at
inspiring trust in his clients and at forming effective
interpersonal relationships. He is also good at finding,
defining and diagnosing problems. He is open and
perceptive. He is good at teambuilding, process consulting,
training organisation development skills to others; and at
changing individual goals and values. He is clear thinking,
-confident, sincere, independent, wnorganised, unscientific,

conventional and idealistic". (p.2-3.)

Areas of Research

This wofk provided interestiné background in terms of description
if not in texrms of gxplanation. It was decided to investigate in
the field some of the areas raised by these studies and some which
vere felt to be relevant. These were:-

(i) Ideology of the Organisation Development Consultant

There were two major reasons for including ideology in the

- research, the first of which was the nature of the job. Any change
involves a movement from an initial to a preferred position. " Thus

“ consideration of end states is vitally important in ;hange work, énd

it was felt that the major differences defining the organisation
development agent group could be an ideological consensus, a number

of individuals working to change organisations in a specific agreed
direction. Secondly, this approach had some support from Prakash (19¢8)
who described one characteristic of the organisafion dévelopment

group as "idealistic". For these reasons it was decided to include

a section on ideology in the field study.



ii)  Personsl issues in professional oractice

Previous research (Prakash, 1968) hinted that differences in
professicnal behaviour (finding, defining, diagnosing problems)
differentiated effective organisation development consultants.
Hence it was decided to investigate this area. It waé also‘felt
that the distinction between personal and professional behaviour
was of conceptual value to the academic but was probably not made
‘by the organisétion developmeht agent in practice. Hence data

needed to be collected in the area of personal issues in professional

practice too.

iii) Self image
A third area concérning self image was also included.

Daccord (1967) suggested that all the consultants in his survey
"have a significant discrepancy between the self image to
which they aspire and their present percepfion 6f self", (p.2.)

Thus this appeared to be a significant dimension forAconsultants in

general and may gave provided an interesting and fruitful arca of

research on organisation development consultants.
These constituted the three areas to be explored further.

At this stage no hypotheses were constructed. It was felt that

-research was still exploratory, aibéit in a more sgpecific area, ’

and that all that could be accomplished at this stage was to

”continue to search the literature for signposts and investigate

further in the field.

Type of Interview

In decidingbupon a data collection technique I felt, for the
following reasons, that the data was best collected by a relatively
open-ended interview rather than questionnaire:-~ -

a) The data was personal and it was anticipated that an



impersonal instrument sueh as a questionnaire woﬁld'have affected
both the quantity and quality‘of data obtained.
b) The data required was open ended.  No% only did thg
respondenf have to generate quite long responses, but he may haveé needed
help in clarifying his response. Thé presence of an interview
vas invaluable here.
'c) The data was nbt required to fit into any previously thought-
oﬁt ‘scheme. Henée, the presence of relatively unstructured data
was not conéidered a drawback at this stage.
d) The phase of the reseazrch was exploratory, with data being
used for thé guidance of theory and hypotheses to be developed.
As Keflinger (1969) puts it
"an interview .... can be uvszed as an exploratory device
to help identify variables and relations, to suggest
hypotheses, and to guide phases of other research". (p.468.)
Interviews, like all forms of data collection, cdan be classifed
along a continuum of directness. I felt that although three areas
of interest had been identified, considerable latitude shouid .be
given to both respondent and researcher in actually gathering the
data. Hence I felt that an interview>schedu1e, covering the three
_sections and containing certain key questions should be prepared.
This should provide a springboard for the respondent, - |
"supply(ing) a frame of reference for the requndénts'
answefs, but put(ting) a minimum of restrainf on the answvers
and their expression" (Kerlinge»r, 1969, p.471.)
By providing a broad structure for the interaction, the researcher
is‘then free to help the resvondent explore the issues he?faises
using a non-directive style. ‘Such aﬁ approach, it was felt, would.
have two advantages:-

a) There would be minimal interference in ard distortion of the



data by the researcher which vas necessary at this stage of
the research. A |
b) The provision of an overall structure, and the occasional
movement of the topic under discussion by the researcher would
reassure the respondent who may 5egin to feel pressured by a
series of non-directive responses. In essence this was a
variatiqn of . the focussed interview (Merton, R.X. and Xendall, P.L.,
1956)

"where the interviewer has a list of questions or topics he

wishes to cover, but the way in which he asks the'questions

is largely left to his discretion. This kina of interview

is particuvlarly useful where experience, feelings, reasons

and motives are involved" (Stacey, .1969, p.75).

Conducting the Interviews

In the end an interview schedule was devised and piloted on
six students reading a postgraduvate course in the social sciences.
Minor changes were made in the phraseology of cértain guestions as
a result of these pilot interviews. A copy of the interview
schedule can be found in appendixaf. Two researchers were used in,
carrying out the interviews, the wr}ter and one other, a lecturer

~ in personnel management with coﬁsiderable experience of interviewing
in fhe above’manner. In each section of the schedule; the

. technique used was to outline the objective of that ééction,
€8 iﬁ section 1, the researcher would begin by saying "this
section is concerned’with your concept of your ideal organisation".
He would go on "Do you have such a concept and cazn you tell me
about it?". If the respondent then had difficulfy in making his
response, the researcher was instructed fo direcfly ask +he

questions listed under section 1. As soon as the respondent



began to respond, the researcher lapsed into a more non-directive
style. This vrocedure was repeated for sections 2 and 3, and was
followed in each case by both researchers.

The process of respondent~researcher interaction was aided by
the use of a tape-recorder. In all cases the tape was uéed only
with permission of the respondent, and in those cases where it was
used a number of respondents reporited an initial anxiety which
quickly disappeared. Subjective feelings of researchers were
that the use of the reqqrder did nct appear to affect the quantity
or quality of data obtained. The only pfoblems experienced lay
in the tape changing which necessitated some small gaps in the
responses.

In all, nine respondents were interviewed, five: from thosge who
had both the perceived role and sav themselﬁes as using organisation
development techniques and four from the 6pposite end of the spectrum
who saw themselves as having neither the role nor~uéing the
techniques. These latter four were included to provide a éontrast
to the former group. All interviews with the formex group were
recorded, but two of the latter group preferred not to use the
recorder in their interviéws. A1l recordings were subsequently
» transcribed and a copy reiurned to the respondeht. In the two
cases where the recorder was nof used notes were taken by the
researcher. '

All interviews took place in the respondent's usual place of
work. In each case he was asked to provide an office where there
would be minimal disturbance, and in only one case, again a member
“of the latter group, was this request not'fulfilled. Normally the
inferviews were conducted without interruption. A check was kept

on the length of time each of the interviews took.



Resulis

The interviews were reviewed in terms of content and time.

In terms of the latter the change agent group took consicderably
longer. 'All interviews were over ninety minutes with a mean of
one hundred and five minutes. The maintenance group had a~meah.
interview time of fifty minufes. Obviously many facﬁors affected
this differenee, but one striking facter in relating this to the
content of responses was how comprehensive were the answers of

the change agent group. Discussion of issues such as ideology
certainly tapped into areas in which they had spent some
considerable time exanmining their position.

In terms of analysing the conteni of responses it is proposed
to look at the three main areas outlined earlier in the chapter.
These wers:— .

a) Ideology of the organisation development consultant
b) Personal and professional issues

c) Ideal self.

a) "Ideology of the change agent

i) Abstract ideal

One of the major differences between the two groups was that
Vthe change agent group were 50 much more fluent in describiné
their ideal organisation in abstract terms and their existing’
~organisation working in vhat they considered to beva;'ideal way.
A1l respondents from the change agent group seemed able tc make
the leap intq discussing organisational possibilities as opposed
to describing organisational realitieé. Four of the five change
agents were immediately able to discuss their abstract idez
(often using concepts.from organisation theocry such as the
Harrison (1972} typology, Blake's 9,9 (1964a and 1964b, 1969),

Burns and Stalker's (1961) mechanistic‘and organic structures



with no prompting from the researcher. Of the maintenance group
three out of four found the abstract ideal a virtually impossidle
question to answer without guidance. Three found it very difficult
to conceiVe of the total organisation (as opposed to the training
function) and the one who was able to answer the question directly
used the Weberianbureaucratic model.

With regard tc the content expressed by the change agent group,
the four who were able to answér directly all placed’emphasis in
their answers on issues relating to the "organic* end of the Burns
and Stalker continuum. ©One actually said,

"One of the things I have been very impressed with is the

Burns and Stalker model, and the fact thaf there are

different sorts of organisation avpropriate in different

areas depending on the job of the organisation to be done,

the sort Qf market it's living in, the raté of change of

its technology"”.

However, he said shortly afterwards,

"T have aléo seen that in fact there are not many organisations

in Wéétern society vhich conform fo the Burns and Stalker sort

or mechanistic environment, there aren't many indusiries vhere
change is always non-existent'.

Another change agent used the typology of organi%a%ional |
ideologies developed by Roger Harrison,'(1972), )
| "Wwell, I think one hay of resvonding .... would be to use the’
Roger Harrison typology, in terms of the power-centred, role-
centred, problem—centred and individual centred .... I don't
think I could live in an anarchistic type of organisation.
Another criterion should be that there shoud be enough freedom

for people to do what they want to do provided that they don't

do it at the expense of other people in that organisation.



"Really I would be happizst in the sort of organisation

where .... there is some sort of fairly clear reason for

existing, some sort of fairly clear purpose for being

_theée, but a lot of freedom for going about acﬁievingnthat

in the way I want. .... I think using the Roger Harrison

typology it is a mixture between the sort of problem centred

type of orgénisation vhere you have got work organised to

meet problems that arise so we have got some sbrt of structure;

in that sense you have got a commitment to some sort of

problem solution; but with some element of personal freedcm

in it as well."

This partial emphasis on personal variables was taken further
by another resvondent who used Blake's managérial grid to illustrate
his response,

"I think the ideal that I would like would be a .... something

on the lines of the Blake style of 9, 9, where there is a high

level of task. which is important to people; where thers is
. a high level of job satisfaction; and where pecple can
experience growth andienjoy their interpersonal relationships.

So that in my view work is a necessary thing; it is necessary

to have work, it is necessary-to get satisfaction out of your

work so that the work would have 1o be meaningfgl. iThe
organisation would have tp be capable of supplying méaniﬁgful
work %o people. .... Within my ideal I thigk tﬁét this is one

of the things ﬁe want, so that peorle could have their

satisfaction from fhe work. Also there woﬁld be a high level
of social activity and social interaction. People would get
social pleasure from this. .... I think essentially the concepts

I have picked up in this job all secm to tie togzther into one.

The concepts of us being able to fulfil ourselves in our work,



"in our lives, and to satisfy these needs we have got, of
grovth need to contribute, to enjoy ourselvés seee I think
thaﬁ is a stage further, but to get real enjoyment from our
work; to have fun, to get a sense of real contribution and
to be proud of the organisation; that the organisation
itself, as a team, working together, and from this people
would get their satisfactions.” |
Another respondent emphasised through the veorle aspect of
organisational life a unjtary frame and an implicit humanistic
value stance by usihg the Harrison typology yet again,
", ... I suppose I would start from Roger Harrison's model
s<xee the ideology in terms of people and problem centred types
of organisation in which you try tc remove the use of, or
reduce the uéevuf power, reduce fhe use of highly defined
roles, and reduce all the bureaucratic behaviours that you
get in organisations. The values of the oréanisation would
revolve around usiné appropriate people for appropriate tasks
eeee having very much mors flexible, almost matrix type of
‘management system .... in which you don't- have people pre-
occupied with status seeking, those sort of issues .... s0
it is a high task achievement organisation, but geared in .
order to achieve.that high task effectiveness, gearad toward
personal development, so that the way you éet tasks achi;ved
around here is to develop peonle, thét's really what it's all
about, and the éoncern for developing the individual so that
he feels frac to exercise creativity, to be innovétive, to be
proactive rather than what generally hapbens around heie,
reactive. (Proactive) in response to what he sees rather
than waits for the system to tell him what he sees, those

sorts of things .... Ny ideal organisation is what I have eaid,

i



"it is problem éentred «ss Which ... the way you get problems
solved around here is to develop people to solve those
problems, develop people, end that's where I really start.”
In s;mmary, the change ageni responses wére lengthy and tended
to emphasise a'nnitary frame following Argyris (1964a) ideas of
integrating social system needs and formal system goals. They had
some consensus concerning the kind of organisational requirement
for the future which tended to visualise. They drew on some of
the modern thinkers on organisations but with an implicit or explicit
normative component which some of the original writers did nct intend -
Overall the most striking aspect of their responses to this firsi
question was their ability to produce an ideology'immediately. Also
the wnitary nature of the diréction of the ideology was importapt and
the accompanying dystopia, the dislike of the_forﬁal structural
bureaucracy. All of these points were in stark contrast to the
maintenance group. Both in terms of ability to idealise and in terms
of direction of idealisation the above patterns were almost reversed.
In the notes taken by the researcher in the non—tape—recorded inter-
views mention is made of the
"difficulty experienced by the respondent ih answering the
question" -
and
"the conéiderable difficulty experienced in considering a
total organisation". B
tnother respondent, aithough sharing the above problem, described
his ideal as | .
"small, to keep the top in touch with the bottom, hierarchical
(but‘not necessarily so); It would accept the hﬁmanistic.
values which he saw as being in conflict with the profit motive".
A fourth respondent was much mors certain of the direction of

his ideal. The rotes are explicit,



"the‘rGSpondent was vexry definite in his view of hisg ideal
type, but conceived of this only in structural terms. The
org%nisation would be essentially hierarchical. There would
be no excepfions to the given hierarchical structure, =11
departments would have identical organisation. The structure
would cover all (his word) eventualities".
This group of responses had some similarities ﬁith the change
agent group, but overall respondents did not have the ability to

4

idealise so characteristic of the change agents. Similarly, as a

333

group the direction of their idealisations were often in marked
contrast, some emphasising structure, others socizl system variables,
none emrhasising complexity. This section of the research had
started with an implicit assumption in my mind, thzt the main
distinguishing characteristic in this first question would he the
direction of the idealisation. Tn fact, the major finding was the

importance in the change agents respondents of the tendency and

-

ability to idealise. This was reinforced by the responses to other

parts of section a) of the schedule.

~ii) Management of conflict

With regard to conflict management all change =2gent resvondents
~held a fairly clear ideal of open'ébnfrontatibn based on a unitary
view. One reply reflected this view completely -
"Well, Jjoint consultative activity iends to mean that a conflict
situation or differences of opinion have already arisen and that
Jjoint solutions‘try to be réached, whereas I see it ideally as
an ongoing awaréness of what is going on elsewhere, so that
before they_reéch é difference you can anticipate Somebody else's

needs on how it can ideally fit in. Ideally conflict should

be anticipated in this way ...."



This réspondent went on to outline 2z traditional maiketing/
research and develophent intergroup conflict inside her organisavion
which shg believed could be handled according to the principles
outlined above.

"T think at the moment in most companies, to gel people

together to resolve conflict is so much an‘exceptional

circumstance that it becomes a great big kerfuffel, a rapid

shuffling around of people and getting people togethef in a

seemingly important way, whereas it should just be a question

of a routine matter of getting together.”

This_respondent emphasised the "flexibility" inherent in her
ideal and again, tﬁe unitary nature of the ideal was paramount.

"It should be possible tO»get thém together to try and effect

some compromise to see what.is btest for the company as a wvhole."
»Anothei change ageﬁt responded by reinforcing this view.

"As far as conflict is ;oncerned, I think the conflict would

have to be managed properly; that we would have to have .... an

open organisation whereby conflict would certainly nct te buried,
where it could be openly expressed and worked fhrough.“
Yet another change agent responded along these same lines.

" eee in actual practice ideally i suppose you could say that

conflict resolution has to be worked through, enabling the

people involvéd in the conflict to recognise.the charact;ristics
that make up the conflict. .... As I see it most conflicts are
created because there is no clarity regarding the nature of

thé conflict, no attempt to classify the areas in which

«cpnflict can be placed .... is it a group conflict? or is it

an individuwal building or propagating conflict for his owm

ends? or is it purely a tschnical conflict? - is it to do

with task, getting fhg Jjob done? So that in an ideal sense



"eonflict can be managed by enabling people to'understand the
areas .... fou have éot a conflict, do a critical analysis of
how it started looking at every single step, when did it
star%? who started it? and vhat is it about? and analyse
why it was there and go through the whole process analysing
the whole path of the conflict. Ideally that's the way you
can do it you know."

Although this respondent héd not emphasised a conflict free
organisation, the emphasis on cognition and analysié suggested
implicitly that organisational conflicts are resolvable given a
complete diagnosis of their genesis. This makes assumptions
concerning the rationality of human beings in the conflictual
process, which reflects the unitary position inherent in the first
respondent that if only one understood the position of the other,
the conflict would be resolved. Structural causes and'solutions
tended to be ignored.

A fourth change agent responded by using an analogy with his
family. This also reflected a lack of distinction between personal
and professional values on behalf of the resvondent.

"The way to cope wi%h it (conflict), if you like, is the way

I would cope with it at homévéith ny fanily. If a conflict

- exists it is recognised, and maybe it starts by taking‘pqlar

extremes in the argument and theﬁ coming to a poinit where you

recognise the differences and talk about it and discuss it,
and you arrive at some sort of mutual state where you don't
necessarily get rid of the conflict but at least you have come
to some sort of status quo where you have dealt with it and it
is rgcbgnised that you_have differences in thét area."

Again the situation is confronted, but in this case not

necessarily resolved in a unitary sense. The issue of structural



relatiénships between conflicting parts of the orgaﬁisation is still
not tackled, the emphaéis still being on an essentially psychological
approach to conflict resolution.

Another change agent reflected his confusion in the area of
confronting conflict. He acknewledged that there is very little
confrontation and said,

"The theory tells me confrontation is a good thing and it

works, but I have very little experience of it reélly working",
but later in describing his ideal he said,

"In terms of (my}theories, it would have to be a confronting

one, one vhere coxflict was mainly aboul ideas where the

personal differences have beén worked through".

This latter position reflects a similarity with previous
respondents and there is no doubt that this is the pesition the
respondent would have iiked to acdept emotionaliy as well as
intellectually. Several times he put this confusion dowvn %o his
own inadequacies. o .

"I have my own hang-ups about conflict because I am nct

very good at it", |
énd again,

"I know the theories and havéﬂé§me intellectual respect fof,

them but I am not very convinced emotionélly that they work",
and with examples from his work experience . -
| "The bit of confrontation I have been involved in has lea in

fact to bad feeling, and a further souring of emotional

relationships. ‘Now that is not supposed tc happen ... 1

have not experiéhced differences being worked through so it

sounds nice if the& would".

Here is a situation of a respondent drawn to an ideal and

finding difficulty coping with inconsistent environmental data.



Overall this respondent was not as certain as previbus respondents
on this issue.

With regard to the maintenance group, one respondent did not
respond té the question ét all, whilst all fhe other three
résponded by advocating the use of formal authority. One
respondent said,

"The problem with many organisations is that they allow

conflict to drive the protagonists apart. Some auvtherity

is needed to bring the parties together. Bach party would

beballowed to put hié ovn point of view and then they wouid

be expected to explore the issues which had been raised.

If this was not done peoplé would wallow in their own

prejudices".

Another emphasised the authoritative role in conflict
managément by itemising three types of conflict, on the shop floor,
a policy clash or personality clash. Each one was to be resolved
bj using formél authority either by moving one of the parties
involved or by browbeating the non-conformer in meetihgs. Only
one respondent advocated using "the grapevine" to find the "“real"
cause of conflict. Yone of the ‘maintenance respondents, either
~ implicitly or explicitly, envisagedvé unitary form of ideal
organisation. H

Overall the major pattern was maintained in answering this
qdestion. The change agent group had an emphasis on open
confrontation with its assumptions of resolution lying in
personality rather than role which was relatively ignored, Thus
'alihOhghfcbnflipt was seen by both groups as being something_to be
avoided or resolved, the change agent group had a very clea:
ideology, pléying down the use of formal authority relatiﬁns, and

relying on personal cthrontation to handle conflict management.



iii) Leadership, decision-making and power/authority relations

When these variables were introduced the change agent group vere
in much agreement with an ideal type envisaged where power %ended to
be equaliéed, traditional authority relations hroken down, and
decision-making located in information centres.

One respondent exemplified this attitude.

"The decisions should be made where they are needed to be made

and not where they have traditionally been made. Decisions

come from right at the top to right at the bqttom giving a

different source of decision when the thing is running sc as to

respond to reality and not to the various fantasies and illusions
and conventions and conservative views held by the people in
power .... Therefore more decisions need to be made lowexr down,
and much better use made of a whole range of skills.”

Another change agent reéponded by quoting a story whereby a
senior manager was involving operatives in the decision making process
to the extent of "breaking the rulies". - He describeé this, and the
response of the operatives who began to ignore demarcation lines among
jobs as "suﬁeristuff". He went cn to discuss the issue of authority
and power;

"I think .... authority and power has to be clearly defined,

you can't get rid of it, you have to use it, and if necessary

you can use manipulation and high authoritarianism providing

it is in a defined role and providing that's what goes on

around here. ZEut using it indescriminately, and that's whai

haprens most of‘the time, that's pretty crummy. At the moment

power gets distributed according to crazy variables .... some

of the most powerful people in this organisation are leaders

of the informal system".



A third change agent supported similar views,
"I {think the other thing is 1o do with a system of who does
what, who has authority. One thing that I have found very
distasteful about organisations like this one is that you
still have areas of zuthority being vested in people because
they have got long service, or because they happgn to cbme
up through the right career valtiern; or because they hadpen
to have been extremely compétent at the job they were doing
twelve or fifteen years ago. Thej suddently find themselves
in a position of quite a lot of power and authority but not
necessarily having the sort of competence that goes with the
role .... it means that the possibility cf the bloke vho is
lower cown the organisation teking the sort of responsibility
in the area of the job thalt he is good at is taken away to
some extent, because this bloke takef it up with him snd you

get the situation then where he (the boss) is tryving to make

decisions about things that are going on further down th
organisation which he is not so competent to do as the bloke
who is down there".
This theme, which may be best understood theoretically using

« Beer's‘(l972) ideas of system 5 opéfating.system 3 operations was

reiterated withiﬁ another of the change agent responses,

M"ind it tends to be at the moment a massive amount of, I
think that it is very general in companies, a massive amount
of toing and froing of information which is invariably passed
up a line and then comes down a line in a watered down version.
-Cften the person who has actuvally to make the decisicn hésn‘t
any real experience of the thing they are deciding about, they
are going on about ten people's views and can reach a decision
which Jjust isn't acéeptable or understandable tc a lot of

people who are thexe'.



This response concerning decision-making and tﬁe authority
structure was reinforced by the following comments on the question
of power’gnd authority.

"I find the authority and powexr question a very difficult

one. I am not sure that they are terribly real in tevms

of companies. I just never think of them in a company

context. Because ﬁltimately as far as power is concerned

we are all so utterly dependent on each other, and accepiing
£his dependence, i just dori't see how you can say thst one
lot have terrific power, we all have power in each other.

As we are at the same time subject to everyone else's power,

it is an uvnreal term."

2

This was the most extreme denial of the vroblem of distributing
power and authority relatioﬁs inside.the ideal organisatioan., A
less extreme, but nevertheless questicning response came from a
foufth change agent.who started.with a contingeﬁcy view of decision-
making but ended with a much more utopian picture tied up with his
view of leadership, |

"The way that decisions are made depends very much I think on

the circumstances. Ve are talking @out industrial organisation

here, therefore, I would cogéeive that decizions wouvld be made

at the appropriate level. That is a general thing., Vhat I

am trying to say really is that I don't ... I am trying to

steer a line between imposed decisions on one hand, and some

sort of woolly concept of the total so called democratic system

on the other, where everybody is involved in eﬁery decision

‘which isn't so. But the dedision—making process, I think,

depends very much upon the decision itself; who is affected;

who has got the knoﬁledge; what the time constraihts'are and

so on. But I.think that people above all should have an



"element of trust, and that this trust should be satisfied,
and provided that is met I think people are happy to have
décisions made, if necessary, to have a decision made by the
boss. I don't see anything wrong in thie. I think it is
quite necessary to have leadershin; the most imvortant thing
in ny organisation would I hope very much be tﬁat the
orgenisational leadership would be the actual natural
leadership., I think this is where a lot of people get
hang~ups on decision-making so that the true hoss of the
group would be the boss and there wouldn't be any conflict;
that people would he able to_fulfil their roles; they would
be well suited to their roles; and this would mean that as
an efficient organisation we would have people with appropriste
skills using those appropriate skills., Authority would be
earned, tying up the natuial 1eadérs with the hierarchical

organisation leaders and the question of power would not arise.”

This response demonstrates the ease with which the change agent

group could relate concepts into a clear visicn of the future ideal

they were trying to create which would be congruent, unitary and

essentially conflict free. The implications of these responses

of the change agent group to the issues under consideration in this

section confirm the general impression created by the responses to

N

the earlier question of the change agent group having a clear ideal

\to which they are prépared to work and vhich is essentially

questioning the existing structure and processes of organisations.

The responses of the maintenance group were in stark contrast

to those of the change agents. One responded by saying that

authority and power shcould be vested in the hierarchy, the ideal

‘management style heavily autocratic, decisionsbeing made at the

top by the supervisor or leader and enforced by his power and



authority. This was agreed by a second respondent who -concurred
that the final authority about any issue should be vested above as
no-one e%se has the full picture. By confrast, a third reépondent
sav
"the shop floor having more say. If you don't include them
then trouble staris. You must keep them happy.”
"He also saw a need for
"authority and power to be well defined, %o know where you
stand".
This would be necessary to tell managers who is responsible for a
particulér act, and tells manageis just how fay they can go.
"A hierarchy of vower and authority would be necessary to
meet the needs of the environment pressing on organisations
in our culture. This would meet individual expectations
and the expectations of other organisations. It would also
mean faster (but not, perhaps, better quality) decisicns.”
This respondent also thought that generally speaking there
would be a movement toward a more'participative style. He felt
that this was right both in terms of human values aﬁd organisational
effectiveness. Thus the maintenance group contained disparszte
_ views on these issues but reflected a tendency to support the
status quo rather than question basic'valués as did the change

agent group.

iv) Communication patterns

- Most of the change agent group, in line with their views on
'.deciéion-making and the distribution of power/authority relations
respoﬁded by favouring more open méthods of communicating and
information sharing.

"Decisions being made on high should be communicated where

there is plenty of room and opportunity for,people‘to throw



"their ideas back and forth in the company as to how things
ought to be done; that they don't feel that decisions are
being made or action being taken by other members of the
commﬁnity without reference ¢r knowledge as to what is
happrening in their section."
Another respondent related communications to decision-making.
"It is also about the use, the flow of information. Iﬁ is
not just where the decisions are made, aithough éome of those
are made in the wrong place, but in the fact of them being
made on the basis of ihadéquate information because of the
‘barriers set up to the flow of information when people have
it and because of the barriers set up in bringing togesther
information held by quite differert people. A1l of these
need to be brought together to enable the problem to be seen
és a whole."
The theme of information sharing and an increased amount of
openness was -raised by another respondent.
"One of the norms of this organisation is 'O.K.;-information
is power, so you hang on to bits of information and don't pass
it around to all the people who should have it, then you ha§e
got-a position that you can ﬁéﬁipulate,' even to the extent of
having, deliberately and openly having, management inforqation
meetings once a week and then deliberately not passing on
information, so that everybody knows that thé irformation is
there in that group but it is not getfing any further. Iit's
not really anything to do with, although it is usually
disguised in that way; it is not really anything to do with
having a technical system to procesé the data, it is purely
to do with how much people are prepared to tell cther people

in the end. 5o it is based on the whole concept of trust and



"openness really, just how much are people.preéared to let
other peovle influence them, just how muéh are they prepared
to tell them, and trust them with information. I think that
we are going to move that way without choice,4because there
are a lot 6f pressures in society particularly ir our area
which are going to force them to do that; to share information
whether they like 4t or hot, vhich may not be an ideal way to
do it but it is going to happen." |
Another change agent respondent saw it less as a problem of
openness’and more a problem of distortion which could be rectified
by
"analysing why the distortion takes place, and trying to cope
with those reasons".
He gave examples of people at different levels, in different roles
and with different professicnal backgrounds interpreting the same
problem in different ways and concluded,
".... so you have got to have communications which ars
relative to the real~time needs of clients within the
v system".
This essentially structural approach to the problem was

- atypical of the responses of the“cﬂénge agents.

The responses of theAmaintenance group all emphasised thg
face-to~face nature of a good communication process with
communications being(passed down the line. Overall this group

“had very little to say concerning the organisation of the
communication procesé in their ideal. This did not seem %o bé
an exceptional issue in the responses perhaps because the
acceptance of a hierarchical ideal leads to a sitﬁation where
communication patterns are a relative non-issue. Only one
respondent méntioned the informal systém using "groups being

organised at various levels for griping sessions".



v) Ideal organisation values

The following comprise lists of values mentioned by both groups
of respondents in response to being asked what values would ve held
T

by people in the ideal organisation.

..Change agent group

& feeling of individual
vorth

Career choice and personal
development

People perceived as whole
people

Bffectiveness

Bveryone's world rationsl
to then

Acting appropriately

Mainterance group

Humanistic

Profit/financial

Money

Good human relations

Good conditions

Individual integrity

Bveryone to have their own
values

Autonony .and responsibility

The lists refiect a number of similarities particularly
concerning individual worth. The change agent list is heavily
biased in this direction with only one of the changé agents
-mentioning effectiveness by which he meant the organisation
fulfilling an oﬁjective of the vider society. This heavy emphasis
on social system varizbles was not nearly so pronounced in the list
of the maintenance group. Here a number of other values weré
’ mentioned with equal regularity - (money, financial/profit, conditions).
It seemed that the change agents had adopted é very clear value stance
with regard to their ideal organisation which valued the worth of
individuals and their development above all else. This can be seen
quite clearly in the following.

Meoos what‘really matters to people is that they are perceived

as whole people, that is what really matters -~ that is no-one

e



"wants to be rewarded simply as a good technolozist or a good
operator, he also wants to be rewarded as a good manager ....
(and) to be revarded in his social context .... so I think
ideally people ought to be perceived as first of all valuable
in their own right as people, the gelf matters; the maintenance
and integrity and confidence in oneself, pesople want tc be
trusted. Ideally people want to be valued as professionals
wvhatever %hey do whether they ars pipefitfers or accountantis;
they ought to be valued for that, that is their trade, they
want to be rewarded for that. The next thing they want is to
be valued as .managers .... Finally I think they want to be
valued as peovle with a social contribution to mzke to the
organisation."

Another respondent said,
"I think the main one (value) for me would be a feeling of,
first of all a feeling of individual worth, -that I as an
indiviaual exist and am worth something{ I am Valuabie,  seful,
and have got skills which can be used and I think I can contribute
while feeling that you are in an organisation in vhich you can’

be allowed to develop your sbilities as an individual in as far

as skills are‘concerned, and”knéwledge, and. just as a parson,
with some emphasis on the verson growing, psychologically growing
rather than it being just a job". -

Another typical response valued openness,
"I don't see it as being possible 1o have ideal values for
everybody in the company, in fact I think it éould be very boring
1f there were, but one should ensure at least they are, vhere
nécéssary, or a guestion 1ike management style, articulated and
not just half talked about and half thought about énd coming out

in the forn of expectations which are bitterly disappointed when



"the expectations are never very clezrly articulated .... if T

et
o

b

could have anything it would be a value of onenness, a willing-

ness to exchange views, the belief in fhe value of charging andk
excﬂanging views; a preparedness to listen 1o and combine ideas
and idealists into something wérthwhile for everybody and you
wvon't get it when you get people sneaking arour:d keeping their

little ideas cloge against them".

b) Personal and professional issues

(a) QOrganisational issues. Responses from the maintenance

group wers non-existent as this question was inappropriéte for this
group, all of whom saw themselves as not trying to make changes.
With regard to the change agents, the reswonses tended to be varied
but with certain similarities. Three respondents were using process
consultancy to bring about changes in group working ingide the
organisation, but in no(way waslthis a total organisational changs.
Another respondent had been involved in job enrichment exercises.
Three of the five believed in starting at the top and working down-
wards but in doing so felt that this presented personal problems
for them. As one respondent put it,
"I think that one of the strange things I have found is that
it's as though people give you a couple of tickets and théy
say 'we know you are a bit of a strange animal iﬁ this job
so here's a couple'of tickets which will give &6u licence to
deviate from the norm'; you can use those tickets everyinow
and again by telling the managing director that he is a
bloody idiot of what have you, but you have got to be careful
ohce you have used up your tickets. You use up your tickets
and then you have got to do something which will gain
credibility again, like rumning a2 leéturé programme Or SOnNE-

thing to show that you are quite a competent bloke rsallw",



The role stress crezted by bheing parﬁ of a gysten yet
attempting to change it was something that was mentioned by
several change agents. One way of gaining credibility seemed
to be to use educationsl interventions. Two respondents were
invelved in educational interventions giving extensive theory
inputs. One respondent had developed an overall programme giving
both theoretical inputs and experiential training to some one
thousand four hundred managers. ’Anothér respondent was involved
with his own department in team building themselves before trying
it out with clients.

‘All of the change agent grouﬁ answered the second guestion
in very pdsitive terms. Sveryone felt that there were quite
distinct orgénisational vay-offs in the work they were doing.
These were mostly in the area of increased profitability sometimes
through decreasing wastage or just increasing the chances of the
organisation surviving. '

"The organisation pay-off would be just that instead of

vasting energy on just hacking about problems the company

would be more united inside and able 1o get on wiﬁh our main
job of dealing with those outside."

"Well, one big one (pay-off) for me would be that it will

survive for one thing .... sc survival is the main thing,

but if we carry on now with the amount of rigidity and
hierarchy that we have got we will eventually, robabiy in
the not too distant future let's say ten or fifteen years,
we are going to havé serious problems. We will not be
getting the sort of people we want to come into the
organisation to be creative and innovative."

- Anothen respondent saw the organisation becoming

"more resilient, beginning to get tougher and face some

hajxy issues".



Thisiwas reflected in a2 second issue which was to dc with both
"cfeativity and economic‘rewards" |
because .
"thehplace is not really paying off economically, it is
keeping its head above water but it is probably coﬁpeting
not too well, it is producing 2 lot of second rate stuff".
This respondent went on to argue that individuals needed to be
informed of the total picture (this was in line with his educational
interventions) and then you could expéct proactive behaviour.
"Instead of having stocks run out, everybody knows stocks are
‘running out but ncbody telling the manager, the blcke will go
and tell the managexr that they are rurning low, that sort of
proactive behaviour."
Another respondent mentioned effectiveness but emphasised
individual feelings;
"I {think pay-offs in terms of increased-effectiveness, less
interpersonél irritation, léss‘personal Trustration by people,
less a feeling of blind anger and frustration at the failure
to do things they ses és important. Managersiare just not
able to get the people beneath them to work in the ways that
they want them; péople beneath them just aren't adle to get
the management to see what needs to be done. Lesslgf that
would make the job experiences of these people less frus%rating,
less weariﬁg. The liberation of some creativity.”
Finally, one reépondent captured the two issues of the change
agent group in one sentence.
"In thé short term, higher profits and more satisfied people,
in that order."
This comment, again based largely on a unitary idea seemed o

reflect the views of the change agent group in terms of issues,



although implicitly not all of them would agree with the ordex
spelled out by this respondent. It is interesting to note these
responses in relation to the ideals recounted earlier snd particularly
in relation to the value statements made by tbe change agents where
the above order was certainly reversed and in many cases the organisa-
tional pay-off excluded. It seemed as though the change group had
developed a professionally established rationale for working in the
organisations they did and‘which were not perceived as sharing the
change agents' own objectives. This rationale would seem to be
reflected in the literature among some of the more modern management
theorists based on a unitary perspective. (Argyris, 1964a; Likert,
. 1961 Blake,.l964a, 1964b; McGregor, 1960; Scanlen -~ see Krulee,
1955, and Lesieur, 1958.)

In terms of hindefing and helping forces from the organisation
the change agent group saw the following. ’

Change agent group

Organisational hindering forces Organisational helping forces
The organisation chart - the old The product -~ short life cycle
structure
People who have been here a long Difficulty of talking to my
time boss - people come and talk
to me
. Concentration of authority at o Influx of young new managers

- senior levels and the
conservation theme

‘Conservatism, authoritarianism, New expectations lower down
paternalism, slow to change

Local cultural tradition - fixed
attitudes

Cynicism among young gradvates in
the organisation

Tradition v. modern technology
Suspicion of behavioural sciences
Size

Working alone



Many of the hindering forces can be seen to be'represented by
the traditional. hierarchical view of oirganisations and it being seen
as inappropriate for the new environmental demands. Change is seen
as being £equired in "a- particular normative direction, and anything
which contributes fto facilitating that process is.viewed as a helping
forcé. This normative view of change activities as opposed to a
scientific/diagnostic view was an important characteristic of the
change agent group.  Although much cf' the rhétoric reflected
organisational concepts it seemed that the real objectives, i.e.
those which motivated behaviour were to produce a particular social
organisation with a value stance at odds with the‘existing dominant

culture.

(b) Personal issues. The maintenance group reported getting
considerable satisfaction from performing the trainer/lectursr role.
One said the most important pay-offs were,

"That part of my courses where recple come up to me and say

've enjoyed AOing that, thank you very much'™.

Of the others, one reported seeing changes in behaviour as giving
him most parsonal satisfaction, while another feported'some difficulty

in answering the question but later said,

"I suppose 6ne gets the chaﬂée to shoot a line that you believe
~in, and you get some gratification out of doing so. In a
sense I suppose you get a feeling of power in finding that you

are changing attitudes a bit".

Two of the maintenance group réported not to have really thought
about the iséue. This was in contrast to the change agent group who
all had considered the issue and produced some interesting responses.
Onevemphasised the role itself and his probléms in coping,

"I think the major one (pay-off) is the possibility of being

in a role that can,change.something. There is quite a possibility



of being able to legitimately guesticn the estéblishment.

One thing that concerns me about that is that I don't feel

particularly clear in my own mind as to what I would like

to change it into cees I thinik the personal satisfaction

is being in a situation where you can get people to really

.challenge themsel?es as to what is wrong and what is right;

to ask: themselves what they are really doing and why they

are doing it. The other personal issue for me is to some

extent a freedom from the normal sort of system in that in

 many ways I can choose what I want to do in terms of my own
development". |

Another respondent alsoremphasised the pay-offs from performing
-the role'in terms of outcomes,

"It is the increasing of understanding of one man of another,

and with understandihg hopefully, a greater tolerance of, if

not actual affections, of céring for another .... Ve are

getting so crowded in upon ourselves, the world is getting so

small, that we have to devise ways of getting on better togethexr

and of combining, and the whoie dynamics of groups and of mixed
bags of people are absolutely faécinating, and out of the many
thousands of things that can’é; wrong, that fhe sense of
achievement in many ways is to set things up so that they

- start going differently or better. Most peoplé in organisation
development are'a little hit megalomaniac in that sense".

The idea of analysing personal néeds which are satisfied by the
role was taken up by two other respondents although one made only
.passing reference to it.  The other, however, went further,

- "Well, I think the thing that got me on organisation development
originally was that’i{ just seemed right. I have given this

some thought but it is really what I want out of life; going



.

‘back to childhood I suppose, being brought up in.a

Christian Socialist home where I had certain values, and

these values took a pretty good beating when I was a young
A3

man. I remember a great sense of euphoria I had on 'Blake

ona' to have it sort of 'socked to onet. These things are

o}

important after all, people are important, job satisfactio

is important, it is important to have concern for people;

that you could get a common objective and do a good Jjob for

the company and do it ethically and properly; and at the

same time do a good job for yourself and other people.....

The other thing out of this work that pléases me is the

number of resurrection jobs we have been able to do. This

is most pleasing to see these guys that have been written

off .... the silent bitter types .... we manzged to get

these fellows really turned on.....-. 50 we can do a good

~job and there is no division, we can see our way through it
without having to conflict beitween labour and capital or the
bosses and peovle and this sort of thing.... I had some mis-
givinéS‘about doing industrial engineering but I am very

proud of doing organisation development now".

This response was very represehtativeuof the change agent group.
They tended to identify closely with their profession, role behaviour
representing beliefs strongly held. The source of_#hese beliefs was
" not really explained nor why they were so important to the respondent.
Zither the respondent did not want to share that data or the source
of the mofivation w@s unconscious and not available tc the respondent.
Often the respondents coped with this by Jjust expressing a warm
feeling toward the j§b as did one who just responded by saying,

NI like it. It is exciting and interesting”.



With regard to the values held in performing work, both groups
had 1little to add to what had already baen said in a number of
questions. "One or two comments from the cﬁange agent group gave
extra insighf into their fhinking. One respondent gave his bhiggest
value dilemma as the product itself. .

"The biggest value hang-up I have ig;ébout the product, the

end of the organisation. It's alright making the thing

more effective, but more effective forlwhat? The answer

is selling plastic and I have 1ong.arguméntsywith our people

about whether ﬁhat is a good thing or not, and whether that

is the real end of the organisation .... a lot of people's

time simply goes into beating comnetitors which I see as

being an incredibly wasteful way of getting to improve

products for consumers."

This theme of concern for meta-issues was faken up by a secpnd
respondent.

"I piace a high value on profitability, not in a sense of

financial profitability, but in the usefully cbmbining of

people}s different contributions to a problem; SO that the
sum totai is better than any one person could have thought up
on their own. It is this combination of peovle into some

sort of unity that I hold a high value for."v

A third respondent aiso thought non-~organisational criteria to
‘\be important. |

"Essentially I think there aré two things thaf‘are measufed, by
the results I get out, and the fun that I get out of doing it.

‘eees I think it is important to be results oriented, it is |

important to achieve goals, but you know it is important to

enjoy yourself as well and I think in a lot of things you can."

A finel respondent was more concerrned with the values implicit

in his methodology.



"Another one .... goes back to sharing as much knowledge

and skill as I have got with the person with whom I am

working in the time available. In other words one of the

things I tend to do now is say, 'Well 0.X., I can give you
something that will help and I have knowledge of cenrtain
~techniéues wvhich will help, but.where I want to be in the

end is thét you can do things yourself'. So in other

words I find it useful to be honest and ééy that I don't

want to be in an expért role in the end, because that's

not going to help him very much. But at least he ought

to knéw where I am headed. Vhat I am trying to do is

paés more and more of the responsibility back to him in

the end .... I think one of the most important things to

establish, then, is a relationship based on me and him

rather than on manager and consultant."

The emphasis on a non-directive third party role is something
which was raised on several occasions by the chaﬁge agent group;
This was usually combined, as it was in this response, with an
emphasiS'oﬁ the valuation of»the person a2s such and a relative
denial of the role relationships involved. tgain, this was very
much in agreementbwith the dominant ideology of the change agenﬁ
group. | | |

The final section of the personal issues covering the major
’.personal forces hindering and helping the job produced some of the
most interesting daté. The maintenance group found this a
particularly difficult part of the schedule to answer. Some said
that it was not relevant although one went into some considerable
detail with regard to his self-perceptions describing himself as

"a bit of a muddler. I don't delegate enough, I delve into

detail rather than looking at things in the round".

LA



“On the helping side he thought that he was good at listening or
"at 1éast appeariﬁg to be a good listener".
-The responseé of the change agent group wers extremely interesting.
All seem;d to reflect an insight into personal characteristics and
a willingness to share that data immediately. With regard to
content, the detail waé surprisingly conssnsed. All respondentis
reported having a life history of finding.relating interpersonally .
a very difficult and for some extremely painful businesé. This was
highlighted for some in an over identification with others which led
~to situations involving the telling of "bad news" being very painful.
Several reported an almost crippling shyness as a major feature of
their internal experience when relating to others.
"One thing I am aware of is sh&ness. I tend tolﬁe a shy
person with strangers that I don't know. I don't find it
easy always to go into strange situations. I‘tend to be
overly self-critical so they tell me."
And again from another respondent,
"On the minus side probably my biggesf hindering factor is
that I am too quief, not particularly forcgful, aggressive,
not a particularly good selesman in terms of gelling myself.
I think that can be a tremendous advantage in a job like
this because you are selling yourself as much as the skills
you have got. I find that difficuli".
"One reépondent mentioned c¢onflictual situations speci%ically.
"I-.am not good at confronting, I am not good at telling
people or getting people to think that they are making
migtakes. I am not good at saying unpleasant things.
¥When I have done .... it hasn't seemed very threateniné,
but I find it's a difficult thing for me to do personaily..

I shy away from it. I withdraw, I avoid it rather than

i



This

"come out with the resentment, the hostility or criticism
or whatever."

resppndentAwent further in his persbnal analysis.

"Anofher thing iS wees (that)"I am no goocd at getting
involved; through school, through uriversity, through my
research, it has been an independent thing with very strong
needs to win, strong needs to be independent, to do things
on my own, and to do things on my own better than anyone else.
Very strong forces and they still work, still well equipped
eeee I ha&e tended to be still independent in this job.

I don't find it easy to cope with the dynamics of being
involved, so I tend to stay just a wee bit aloof and
defééhed. That, I think, hinders my effectiveness but
that is a deep thing and though I have made some small
progress towards conquering that, I haven't worked it
through by any means."

This respondent'aéked for other dimensions on which other

respondents had spoken and was prompted by "shyness and aggressive-

ness". However, in response he returned to the two dimensions on

which he had just spoken which obviously possessed considerable

»_potency for him.

© "I think these are the main things; confrontation, that is

to. do with being aggressive and being strong and being aﬁle

to cppefwith my own hostility and with hostile actions from

other peOple; Anyway I am not good in that area (and) the

involvement -~ distance thing. Maybe these are the main two
I think, involvement and hostility."

The final respondent seemed t6 embody most of the issues

raised so far.

"I think the thing that hinders me from achieving my own ends,

I find that increasingly with time o tendency for things to



"fragment in my vision. There was a time, and I am sure there
is with most children, where one could seevthings in very nice
clear cut single issues. Nowadays my thoughts and thinking
procésses have got so difficult .... that at times it makes me
very indecisive and that even if something happens which shows
you the situation .... I lose the sense of purpose which was
driving me particularly toward one end .... No sooner does
something seem to crystallise into someblittle, almost certainty- -
in my mind, than a whole lot of things ... it just sort of
explodes and fragments into lots of things and I no longer see
it as clearly. As fér'me I also find that I get very involved
in a‘way a sociologist shouldn't .... But I always did find it
veryvterrible in the personnel department to do_the herd fhings
of personnei work, the sacking'of people and things of this kind.
I find that I get very involved with the people I am dealing
with .... I sometimes feel ﬁyself in an awful state of agony
because I khow that aé a professional organisation dévelopment ’
person I haﬁe got to take a particular line and I»can see it
hurting someone terribly .... I think one of my main difficulties
is that I have always been and am still very shy. I find it
“hell to meet new people, jus%”;ﬁful sess I really only come into
my own when I know that I am loved and cherished and have got a
warm nest from which to start action."
This was a surprisingly condensed set of issues from a group of
professional practising so§ial.scientists and provided interesting and
very useful data for further research as the issues were so common and

seemed to possess such relevance for this group.

¢) TIdeal self

Most of the maintehance'group tended to réspond by concentra-

ting on personal qualities to meet the more formal requirement of

the role. Two mentioned that their ideal role occupant



would be a better orgariiser than they were. Two ofhers were
concerned with the educational requirement necessary to run
training courses with particular emphésis on the value of the
generalisé. In terms of skills and activities two respondents
mentioned an increased ability to take risks by going along to
line managers and defining areas for training. For one
respondent this was related to psychologicalyqualities.

"He would have to be a better organiser tﬁan me. I think

he would have to be a bit tougher than me, tougher with

people. I think he would have to be more interested in

the economics of the situation because there is a question

of pay-off." |

He reiterated the quality of tough mirdedness at a later
point.

"I think he would spend more time going out‘and naking

conscious contact with peopie_not waiting for them to come

| to him. I think he would be a lct tougher in brushing

people off."

This respondent also related his dinability to séil his skills
to others who weré more "Qynical". He had a feeling that this was
. "maybe to do with a feeling of inéééurity or fear" but he felt that
he had "not been able to analysé:that one";

This typé of personalised response . is reported because it was
' an unusual response in a pattern which tended to'évoid persoﬁal'
detail and self-analysis. This was not true of the change agent
- group. One respondent made a distinction between thé personal
psychological characteristics and‘the formal reguirements for
veffective role performance. Most of the other respondents
followed this pattern either overtly or by inference. Wifh regard

to the formal characteristics, all respondents who mentioned this



saw the ideal role occﬁpant as a behavioural science specialist

rather than a training generalist. However, in all cases, most
of the responses emphasised the psychological characteristics.

A number 6f perscnal gualities were mentioned. Bveryone put a

high price on acceptability to élients. ﬁs one respondent put

it |

"He would have to be very nonéthreatening, in this

division people are very sensitive to threat .... just

have to be good at being friendly with veople, and good

at just chatting along a lotv of non-work issues".

This was related to the emphasis placed on sensitivity.

"It seems to me that a body that is involved in ofganisation

development must above all be sensitive. You have got to

have a véry strong feeling for people .... must be sensitive
to people to be Able to pick up the signais that people are
giving out and must have a ‘strong empathy toward veople."

It was this sensitivity and afility to listen that was reliazted
several times to what can only be termed as "underdog" (Perls, 1969)
feelings which were generated in the respondent. |

"I think the ideal person should be mors confident and have

more self discipline qualities than I have. I have got

such a short sﬁpply of self discipline and self vpush that

I feel that I am easily dovncast ... so the ideal person

would be more of a get-ﬁp—andmgo persén, more confident

than I am."

Another respondent said,

~"Ivthink he has got to be optimistic in the sense that he

believes that things can be improved. He has to be someone

who can put up with making a lot of enemies quickly. He

has to be prepared fo stick his neck out in the sense that



"he is not going to be liked by everybody all the time,
he is not going to be top of the popularity polls”.
it th}rd respondent talked about the same issue but couched
it in differ;nt terms when discussing activiﬁies and skills which
the ideal role occupant would perform.
".oev. I sometimes wonder if a woman would not be better in
this job .... A woman might be less of a threat. She might
ﬁot»be seen as competing for their careers. Also because
some of the skills in consultancy tend to come from what you
might call the feminine end of the conventional continuum.
fost of the attributes which are conventionally masculine
are hopeless for this job, and scme of the things which =re
conventionally feminine are very good. I am sure that other
things being equal, probably women stand a slight edge over
men doing the jJob."
Yet another respondent highlighted the cohflictualydemands
of the job. ‘
".ees yes ve havé to deal with the organisation in the here
and now, and a chemical factory is no place atvall for a tender
flower, so this is a hard thing to find, a person who is
very highly sensitive yet canrnot be bruised by the, I wouldn't
use the word jungle, but you probébly know vhat I mean ....
but a factory is not an academic growth and you have to ge
reasonably practical and tough-minded to survive .... but
“it's asking a hell of é lot for someone 1o be tough—minded
.and yet be seﬁsitive enough not to misread or ignore signals
-and that‘deﬁands quite something."
.All of these responses suggested the existence.of some

exceptional vsychological characteristic or set of characteristics

of which the iespondents.were only partially aware. This seemed



to be centred on the ability 1o cope with underdog, submissive

or depressive feelings, conceptualised by one respondent

ct
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conventionally feminine traits.

Sumnary and Conclusions

This sesction of the research has investigeted some cof the
major perscnal differences in the change agent group and the
maintenance group. The assumptions made concerned the ideals

to which both groups were trying to direct their organisation,

the content of the ideology being thought originally to be an

ct

important motivating force in influencing action in organisations.

Vhilst there were scome important congruencies in the ideologyr of

the change agents, notably focussing on the “oxganic" =nd of the
Burns and Stalker (1961) continuum, a méjor difference between the
change and maintenance group was the ability of the former to expraszs
strongly held ideals which appeared centfal in their work behaviour
and for somec seemed to be centrai to their life in general. By

way of contrast the maintenance group appeared to-have a ruch more
pragmatic view of organisational activities and tended not to share
the normative approach charaéteristic of-the change group. This

1)

insight into vhat may be termed a "?endency and ability to idealise",
"which affects thinking and reported behaviours as opposed to some
common-characteristic distiﬁguishing the groups in terms of the
"content” of their ideals represents an important change in
difection in the study of this area. This was coupled with the
heavy emphasis on what may be broadly termed humanistic values
seemed to be an important factor motivating the behaviour of the
change agent group. | The specific dimensions of conflict manage-
ment, leadership,‘deciéion—making and power/authority relations

as well as communicatioﬁ patterns tended to reflect a situation

oA
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where the needs of the social system were seen to be paramount

in organisational 1life.  Although some passing mention was paid
to other organisational systems the responses reflected anAemphasis
ion the safisfaction of the social system-abcve all else.

Two other important generalisations may be summarised from the
interviews., Firstly the responses concerning personal hindering forces
produced -some consensus within the change agent group. They
were very open to their negative feelings regérding the-formation
of relationships and in some cases this reflected what was felt to
be a lifelong pattern of relationship difficulties. Respondents
tended to be unaware of the source of tbese problems which were
manifest in new situations or conflictual situations both of which
vwere reported to cause tension and/or anxiety and were often cdped
with by the respondent in terms of a "shyness". ‘ Secondly, data
concerning self-image questions showed distinct similarities.
Hefe it reflected an emphasis on "underdog" feelings or "con-
ventionally feminine traits". This would seem to suggest
essentiallj‘depressive parsonality characteristics.

These latter two points were important in suggesfiné possiblé
fruitful areas of research but it seemed important at this stage .
to consolidate the earlier issuesvéfising from interviews and
their analysis. The normative emphasis, both in terms of fdrmf
and content suggested the change agent group to be a pressure
group inside organisations attempting to achieve certain goals
which were sometimes disguised behind a mésk of "acceptable'" words
’(organisational effectiveness, increased profits, corporate
'excellence). In fact, although the researcher had begun by
conceiving of the study as that concerned with the motivations
of behavioural science practitioners, it was at this stage that

the realisation was made (this being affected not only by the



professional aspects of the research but also by certain personal

experiences) that this group could be conceived of in the same

terms as priests, militants, radicals, revolutionaries, etc., and -

perhaps organisation development as their activity could be viewed.

as a social movement. If this were true then the research on the
psychodynamics of those involved in social movements may help in
understanding the psychodynamics of organisation development

consultants.

B



CHAPTER IV.

Organisation Development as a Social Movement

e e e

Introduction

The aim of this chapter is to review briefly some definitions
of the concept 6f social movement and produce a broad definition.
Organisation deveiopment is related to this definition and the
literature concerning the motivational characteristics of members
of social movements is then reviewed. This latter section, in
the 1light of the broad definition produced earlier, will take the
form of discussing approaches to studies of radicalism and authori-
tarianism and field studies of radicals_and change agents. It
will end with a note on the major hypotheses stemming from this

reviewv.

Social movements

It is my intention to accepé a broad definition of social
movement as I am interested primarily in the motivations of
individual members. AThese may contain similar clues to their
characteristics no matter what the political belief of the group

in question or the strength of activism. Thus, in this chapter

“I review literature and accept findings from groups as diverée as
the internatienal socialists, stﬁdent radicals, nationalist and
nneonfascist groups, pressure groups and ideologicél groups,
millenial, utopian or ieligious groups. This is vexry much in
line with Herberle's (1968) definition of social movement.

- "(social movement) .... is being used to denote a wide

variety of collective attempts to bring about a change

in certain social institutions or to create an entirely

new order." (p.438.)



He goes on to suggest that although the term is used in
distinction from religious or political movement, and from other
groups in society such as women's movements or youth groups,

"Asg ;11 of these movements occur.in society and tend to

affect, directly ox indirecfly, the soqiai order, it

would be permissible to apply the term social movemant

to all of them" (p.439).

This is in some slight contradiction to his earlier (1951)
writings in which he is at pains to distinguish between trends,
tendehcies, pressure groups, parties and gocial movements.

There does, however, seem to be a trend in the literature
toward supporting his 1aﬁe;'position. ‘Wilkinson (1971)
recognises the diveréity of views on the area and iterates five

"difficulties encountered in the social movement concapt

«s+e the problem of generality, dangers of ambiguity,

problems of reification, problems of the 'type! concept,

and problems of comﬁarison". (p.15:) |
“In reviewing the literature, Wilkinson highlights the fact that
_ "Even Qithin_disciplines there is no consensus as to how
these difficulties may be overcome. Sociologists, smocial
anthropoloéists and political scientists have of necessity‘
improvised their own attempt’at conceptual definition,
often disagreeing among themselves", (p.20).
‘Hevertheless, in spite of the difficulties, he does develoé

"a general working concépt which is of interdiscipliﬁary

applicability? . (p.26.)

This concept contains three‘main characteristics all of which need.
to be piesent as a precondition of social movemeni. The three

characteristics are as follows:-



<) i) ™A deliberate collective endeavour to prémoté change

in any direction and by any means not execluding violencs,

illegality, revolution or withdrawal into utopian community.

Social movements are thus clearly different ffom historical

movements.

ii) WA social movement must evince a minimal degree of
6rganisation though this mey range from a loose, informel

or partial level of organisation to the highly institution-

_aliséd and bureaucratized movement and the corporate group.

iii) "4 social movement's-conmitment to change, andbthe

raison d'étre of its organisation, are founded upon the

conscious volition, noxmativé commitment to the movement's
aims 6r beliefs, and active participation of the followers

or members." (p.27.)

This particular characterisetion of social movement in terms
of volition and normative commitﬁent is endorsed by something
approaching a consensﬁs among leading scholars in this field.
Herberle,»for example, conceives of these belief systems as an
expression of the collective will of the people among whom they
are accepted. He is emphatic that it is this element of volition
that makes beliefs socially effective. |

"It is the conscious volition of individuals acting collectively

thaf brings about the embodiment of ideclogies in social

movements."  (Herberle, 1968, p.441.)

This latter characterisation is an important aspsct of social
movements. The shared normative goals of the true social movement
may serve to distinguish it from many political parties in which
agreement on values is accepted by participants sometimes at only
the most general of levels. In another way,'the‘normative frame

distinguishes social movements from pressure groups which may exist"



as a counterdependent force designed to achieve cortain limited
objectives rather than replace the existing order with a new set
of norms. This latter point concerning the commitment %o
changing fhe existing culture with a view to imposing a new set
of norms and standards is taken up by Wallace (1956) who producas
a newrconcept of "revitalization movemen " which is designed as
an overview cén;ebt to cover such concepts as “"nativistic movement®,
“roform moveméét“, "eargo cult", "religious revival", "megsianic
rovement", "social movemeni', "revolution", "charismatic movement",
all of which have been chosen, according to Wallace, by the
. "discipline and theoreticallorientation.of the researcher'.
He suggests that all of these phenomena have as a major central
thems that of "culture change" and are characterised by a uniform
process vhich he terms "revitalization". Thus a revitalization
movement is definéd as a
"deliberate, organised, conscious effort by members of a
society to construct a more satisfying culture. Revitalisa-
tion ;s thus, from a cultural standpoint, a special kind of
culture change phenomenon: the persons involﬁed in the
process of revitalization must perceive their culture, or
some areas of it, as a systémg' they must feel that‘this
culturalyéystém is unsatisfactory; and they must innovate
not in discrete terms, but a new cultural system, spécifyi:@?
new relationships as well as, in some cases, new traits", (p.265).
He gbes on to elucidate this final point that revitalization
constitutes a major énd immediate change in cultures, "a new
gestalt", whereas the classic view of culturevchange'is one of
gradual evolutioh overva long period of years. - This sudden shift
is the aim of the revitslization movement and ie brought about by

the "deliberate intent of members" in stark contrast to "the classic



process of culture change" (evclution, drift, diffusion, historical
ghange, acculturation) which relies on a gradual chain reaction
effect. .
The Qriters reviewed so far seem %o emphasise three'major ’
points concerning the characteristics of social movemenig:— .
i) They comprise a'group»of individuals concerned to
change the existing sccial order or social institutions.

ii) This change is in accord with a particular set of
normative goals. It is a change based on g value choice,
rather than on an empirical scientific diagnosis.
1ii) The normative goals are common and shared among
believers. |
This constitutes the broad working definition ofvsociai

movement which I intend to use in the next sectioﬁ vhich will go on

to analyse organisation development in the light of these idesas.

Orgenisation development as a social movement

It is not my intention here to argue that organisation develop-
ment can be considered a social movement of the same order as those
described by writers such as Wallace (1956), Worsley (1957), Eohn
(1945), Cohn (1957), or more recently Carmichael and Hamil¢on (1968).
-\The arena of organisation development is much more limited than that
"of the studies reported above, being concerned with changing the
‘organisatiohs in which we live and work rather than fhe wider society
as a vhole. Nevertheless, there are similarities in that changes
in work organisation will have impact upon the wider society just
as the external environment¥affects.workApiactice. . Rathexr in this
section it is my intention to examine the prhenomenon of organisation
developnent from a social movement perspective. Ih other words I
am éoncernad with the qﬁestion, to what extent does organisation

development manifest the characteristics of a social movement?



I will thus examine the theories and research on the characteristics
of those members of social movements in .the belief that similar
dynamics may be.at work in the case of orgaenisation deﬁelopment
consultants.

A major problem at this stage is to define organisation
development. It is not proposed to address this iséue immediately
- but to expiore the extent of normative approaches to organisation
development, reviewing them against the characteristics of social
movenents oﬁtlined earlier. A discussion will folilow concerning
-other approaches to organisation development.

1) A group concerned with changing the existing social order
" or social institutions

There is a great deal of agreement in the literature that this
criterion is true in the case of organisation de&elopment. Thakuxr
(1974) reviews fifteen definitions of organisation development, all
of which mention‘either directly'br.by inference the chenging,
development, or growth, of the existing organisation. Other
definitions contain similar references. | Peter Friederich et al
(2970) identified five characteristics of organisetion development,
two of which suggested improving organisafional effectiveness by

_changing the total organisation,  Bowers (1972) in defining
development suggests that the use of the term

"seews to imply making something gradually larger or stronger"
Hand that this is the process of organisation development, to change
the existing ways of Qorking to make the organisation

"larger or stroﬁger".
French and Bell (1973) also speak of

- "a long range effort to improve an organisation's provlem-
solving and renewal processes .... with assistance of a

change agent or catalyst". (p.15.)

(r.4)



Mergulies and Raia (1972) can be seen alpo tc emphasise the
change aspect of organisation development vhen they suggest that

"practising managers and students of management are

currently besieged with ideas and techniques for

improving an organisations effectiveness and its ability
to cope with change. The emerging body of concepts,
tools and techniques is now commonly called prganisation
development®. (p.2) -

Ganesh (1976) also takes as working definitions those of
Beckhard (1969) and French and Bell (1973). There would seeu
to be widespread agreement that organisation development is
concerned with changing the existing social order and/or
~ gtructure of organisations thereby bringing about changes to
the total institution. It is probably true to say tﬁat in
terms of orientations to organisation development, few:.are’

concerned to discuss notions of stability or organisational

needs for maintenance and certainty.

ii) The change is based on a set of normative goals

) ABeckhard (1969) lists a muber of values which are "changing

dramatically as the human condition improves™. He goes on - ..

"let me list a few that 1 bélieve are relatively uvniversal

today and have great implications for managerial strategy". (p.6.)
. Following this he lists a set of broadly humanistic values relating
tobthe nature of the igdividual ~ organisational relationship.
Fach of these is ovgrtlj prescriptive (all are phrased uaihg
imperatives) and hence has implications for the ideal.orgénisation.
Tannenbaum and Davis (1967) go even further listing a series of
values which they suggest reflect environmental changes but which

"~ nevertheless they want to -~

S



*oyn (and) state thém openly. They are not scientificelly
derived, nor are they new, but they are compatiﬁio with
cerﬁain findings emerging in the behavioural sciences". (p,éz.)
»:The writeis do not go on to elucidate what these findings are
_but go on to justify their view using exampleé of work practice
from certain selected organisations. The iimitations of
contradictory evidence or experience are neither eiplorad nor
quoted. Bénnis (1970) does not speek of organisation developument
as a social movement; but refers to Argyris' critique of bureau-
cratic organisation and ends by discussing.a series of changs
agent characteristics which suggest |
"gix normative goals .... derived fiom the social
philosophy outlined in thevpreceding section" (p.13).
Again these reflect the emphasis on certain humahistic asvects of
the social system. Margulies and Raia (1972) provide a similax
list of values which
"exerts a powerful influence on the process and technology
for developing more fully functioning organisations“
and which is _ -
"extremely important ... (in) providing the guidelineé
for what will be nndértaken in an organisation development
effort and how the programme will évolve and be sustained" (p.73);
French and Bell (1973) devote a whole ckapter to the discussién ofl
ftv51ues and conclude that | |
*organisation development activities rest on a number of
assuﬁptions ébout people as individuals, in groups and
in total systems .... and about values. (Moxeover)these
assumptions and walues held by change ageﬁts need to be
made explicit both for enhancing woiking relationshipse with

clients and for continuous testing". ‘(p.73.)



The National Training Laboratories (French & Hellreigel, 1971,
p.354) quotes a list of objectives of an organisation development
project which are little more than a set of value based prescfiptions
for ideal.end states.

All of this would suggest that the practice of ofganisation
development takes pléqe from a base which is strongly influenced
by the normative positions of the practitioners and writers. To

~ this end one may suggest that such an approach produces interven-
tions emphésising.end states rather than diagnoses. VWe may also
exﬁect criteria of success to be based more in terms of how closely
the end approximates to the ideal values rather than on a more

objective evaluation.

iii) The normative goals are common and shared among believers

Bennis (1970) suggests that change agents share
'"a social philosophy, a set of values about the world in
general and human organisation in particular which shape
their strategies, determine their interventions and

- largely govern tﬁeir responses to client systems”. (p.l}.)

- He is not alone in suggesting that organisation development.
practitioners share a common set of normative goals. Porter,
Lawler and Hackman (1975) 1ist seven values which

"appear to be some of the more tyﬁical and impoftant values
that underlie the goals for organisation develobﬁent". (p.486.)
They go on to list values which they claim are a’ '
ndistillation of the views of a number of the more
important and ihfluential writers on organisation
development including Argyris, McGregor, Likert, Bennis,
Schein, Tannenbaum, Davis and others". (p.486.)
Jennings Partin (1973)valéo mentions the shared nature of the

-~ values which he describes as -



"eenerally intended to humanize theé organisation,

emphasising openness, collazboration, and seeing value

in constructive conflict" (p.14).

French and Bell (1973) devote a whole chapter to discussion of
underlying assumptions and values, and begin it by discussing

"some of the basic assumptions of organisaiion development

efforts .. (which) .. in general are congruent with the

theories of M;Gregor, Likert, Argyris, Bennis, Schein,

Maslow, and Herzberg" (p.65).

Whilst recognising certain idiosyncratic differences they conclude
that

Yorganisation development consultants tend to subscribe

- to a comparable set of values® (p.71).

A summary similar to this has been produced by the author
(eppendix 17) and the implications of the content and direction
of the shared value systems will be discussed later. Whilst
there are individual differences within each of the value
statements, thevmost'striking feature is their similarity. All
emphasise similar aspects of organisational life, namely, the
social system. Within that area, the values expressed are

_basicelly humanistic, valuing the worth of the individual as
opposed to the organisation. It is surprising that only two pf
thevauthbrs referred to increasing orgunisational effectiveness
as a value of organisation development consultants. Shared values
(by three or more of the authors) were increased autonomy,
actualisation opportunities,- expressior. of feeling and trust and
risk-taking, At an organisational level, a decrease in competi-
tion, power tactics and an increase in collaboration and meaningful

work were valued. One may summarise the statements involved as -



emphasising the  individual as opposed to the organisation

" " ‘social system " " n »" other systems
" lauthenticity/wholeness " " " " formal roles
" P collaboration " " new competition
L trust/risk-taking " " " " power polities
" organic systems " moooowow bureaucracy
v participation " LA L autocracy

Thus, there is considerable evidence that values are shared
among writers on organisation development. Kot only do common
value statements tend to arise but also the same writers are
referenced. When writers céme togetheriunder a broadly céﬁmon
approach sugh as this nofmative approach to orgénisation develop-
ment, then one can rightly refer to a school. The influence of
this school of writers on organisation developmeht activities in
Britain is considerable. It is important, howevér, to recognise
.bther contributions and alternative'approaches in o;der not to
overstate the case andvassume undifferentiated approaches where

several exist.

The extent of normative approaches to organisation development

Whilst socioiogists would no doubt argue the idiosyncratic
‘.nature of the organisation.development movement as opposed to soéial
movementg‘in general, one may argue, nevertheless, th#t the three

. eriteria drawn from the discussion on social movements have been
broadly fulfilled., At least, this can be considered to be so with
regard to the purpose of this discussion which is to explore
similarities between organisation development in particular and
social movements in general with a view to considering membership
characteristics of the former in the light of theories and research

on membership characteristics of the latter. Before going on to



do this it is important to mention the limitations 6f the implicit
definition of organisation development which has been developed.

The discussion has centred on those who have referred to
themselveg in their writings as practising organisation development.
There are others, however, who, sometimes explicitly and sometimes

implicitly, can be seen to be concerned with changing the internal

functioning of organisations, with a view to increasing

its
effectiveness. In other words they can be seen to be developing

organisatiéns in the more general sense, but do not always see
themselveé as vorking in organisation developmght. The identifi-
cation of this group or groups is important in terms of definition
and as such has lmplications for the rest of the thesis. Iloreover,
for the purposes of this discussion, such para-organiéation develop-
ment groups will be included orly if they emphésise social system
change primarily. This excludes others eoncerned with technical
or systems. changes in organisations such as operations researchers,
management serviées and computer specialists.

A different approach to the development of organisations
from fhe nérmative approach deséribed so far is that which emphasises
imtervention on the basis of a souhd scientific diagnoéis. As such
~the values of science are emphasised'asaopposed'fo the #alues con-
tainable in an end-state. This approach, which emphasises inter-

\

vention developed idiosyncratically onithe basis of diagnosis
"rather than emphasising intervention at the expense of diagnosis
can be seen in the work of a number of writers. The contingency
theorists, as a school, tend to adopt this methodology. This can
be seen in the work of Perrow (1970), and Burns and Stalker (1961},
each of wham have produced a diagnostic framework rather than a
total set of values. Depeﬁding on the state of the system under
discussion, particulafly in relation to its enviromment, different

3
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values will be appropriate for effective working. A second school -
which is noticeably different fr&m the normative school above is
the socio-technical systems theorists of the Tavistock Institute.
Here the eﬁphasis is again on idiosyncratic diagnosis and‘inter—
vention designed later in the process, the aim being, as is aﬁpl&
demonstrated in Trist and Bamforth (1948), Rice (1963) and Trist
(1§63) to produce a "best-fit" between social and technical systems
. with their limiting conditions rather than some ideal end state
reflecting a preconceived value system.

Certain other apprqaches also are important in reliating
organisation development to.the ﬁider field. Firstly the contri-
bution of the management theorists has ﬁroduced some ideas which
have been incorporated into organisation development, particularly
when allied to the predominant vaiue system. For example,
Drucker's (1964) ideas on management bybobjectives can be said to
have been accepted as part of organisation development technology.

The contfibution of the organisation psychologists is another
important apd related area. Again, certain ideas and theorists,
notably those with a facility for fitting into the dominant value
system, have been accepted into organisation development. Good
_examples of this are Maslow (1954,’i965, 1968) with his ideas on
self-actualisation and eupsychia, Herzberg (1967, 1968) and his
emphasis on job énrichment as an intervention and Argyris (1964 =
kand b) with his ideas on integrating the individual and the |
organisation. Usually, references to theofies based on different
models and assumptioﬁs concerning the nature of man find less
ready acceptance. TFor example, it is rare to ;ead accounts of
Skinnériaﬁ conditioning‘in the organisation development literature,

yet this level of anaiysis is as valid as any other. The value



base of organisation developmant can be seen to provide a screzn

filtering information from the benravioural sciences which has the

effect of reducing negative feedback and zdaption. Goodge (1975)
'

has developed the argument concerning this kind of system coding

‘and its effect on the practice of crgenisztion development.

Thus we can see from the above *that the normative strategy
outlined earlier is but one strategy designed to change organisations.
Others have separate and distinct approaches yet théy are related
to organisation development and in some cases these relationships
ars hazy and ill-defined, the problem bften being resolved by the
implicit assumptions of the individual pfactitioner or writér.

It is the assumption of this thesis that the extant of normative
organisatiorn develorment both in tﬁe literatures and in practice is
such to define the area from those related disciplines, some of
which would not regard themseives,as working in organisation
development (management, theory,  socio-technical theorists,
contingency theorists) and others who wquld not be accepizble fo
those working in organisation development. From this point
organisation development will be used to denote a set of normative -
re-educative nethodologies desigred to bring abéut certain changes
_primarily in the social system functioning of orzanisations. Having
outlined and defined organisation development in relation tec social

movements, it is now possible to go on and review some studies of

those who join such movements.

The characteristics of members of social movements

The section will be divided into five sub-sections. Firstly
there will be a brief note on the problems of studying the motiva~
tional characteristics of indivicduals., The intrinsic-extrinsic

dimension is noted and related to psycheclogical and sociological



approaches. All of these variables are important in the subsegquent
analysis. Secondly there is a review of membership characteristics,
bofh structural and personal. Thirdly a review of some descriptive
studies af those who join,and fourthly a review of some psycho-~dynamic
approaches. The penultimate section contains a review of several
important studies of change agents. The aim of these four sections
is to summarise work which has‘been done and has a direct bearing on )
the current research. The section is completed by a shoft’diécussion
of direction for the research and a statement Qf the major hypotheses

which can be culled from the above studies.

A). The motivational characteristics of members

_ The study of motivation is a complex probiem and the motivaticn
of those who join social movements ié no less complex than the study
of others. DMotivation can be defined as "what induces a person to
act" (Concise Oxford Dictionary) and broadly speaking, two»quite
disfinct perspectives can be taken to the subject. The first is
essentially a sociologicai view vhich can be termed the structural
approéoh. " Such a view of motivatién suggests that the prime forces in
inducing acts are essentially contaihed within the sociai environment in
which the individual finds himself. Thus, in order to understand |
- human action one must analyse andﬂﬁhderstand the broader structures
of society (dominant norms, values, reference groups, significant
‘ éthers, social roles, eto.) which impact on the focal person. It
is only by so doing that one is able fully to understand the
Significance of the individual act.

A second approach which is essentially a psyohplogical approach,

but which has distinct connections with the social action theorists

such as Silverman (1970) and Goffman (1969, 1975), stresses the

importance of the meaning and significance of each act to the



individual quite apart from environmental structures. Here,
éfress is laid on the personal satisfactions gained by action.
Hence the forces which must be understood tb comprehend individual
motivatio; are contained within the individual rather than in his
surrounding environment.

Whilst it is broadly poésible to suggest the essentials of
these two approaches as being sociological and psychological this
is not, of course, entirely true. Already reference has been
méde to differences within sociology between the sfructuralist and
interactionist schools. VWithin psychology one is able to see the
same division which is‘summarised well by M1port (1955) when he
speaks of Lockean and Liebnitzian approaches to the study of
personality. My>aim here is not to explore these theoretical
notions in great depth, but to highlight this basic difference
in approacheé, one emphasising the impourtance of "outside the
individual" variables and the other "inside the individual
variables". |

One final poinf is the conceptual rather thah real division
betweeﬁ'these two approaches. Several of the studies to be
reported make this point that both approaches can give insights,
but a true understanding of the motivation of social movers (or
anyone else for that matter ) probably lies in the reinforcements
and the interplay of one set of variables with another., For
éxample, any indifidual is probably attracted to any pérticular
profession because he knows, or believes, that he wili satis?y
some of his internal needs through the professional éxperiences‘
offered. Nonetheless, as a recruit into that profession he will
undergo certain socialisation processes in which he will éubstitute
or add to his original set of needs and hence behaviours (actions).

At this point, it becomes‘extremely'diffiéult to understand his



motives or other manifest professional characteristics. On the one
hand, one could say that he behaves the way he does because he is
satisfyirg personal needs and on the other hecause he has a role

in a proféssioﬁal sub-group with certain norms and expectations
which are an important reference group for him. Both explanations
would probably have partial validity, and'neither‘provides a cohplete
answer. The way the individual uses and is used by society is an
impoftant question in the social sciences particularly in relafion
to the concept of change. This dimension is an important one both
in terms of research on those who joinisCCial mo&ements and also

as an important methodological consideration‘lafer in the thesis.
Whilst this thesis is concerned with the characteristics of
organisation development consultants and adopts_an approach
emphasising internal variableé their relaticnship to external
factors such as professional nomms, organisational_variables and

client expéctations is readily accepted.

B) A review of some studies of membership characteristics

i) Structural characteristics

A nﬁmber of wrifers'have considered the individual in the
context of the social movement, but placing emphasis on the primary
- importance of the structural effééfé-on his behaviour. Rosénv(l967)
has amply outlined the relationship betweén changes in.the
"social and moral framework" -
of the wider éociety which cause
"periods extensively characterised by anxiety-periods
in which the coﬁsciousness of many people, and even more
so their sub-consciousness, is haunted in varying degree

by fear and worry, by loneliness and apathy, and by

frustration, resentment and aggression" (p.771).



He sees these external changes as solely responsible for certain
disturbing internal fesponses which lead the individuals involved
into the erection of relief giving social structures such as social
movements; particularly religious and millenial movements.
Cohn (1957) provides avsimilar historical analysié focussing mainly
on France and Germany in the mediaeval and refermetion periods;
Vorsley (1957) writes in similar vein about the "cargo cults" and
related millenial phenomena in Melanesia. Talmon (1.962) reviews
a nunmber of studies on sdcial movements including Cohn (1957),
Worsley (1957, 1961) and Hobsbawm (1959), but focusses almost
exclusively on the wider implications of.movements,.particularly
the relationship Between religious and political change. Hofstadter
(1969) also speaké of the relationship between the religious and
political spheres in discussing the paranoid styie in American
politics.
WThe apocalypticism of.the paranoid style runs dangerously
near to hopeless pessimism but usually stops short of it.
Apocalyptic warnings arocuse passion and militancy,‘and
strike at susceptibility to similar themes in Christianity.
Properly expressed, such warnings serve somewhat the same
function as a description of the horrible consequences of
sin in a revivalist sermon: they portray that which impends
but which may still be avoided" (p.110). e |
HWhilst emphasising the personal characteristics of this style,
Hofstadter concludes with a similar view to that of Rosen,
".oee the fact that movements employing the paranoid
style are not constant but come in successive, erisodic
waves suggests that the paranoid disposition is mobilised
into action chiefly by social conflicts that involve

ultimate schemes of values and that bring fundamental



"fears and hatreds, rather than negotiable interests,

into political action" (p.117).

Lofland and Stark (1969)7also recognise the importance of structural
variables in the conversion process, but suggest that an equally, if
.not more, potent set of variables are wﬁat they descrilke as
"situational contingencies”. These are factors which

"arise from confrontation and interaction between the

potential convért and the .... members. Many persons

who qualified on the basis of.pfedisposing_factors enter

-inter~personal relations Qith meﬁbers, but because the

proper situationai conditions were not met, they did not

become converts" (p.162).

Thus in terms of environmental pressures, existential as well as
historical preséUres can be seen to be importéﬁt‘in defining the
individual act of joining.

Whilst the main focus of this thesis will concentrate on the
more personal characteristics of organisation development consult-
ants, and hence on their internél~m8tives and characferistics, the
above work demonstrates the importance of seeing this in a wider
perspective. Generaliy speaking, movements of social change can
- be seen as expressions of religioué'significance within the wider
sbéiety and are often forerunners of political change. Indeed,
Back (1973) has already applied this type of analysis to the ‘

K encounter group movement whilst Xrausz (1975) has externded his

ideas to include opganisation developmént and quotes Harvey's (1974)
amusing article in which he considers organisation development as

a religious movement. That the wider changes, pressures and
conflicts in society provide a background, rationale and legitimacy
for the existence of ény particular movement at any particulaxr time

" does not seem in doubt. ~ Indeed Schon (3971) uses the images of



insurgency and invasion to describe the kinds of intervention . .
processes involved in this essentially missionary approach to
chénge. He recognises the

Wshared common roots in religion" (p.58)
and outlines seven kinds of change roles commonly found in
different types of organisation., VWhilst he does not explore the
personal characteristics éf those who adopt such roles he does
state that

"All of these roles put the individual at risk. He

must engage an essentially alien culture'and leave

himself vulnerable to punishment for disrupting

established power. All of these roles make enormous

demands on the person. They subject him to stresses .

he is aBle to meet only throﬁgh a missionary stance"

(p.58).

This aspect of cultural pressureg and apéroaches to change is a
well déveloped and researched area, but as McCormick (1969) points
out, it is the motivation of those who participate in such movements
which is the most neglected. In the next section-I shall‘discuss
not only some approaches and studies of the characteristics of those
who join sociai movements, but élsorinclude discussion from approaches
and studies from other related fields. Thus, although*the major
argument in this chapter haé been to relate drganisation development
to'social‘movements, it is accepted that other theoééfical areas
may have contributions to make to the study of a group involved in
social change.

ii) Personal characteristics of those who join social movements
and findings from related fields

The studies of personal characteristics will be divided into

a number of areas to reduce the size and complexity of the field.



Early research (see ii)a) concentrated on the taxonomy of radical
and conservative temperaments but this gave way later to other
empirical}y derived concepts centring.ion,Adorno‘s»(l950)

concept of "authoritarianism"®. The following discussion will
contain sections on both of these perSpectivesito give both
background and to assess the contribution to the area of those
involved in social movements. Following this is a discussion of
some of the descriptive studies wﬂich have been carried out on the
Jjoiners of social movements and student radicals who, whilst having
real differences as a population, can be seeﬁ to be attempting as
groups to iﬁtroduce social change following a particular set of
normative goals which are common and shared within the group. It
is not my intention to a?gue that studeﬁt.raaicals can be seen as
part of a wider social movement, but similaritieé of purpose suggest
that there is enough commonality to seach this ares for ideas on

the characteristics 6f‘those who join. A further approach fo the
study of the characteristics of thosé who join has been through a
study of their psychodynamics and this will be included as a separate
section, Finally, a section will be included concerning research
undertaken on change -agents and organisation development consultants.
_Whilst not spécifically in the area of social movements, findings

in this area are sufficiently relevant and the groups studieé so
closely related to the original broad definition of social movement

to be included here as a separate section.

ii)a. PEarly studies of radicalism and conservatism

Some of the early work in the area was ddné in thevl920's and
was concerned with investigatihg the possibility of a generalised
personality pattern which could be seen spécifically in liberal
economic attitudes. Allport (1929) in a survey of students found

evidence of such generalisable patterns. Moore (1925) divided



two student populations into what he termed "radical“ and
"conservative" temperaments. Howevef, although both of these
studies have provided the theoretical basis for the study of
radical personality types, some of the evidence is contradictory.
Moore's study failed to be replicated by Washburn, et al, (1927),
and Reed (1927) found that only 3%0% of a group of over two hundred
and fifty trade ﬁnionists and students were consistent in their
attitudes across a Whole range of issues. Hé did find, however,
that extreme radicals were more conSisfent than conservatives.
These conflicting findings have never‘been‘resolved and whether
radicalism is a trait or syndrome is still an open questibn in

this field.

ii)b. Studies of authoritarianism

Another group of studiés, some undertaken in the 1920's, have
related the problem to Qhat has been teimed authorifarianism and
radicalism, (Adorno, et.al, 19505. Adorno, et al, related
political and economic consefvatism to neurotic authoritarianism
as measured by the F-scale. This has since been widely criticised
by those such as Shils (1954) who suggests a blindness of the authors
to authoritarianism of both the right and left and Rokeach (1956,

1960) who suggested that there was something wrong with the F-scale
itself insofar as it could only measure right-wing authoritarianism.
He developed subsequently a dogmatism scale which he claimed was
politically neutral. 1In actual fact, as Bay (1967) points out,
Rokeach's real»contribution was to show that the F-scale aid not,
whilst the dogmatism scale did, correlate with vehemence, be that
of the right or the left. Leavitt, et al, (1955) has made slightly
different criticisms and tested the positively worded F-scale by

re-phrasing half the items negatively. They conclude ~



"that authoritarian people, as measured by the scale

agree more with authoritative statements, and that

therefore a portion of the discriminatory power of the

F-scale derives from its form rather than its content" . (p.221).

A welter of other scales have been produced in the aréa;k Apart
from Rokeach's dogmatism, Sullivan and Adelson (1954} suggested
misanthrope as the more basic concept, Campbell and McCandless (1951)
- xenophobia, Guba and Getzels (1954) suggestibility, Cohn (1953)
acquiescence, and Bass (1955) the G-scale with which he showed that
response set to acquiesce was the factor accounting largely for the
positive relations between the other scales mehtioned above rather
than the content factor of authoritarianism. Ail of these findings
from psychology suggest a movemént away from focussing on the content
of the attitude and toward emphasising the importance of the form.
In terms of research on radicals this nas been a long-standing area
of importance. '

McCormack (1969) points out that as far back as.l925, lohg
‘before the debate on authoritarianism, Alport and Hartman (1925)
‘in studying student opinion}concluded that there were more
similaiities between "reéctionaries" and "rédicals" than there were
between either of these two groups and the "middle of the roaders"
'in terms of fheir attitudes toward established conventions, parents
and sex.v Neither Rinaldo (1921) nor Lasswell (1930) distinguish
between right or left in their studies of "reformeréﬁ‘;nd "agitatofs"
respectively. Both emphasise the deeper motivation behind the
more superficial characteristics. More recently Lange (1976)
compared two groups, ohe with an authoritarian and §ne with a
humanistic ideology. His earl& analysis suggested authoritarian
personalities would

"usually identify themselves more strongly with the groups



4o which they bélong, wvhatever their nature or ideology"

(his marginality theoxry, p.259);

Later analysis showed, however, that content was important and
authoritarians would participate more in groups with an ideology

“that offers security" (p.261).

This finding again raises the question of the form of the idesology
being as significant a variable as the content. On the other
hand, McClosky (1958) in a huge survey of 2,000 respondents found
that |

"In the four liberal;conservative classifications, the

extreme conservatives are easily the most hostile,

suspicious, rigid, compulsive, the quickest to condemn

others for their imperfections and weaknesses, the most

intolerant and the most inflexible and unyielding in

their judgements" (p.35).

He does not go on to discuss possible causes bui adopts a purely
descriptive approach. Nevertheless; his findings are of some
importance to this general area in that they raise again the
question of content of belief in relation to personality
characteristics.

Reéearching the characteristics of those who join social
moveménts is an area of some difficulty. Firstly, findings within
the‘area are unclear, particularly in the area of form and coﬂtent
Hof ideological belief. Secondly, there are a multitude.of related
but unintegrated concepts which appear to be measuring some basic
phenomena which is_as yet undefined. This is related to the +third
and more importapt criticism of this area if it is Yiewed as con-
tributing to personality theory. The field is essentially
empirical and descriptive with underlying assumptions concerning

the nature of man and.ﬁhe nature of personality relatively



undeveloped. Essentially, then, these criticisms are concerned
primarily with whether the measures are meaningful cr not. Major
criticismg focus on whether the scales are reliable, how stable
they are under varying conditions, which other faotors kave high
correlations and whether they are measwvring other higher ordexr
‘factors. These criticisms can only mean severe limitations in
using such theory for research on sub-groups such as organisation
development consultants. If we are io have as thc experimental
variables the characteristics of the organisation development
group and use theory from the behavioural sciences to help
understand their characteristics then thét theofy of itself must
be relatively clear and unambiguous and able tovaddress the issue
of causality, for in such a sfudy the basic aim must be as stated
earlier, to understand the motivations and characteristics of
joiners iather than solely ‘to describe them.

C) Descriptive studies of joiners of social movements
and student radicals

A completely diffcrent perspective has come from a number
of descriptive studies which havc sought to identify general
personal characteristics of radicals. One important study has
 been concerned with the so-called "deprivation hypothesis".
This suggests that recruits are deprived in some way. Hoffer
(195l)bprovides one of the most compiete statements of this \
\hypothesis. He cites seven categoriesAof deprived people who
he ciaims are "potential converts". These people he sees as
frustrated by

"the consciousness of an irremediably blemished self". (p.58.)
This promotes a feeling of a lack of corfidence and produces a
’ strcng desire to feel a part of something which transcends the

self and compensates for the inadequacy. Geschwender (1968) has



produced three temporel variables, rising expectafidns,>relative
deprivation and downward mobility and one non-temporal variable,
status inconsistency, which he suggeste predispose recruits in
joining secial movements. All of these variables involve
deprivat;on. On the other hand, Gerlach and Hine (1970) suggest
that the most important factor was face-to-face contact with
,membefs of the movement. They found the deprivation hypothesis
to offer little relevance. Laverr(1972) supports Gerlach and
"Hines' view when studying the L.S.D. movement where as many ae
75-80% of recruits to one aspect of the movemeﬁt were professicnal
- middle-class people such as psychologists, businessmen, engineers,
teachers, artists, architects and theologians. He goes on to
suggest that the meaﬁing of a movenent to thoee who Jjoin or are
potential recruits

"is a functien of three factors: the societal definition

of the movement; the movement's self-definition; and the

adherent's oxr potehtial adherent's own definitionAwhich is

derived from his perception of the first two" _(p.325).
»Such an interactionist analysis ignores the unconscious variables
which have been argued to play an imporfant role in the mctivation
. of recruits, but provides a more”eeﬁplex model of factors involved
than the simplistic assumptions of the deprivation hypothesisﬂ

Flacks (1967) in quoting both anecdotal and systemmatic
findings regarding the class structure of student radicals suggests
that | | |

"the student movement represents the disaffection rot of

an underprivileged stratum of the student population but

of the most advantaged sector of the students" (his

emphasis), (p.55).

Not only were students found to oe from higher status famllles,

but Flacks also renorts that many activists -



"are academically superior, and that very few activists

are recruited from among low academic achievers" (p.56).
Indeed,’a§ a group, the grades of student protesters averaged
higher thén those of non-protesters. Some of these findings are
in confiict with work done by Geller and Howard (1972) who
investigated the motives, values, attitudes, irtelligence and
sociological background of signers 6f a pledge resisting induction
ipto the Armed Services. They foﬁnd the signers to bé néither
gignificantly betier students nor‘more privileged. | They suggest
that the signing was a manifestation of an

“aﬁti—institutional, yet non—fatalistic:and non-authoritarian

life style which is highlighted by a marked concern with

developing helpful, protective, intimate relationships and

a devaluation of achievement, deference to authority and

self-restraint" (p.114).
Whilst the demographic and intelligence'daté are'in coﬁflict with
Fiacks‘(l967), these latter findings are in generai agreement
with the four value patterns which Flacks suggests are highly
correlated with activism, romanticism, intellectualism,
humanitarianism and moralism. = The first threé have a strong
positive correlation and the lattéi-é strong negative. This
position is broadly supported by Bay (1967), Sampson (1967),
Soloman and Fishman (1964) and Keniston (1965, 1967, 1968, 1971)
who has introduced the ideakdf a "post modérn style“ amoﬁg student. .
activists which emphaéises openness and responsiveness to change,
an abhorrence of explbitative and artificial relationships, inter-
racialism, internationalism, an ambivalence toward technology and
a psychoibgical commitmént to non-violence. All of these writers
and researchers seem to be suggesting that these radical activists

are attempting to find -

\



"a new form of personal existence for themselves and others"

(Schaull and Ogelsby, 1967, p.194);

Several criticisms may be made of this approaéh to the study
of recruits, particularly with a view to the present study of
organisation development consultants. Firstly, one can criticise
the early deprivation hypothesis. The weight of later findings
suggests a more complex motivation in need of a sound theoretical
fdrmulation which appears fo Be'iécking at the moment. Hence,
the later studies tend to be descriptive rather thsn causative,
producing coﬁcepts derived from the field but with little
theoretical baékup in terms of relationship with existing theory
~or relationships between concepts and studies. This is a similar
criticism macde concerning studies of authoritarianism and stems
from a similar methodology. An important criticism of many of
the later studies is the student population on which they were
performed.v One can suggesf that it is hardly surprising that
the dimensions'unravelled reflected attempts on the pexrt of
activists to discover new forms of personal exisitence. Perhaps
this could Be interpreted as the major task of most students and
that radicalism provides a useful arena for that purpose, othér '
students using different mechanisms.” Although the findings at .
the level of description are interesting, one must question
seriously the relevance of findings pertaining to th;s group fér
the study of a professional subgroup. The level of causality
of motivation, to be discussed in the next‘section, may produce,
hovwever, some transferable insights into why some individuals
choose ﬁrimarily anti-establishment methods of finding'meaning

vhilst others do not.



D) Psychodynamic studies of joiners and radicals
| A further group of studies of joiners and radicals may be

termed "psychodynamic studies", insofar as they are concerned with
the psychical mechanisms which are postulated as being at work in
motivating individual behaviour. Both theoretical and empirical
work in this area tend to make 2 number of assumptions concerning
the nature of motivations and personal characteristics.’ Firstly,
present day motives and characteristics are eeen as representing
" historical forces. Sometimes these forces produce'a situation
in which the individual adcpts an overly dependent or counter—
dependent posture as he eeeks to move along the dependence - inter-
dependence - independence continuun. Thus pqlitical postures
originate in childhood. Secondly, and as a result of the above,
public attitudes can be seen to be projections of private needs.

Some of the early work in this field was done by Lasswell (1930)
who took the position of regarding 211 political behaviour asg
unadjusted and open to the interpretation that it constitutes a
displacement ofiunresolved infantile conflicts. Heﬁce‘all
political attitudes become non-rational.  Further work has been
continued in this area. Fueur (1969) suggests that all student
. revolts centain the elements of uh;esolved Oedipal conflicts, a
view which would be substantiated by Farnsworth (1969), whe sees

particularly ‘ . : o .

“the most radical of the protesters (as being) obsessed,

rigid, lacking in a sense of humour and persvective,

intolerant, and of ten overly suspicious in their modes

of thinking" (p.6).
Flugel (1945) compares:the political "left" and "right", hypo-
thesising that the left represents the healthier state of ego

control over superego domination. He concludes tentatively



that this may be the case, but points out that destruction may

lead to subsequent guilt and efforts at restitution sometimes by

the reinstatement of a distator as father figure. Liebert (1971)
investig;tes this theme further using a framework derived by
Erikson and concentrating on the idealistic/nihilistic dimension.
Allport (1929) found that the best single indicator of political
attitudes was whether the individual rejected the voting intentions
of his father. Krout and Stagner (1939) however, found no evidence
of neurosis in = sample Qf radicals, the.suggestion being that
radicélism does not represent a symptom of emotional disorder.

All of thése studies take the view that thé motives of the
radical can be seen as a protest against establishment, originally
parental, values. Thus radicalism is seen as‘a.rebellion against
archaic authorify,rdominated by unconscious drives in which scciety
takes the place of the family or specific members of the family.

An opposite view is taken by other theorists (Soloman and Fishman;
1964; Flacks, 1967; Keniston, 1968). They suggést that whilst
the individual is motivated by parental values, the content of these
is essentiaily in line with those héld by the radicezl. Evidence
for this vieﬁ is cited in Flacks (1967) who found that

"activists are more radical than their pérents; but activists'

parents are decidedly more liberal than others of their

status" (p.66).

Hence, far from rebelling against parental authority, i.e. the
counterdependent hypofhesis; this view would suggest that the
radical are acting out expréssed‘but_unimplemented parental values,
a dependency hypothesis. Keniston (1968) speculates on this theme
even further, suggesting that the source of this "nurturent
identification" which can be seen in many radicals is internalised

by identification with -



“an active mother whose own work embodies nurturent

concern for others" (p.120).

Newcomb (1942) produced earlier evidehce of positive identification
in studyihg the way in which students adopted liberal staff values
in spite of conservative values learned earlier at home.

Thus, studies in this area seem to produce two aliternative
hypotheses regarding the values of those involvedbin social change
activities. These two hypotheses héve been Summarised.by
Keniston (1968). They are essentially two sides of the same
coin and may be régarded therefore as interdependent. | Firstly,
there is the dépendency hypofhesis (*red diaper baby hypothesis" -
Kéniston, 1968, p.46) in which(values are seen as‘the individual
acting out parental values. Secondly, there is.the counter?
dependent hypothesis ("radical-rebel hypothesis" - Keniston, 1968,
p.46) which suggests a rebellion against authority figures in the
family, the resulting conflict being displaced and projected onto
the wider society. This would predict a polar opposite value
pdsition to pérehtal valués. It is interesting to note that both
of these hypotheses are essentially concerned with environmental
objects and the way in which they are taken in or introjected.
Traditionally, in Freudian theory the mechanism for such intro-
jection has been the superego, but more recently other mechanisms
have been suggested. Keniston.regards both hypotheges’as
‘Minadequate", and it could be that the application of a different
framework would result in the framing of a more adequate hypothesis
which would take less account of the content of the belief, and
more account of the need to believe which is common to both the
above hypotheses. This would reintroduce the line of reseaxrch
suggested originally by Lasswell in observing causal mechanisns

which are seen to bé at the root of content beliefs.



E) Studies of change agents

Several studies of change agents have been undexrtaken
sometimes implicitiy and sometimes explicitly stating tﬂe wider
associatibns and aims of the group to which the change agent
belongs. Prakash (1968) and Daccord (1967) mentioned earlier,
both investigated the personality characteristics of organisational
consultants, and'produéed descriptive data. Vaill (1971) studied
internal organisation deveiopment consultants but was much more
concerned with the work of the practitioner than his personal
- characteristics. Ganesh (19712, 1971b, 1972,71976) developed
a two-fold taxénomy of cdnsulting styles in a comparative stuldy
of Indian and American. consultants, and attempted to analyse theix
self-perceptions, roles and relationships. His final dichotony |
of human relations oriented, and systems oriented, consultants
together with their related technologiec can be seen as an
important piece of work for consumer education. -

Probably the most comprehensive survey of change égents s0
far has been carried out by Tichy (1974, 1976), Tichy and
Hornstein (1976). He discusses a fourfold taxonomy of change
agents  with regard to a general change model and compares the
four types, outside pressure, advice for theitop, people change
technology and organisation development, in terms of.the céngruence
between cognitions and actions and vélues and actions. He found
the outside pressure group to be tﬁe most‘congruent éf.the four,
the advice for the top and people change technology groups being
moderately congruent on the two dimensions and the organisation
development group being the most incongruent on the values/action
dimension. Unfortunately he does not go on to investigate this
interesting finding further except to say that the organisation

development group seem to pay -



"inadequate attention to the larger social context withiﬁ
which the organisation development changes are occuring".
(Tichy, 1974, p.179.)
This finding seems to raise some interestiﬁg problems concerning
the characteristics of those who are attracted to the area_and
those who remain within it, professing to value one set of aims

whilst working toward the attainment of another.

Summary and a direction for the research

This chapter has argued thé relevance of viewing organisation
de#elopment from the perspectivévof social mpveménts, and has
reviewed some of the approaches taken énd,samerf théléompleted
studies concerning the characteristics 6f members frdm both the
point of view of emphasis placed on variables external and internal
to the individual actor. Other approaches which were‘thoﬁght may
contain findings relevant to the study of orgénisation developrent
consultants were included, notagly studies of radical/conservative‘
temperament and authoritarianism and studies of change‘agenfs and
organisation development consultants.‘

From all of.these studies. two major theoretical abproaches
may be diétilled. Firstly fhe inductive/descripfive appfbéch
~ which seéms to possess relevancewto questions concerning the
general attributes of populétions. This kind of appfoéch, which
distills diﬁensions from the field can be seen in many of the
descriptive studies on joiners Qf social movements (Flacks, 1967;
Geller and Howard, 1972). A second approach, the hypothetico-
deductive approach, is concerned more with questions of why
individuals behave és1théy do, that is, with issues of causality,
relating internal experiencing with external behaviour. Thié
approach can be seen in some of the psychodynamic explanations

of motivations of joiners, where a barrage of theory concerning



individual behaviour is used to explain individual acts, beliefs
or motivations. Generally sp2akirg, the latter faces éonsiderably
“more theoretical difficulties in terms of justification, but has
the poten%ial of providing more detailed explaratory framewvorks.
The former approach lends itself to the more rigorous methodology
“but the insight produced may often tend to lack the penetration and
quality of the hypothetico~deductive model.

‘With regard to the study of organisation development censultants,
it is my intention to adopt a hypothetico-deductive arpproach for a
number of reasons. Firstly, and most importaﬁtly, the méjor
research question has narrowed to investigate the personality
characteristics of organisation development cohsultants in relation
to one of their belief systems,'their values. This involvés
designing research which Aeals with explanations of experiencing.
Secondly, and related to the above, it is the normative position
taken by the organisation development literature which seems to
characterise the group, and this coupled with the verscnal data
obtained from the focussed interviews is now data in search of a ﬂ
theory. To indulge in more description at this stage‘qf the project
would not seem appropriate. Thiraly, it would seem wrong to exclude
" - the biases and research interesté—af the researcher and io suggest
tﬁat choice of approach is a wholly objective phenomenon. Research
is often an excellent way of answering questions regarding persona
motivation, one that has become increasingly important and into
awareness in this case.  Finally, one important variabie in
accepting this éppréach rather than deciding on a more étheqretical
approach is the resources available for the project given its part-
time nature. An appfoach which emphasises theory development as
a major part of the projéct coupled with the possibility of more

limitsd needs for data eollection (as opposed to large surveys

~



which seem to rightly characterise inductive approaches) is not
to be declined if it is theoretically accepteble. Thus for
methodological, personal and practical reasons, a hypothetico-
deductiv;'approach was accepted. This meant considering theory
in the content area of personal characteristics. |

As stated earlier, approaches to the study of this area can
be seen as having generated two major hypotheses, the dependency
and counterdependency hypotheses. It is proposed to aécept and
test these hypotheses for organisation development consultants
even though Keniston believed them to be inadequate for student
radicals. It'is also my intention to apply an alternative
theoretical approach to these two hypotheses which are essentially
hypotheses regarding the superego as a viﬁal mechanism in relating
personality characteristics with statements of valuation. This
alternative -theoretical approach will utilise some of the concepts
of object relations theory and specifically ﬁelanie Klein's approach
which would seem to have considerable relevance to the area wifh.its
emphasis on idealisation, denial and splitting, all of which can be
hypothesised to be at work in any value oriented position. This
argument will be developed in the next chapter with a view to
producing a third and alternative major hypothesis to add.to those
outlined from Keniston (1968) above (see p.120). This chapter will
begin, however, with a note regarding some of the personal_forées
which were important in generating the subsequent theory.  This
is included as it is felt to be important in terms of the psycho-

dynamic nature of the selected theory.



CHAPTER V.

Object Relations Theory

Introduct%on

-'This éhapter outlines the major tenets of object relations
théory, particularly the mechanisms which are postulated to be
at work, and thevrelationship of these mechanisms to nomal
4development. This provides the introduction whereby certain
aspects of organisation development and related activities can
be analysed from an object relations viewpoint (see chapter VI).
Firstly, however, a note will be made regarding what Popper (1988)
would call the”psychology of knowledge. This is concerned with
the importance of personal learning in the selection of approach
to this particular study, and the relationship between knowing;about
oneself and knowing about the world. It recounts certain events

of personal significance which occurred throughout the research.

Self knowledge: the psychology of the research

Generally speaking I do not like confessionals. It seeﬁs
to me that if something of personal significance has been learﬁed
then this will be with the individual in all of his thoughts aﬁd
actions, and will be freely available and noticeable in his
relations wifh others, Neverthel;ss, in such a piece of work
as this, it would seem relevant to discuss not only the cogpitive
forces reflected'in chapters I, II, III and iV which were pushing
toward a particular view of orgénisation development consultants.
It seems vital to discuss also sone of {the personal emofional
dynamics which interfered with the direction of the research ab
the time, and with hindsight were extremely potent in framing the
view adopted. Not only does it seem important to include this
. personal léarning in terms of its impact on the genesis of the

theory, but in the particular area chosen it is relevant also in



terms of objectivity to include the biases, prejudioeé and, where
possible, the potential blind spots of the researcher.

I had always thought of myself as a tough guy, more at home
in confli;t‘ " than intimate situations; happier with the sports
arena than the dinner party. I was independent, a loner, an
opening bat for whom, in true Boycott style, dismissal was a
éersonal insult. I was cgmpetitive, aggressive, and above all
a winner.

Such a self conéept is not greatly out of place in my society
and it had served me well through school, college and in & variety
of relations. | So vhat if some social situations caused me to
withdraw and feel a little uncomfortable, I had never been a good
mixér Q“only'éhildgen.rarely are“, wvas my rationalisation) and
there were plenty of-other opportunities to coméensate.

In 1970 vwhen this research started I began doing considerable
group work (T-groups‘and their'derivatives) with my éolleagues
at Sheffield. The work went well and although it was draining
(I never could understand why at the time) I recall putting a
large personal investment into it. The feedback I received was
largely positive although that was not always that which was sent.

I can recall now dismissing the femarks of one co-trainer who said,

"You're good, but I always feel that for you it is something of

an ego trip," and another who said, "People like you are good\at

' getting others to learn but not so good at learning about them-
selves". I felt I was growing in some undefined way, aithough
subsequently I feel that whilst some insights were gained thanks
to some behavioural feedback, I was far too anxious and lacking
‘bin theory‘to understand the larger dynamics of my situation.
During the period 1970-~73% the first part of the research was

completed comprising the survey of the training function of the



chemical industry and the interviews with practitioners. It was
moderately interesting but hardly compelling.

In the 1973-75 years several things happened to change both
o+

myself and the reséarch project in very fundamental ways. It is
impossitle to recount the traumas of marriage, house purchase,
children and first job which interspersed this period and
’undoubtedly played their part. Overall I was still concerned
‘with wirning although, in retrospect, this identity was being
chipped away in a number of directions. A number of significant
events occurred toward the end of this périod. I will recount
one which was ﬁrobably the most significant of all.,

I had been involved in some three one-week T-groups for part-
time students on residential courses within a short period.  This -
culminated in my attending a Blake's Grid phase I éeminar, and
during the following week being invited to co-train an influencing
skills workshop with a well-known firm of consultanté. This final
programme seemed fine until the Tuesday afternoon on which I recall
feeling somewhat unrelated to the events. 'Tiredness' I remember
thinking af the -time, but during the evening session, which was
designed'as a deeply emotional session I felt an inability to get
invblved. Although I was drawn to the situation in which a trainer
and participant were involved in some argument I Just could not
breék in. Withvthe trainers afterwards I was unable to come to

~ terms with my inability to support them, and when oﬁé started to
re-evaluate the situation using a gestalt technique which %ook him
into his relations with his father, I retifed to bed.

I slept fitfully (an unusual event) and the next day arose in

a state of considerable anxiety and fear. The feeling of unrelated-
ness was considerable and the thought of going mad veiy immediate.
The major phySiologiqal signs were a shaking, a feeling of distance



from the situation and a desire to be supported and cry, and an
occasional panic and desire to run away. These symptoms persisted
with varying force throughout the week. It was a week of almost
total preoccupation with a host of images and memories concerning
my early and middle childhood. It was a time for being with
myself, particularly that part which had been inaccessible for so
many painful reasons for so long. Many insights and ideas struck
me as the week went by which providea the basis for dream and
gestalt work later.

of course, different writers would explain this phenomena in
different ways; but I was very impressed afterwards by Perls' (1969)
notions of the top-dog underdog struggle and the mechanisms of
denial, splitting, projection and idealisation which had beén
present during this struggle. I was particularly surprised by

the force of regression. This time I was aware of it as it burst

into consciousness. In my less anxious moments I wéndered how
many times I had been unaware of it and how it had distérted ny
relations with others. I began to understand how my conscious
self was a cover-up for other parts of me. Later there was also
a glimmer of hope, that I could encounter these bits of me énd
- survive. -

Afterwards I was struck by the feelings of guilt at how‘I had
distorted many of my relationships in the past and ﬁhe desire\to
| reﬁair these as best I could. It was in the light of this
éxperience that I just happened to "come aéross",the work of
Meianie Klein. The work I recall reading first (Nofes on Some
Schizoid Mechanisms) I thought to be very relevantvin helping me
understand the experierce I had undergone and on further exemination _

seemed to have congiderable possibilities in relation to the

adoption of value orientations to change. This was true in my



~own case where the personal growth work-was showing a clearer and

clearer link between my professional attitudes and beliels and the
underlying emotional dynemics. Through working on my own data I

was able to establish clear links between my own needs to idealise
and the professional attitudes I held regarding change in terms of
an integrated, conflict free organisational model toward which we

could all aspife.

Althdugh in my own case the insight had come via my getting
back in touch with my "underdog feelings" contained in the "not 0.XK.
child" I was unconvinced that this specific situation was {true for
others working in the social change area. In other words, I
believed that splitting had occurred bui not necessarily over fhe
same issues as myself. However, this belief was tested time and
again by my peers and others working in the area; | I believe that
the motivation for doing this was no£ aiways based on the best
scientific assumptions and in a true spirit of enquiiy. Never-
theless each encounter forced me to doubt and reconsider the stance
I was taking. I am uncerfain that this would have happerned had I
been operating according to the accepted norms of the culiure in
which I was working. I recail‘some support for my ideas from other
sources such as Isobel Menzies and.one or itwo others at the Tavistock
Institute. It was a period of integration and theory generation.»
Resulting from this‘I felt that an exploration of the emotional
dynamics of organisation development consultantS'coﬁla provide
intereéting data as I became increasingly sure that this was not
Just my issue but similar dynamics could be seen to be overating
in others. The major cognitive arguments for this are contained
in the next part of this chapfer and chapter VI, ahd vroduced a
quesfion culmiﬁating in the most interesting and personally rewarding

aspects of the research,



Object relations theory

The theory of unconscious object relations is based on the
results of the work of a number of writers, but notably Melanie
Klein (1932) who analysed children using the play technique and
her'subsequent theoretical writings (1952, 1963, 1967), Alongside
her contribution is that of Fairbairn (1966) who sets out the
basic tenets of object relations theory in some detail. Fairbairn's
work on basic assumptions and theoretical stances complements the
work of analysts such as Klein, Riviere and Isaacs whese major
~concern has begn the identification and understanding of the mental
mechanisms involved.

Although accepting the notion of unconscious mciivation the
theory quickly departs from traditional Freuvdian views. The main
point of departure concerns the funotioning of 1libido. Vaereas
in Freudian theory a start is made

"from stimulation of the nérvous system proceediné from

excitation of various erotogenous zones and internal tension

arising from gonadic activity, Fairbairn (1966) starts at

the centre of the personality, the ego, and depicts ifs

strivings and difficulties in its endeavour to reach an

object where it may find suéb;rt". (Ernest Jones inv

preface to Fairbairn, 1966.)

In other words, object relations theory sees libido- as
essentially ﬁobject—seeking“ rather than "pleasure seeking”.
(Fairbairn, 1966, p.255.) This point is emphasised by Guntrip (1952)
when considering Fairbairn's (1966) theory of schizoid reactions.

‘"The fundamental fact about human nature is our libidinal

drive toward good object relationships. Tﬁe key biolégical

formula is the adaptation of the organism to the physical



"environment. The key psychological formula ié the

relation of the person to the human environment. The

sign;ficance of human living 1ies in object relations

and only in such terms can our lives be said to have

meaning, our needs, fears, frustrations, resentments

and anxieties in our inevitable quest for good objects

are the reai problem of psychopathology because they are

the real problem in everyday life." (p.87.)

There was always a suggestion of the importance of §bject
felations even in Freudian theory, "libido" being used originally
to denote the energy of the "objeci-instincts". Indeed the very
formulation of the superego suggested an ‘internalisation of
external objects. However, object relations theory focusses
directly upon.this function of the ego, the result being that the
ego is seen as an independent inherent structure possessing its
own energy source. Hence, accoiding to Fairbairn (1966) the
original Freudian personality structure with the id providing.
basic energy becomes irrelevant.

"We seek persons not fleasures. Impulses are not psychic

entities but reactions of an ego to objects." (Guntrip, p.88.)

Klein differs from Fairbairn’ég this point, the formexr
accepting the original Freudian tripartite structure of personality.

In fhis way then, object relations theory seeks to revolutionise
classical Freudian psychoanalytic thinking emphasising the environ-
mental ielations made by the individual as he seeks support and
alleviation from his aloneness and dependence on the environment.
This is not true of the relationship between object relations theory
and all psychoanalytic theories. For example the interpersonal

theory of personality formulated by Sullivan (1945) has distinct



parallels in the notion of the importance of relationships (objects)
in the development and maintenance of personality. VWhen Guntrip
(1952) wrote regarding Fairbairn's'(l966) theory

"The‘real loss of all objects would be equivalent to

psychic death"  (p.88)
he could equally have been writing about Svllivan's ideas. Ohject
relations theory is essentially a theory about the dynamics of
relationship formation and the unconscious forces inside the

individual vhich impact upon these relationships. This raises

the gquestion of the mechanisms involved in this process.

The mechanisms of object relations theory

Like all psychoanalytic theories of personality, object relations
theory emphasises the importance of early childhood relationships
basing this view on the fact that if experience was not retained
we would live only from moment ﬁo moment. As Guntrip seays,

"in some sense everything is mentally internalised,

retained and inwardly possessed; that is our only defence

against complete discontinuity in living...". (p.88.)

These then are our internal objects which correspond to some
external object relation from the past and have considerable

A importance in the formation of our presént relétions. In fact,
objects are internalised via memory and are stored as éood and bad

- internal objects. Memory is used initially in the internalisation
of "good objects"rwhich are experienced and enjoyed and then stored
‘away to be recalled if required. These relations cause no problems
and do not interfere with meaningful encounter in later relations.
The problems are caused by the‘internalisation of bad ijects when
painful external relations are'experienced which is unacceptable

/

to fhe individual, In these casges -



 "An inner psychic world (see Riviere 1952) has been set

ﬁp,duplicating the‘dfiginalvsifuation, but it is an unhappy

world in which one is tied to bad objects and feeling there~

fore always frustrated, hungry, angry, guilfy and profoundly

anxious." (his emphasis, Guntrip, 1952, p.88.)

It is this innexr psychic ﬁorld comprising internzalised bad
objects from original bad cbject situations which is at the root
of our relationship difficulties. Again Guntrip expreéses this
outcome concisely,
"the real heart of the matter is a repressed world of inter-
nélised psychic objects, bad objects and bad object situations
it is bad objects which are internalised because we carnot
accept their badness and yet cannot give them up, cannot leave
them alone, cannot master or control them in‘outer realitj,'
and so keep on struggling to possess them, to alter and change

them into good objects in our inner reality". (pp.88-89.)

It is important to understand that such bad internal objects
are not just phantasies but poséess for the individual an gmotional
~involvement identified with the origihal bad object relation. One
is reminded here of the transactional analytic ideas of Berne (3.964;
1974) allied to Penfield (1952) who suggests that childhood
experiences are laid down in certain areas of the cortex together

with their associated affect. In later life, environmental

situations can Stimulate unconscious "tapes" to be replayed and .
the parent and child can be "hooked" into "games"_which are used
as a défensive function protecting the individual but distorting
meaningful encounter. Again it is interesting to note Guntrip,
“The phantasies in which internal objects reveal their |
existence to consciouéness are activities of the structures

which constitute the internal objects..... In adult life,



"situations in outer reality are unconsciously'interpreted

in the light of these sitvations persisting in unconscious,

inner and purel& psychic reality. We live in the outer

worla with emotions génerated by the inner one. The

fundamental psychopathological problem is; how do people

deal with their internalised bad objects, to what extent do

they feel identified with them and how do they complicate

relations with external objects". (p.89.)

Quite where original bad objects and bad object situations -
are experienced and internalised is best described by Klein (1952).
Her basic argument is that these processes occur in early childhood
(the first half year of life) and are primarily the result of
defensive manoeuvres designed to protect the newborn against an
overwhelming sense of anxiety which is postulated to be the prbduct
of three major sources, the birth trauma, the death instinct which
is felt as a fear of annihilation and takes the form of a fear of
persecution and the frustration of bodily needs. Thus the
psychological reality of the newborn infant is seen to be quite
terrifying with high levels of paranoid anxiety stemming from
~ both extefnall(environmental):aﬁdéﬁ@%ernal persecutors., From time
to time’ thiévsibtﬁé.ti;)h is £élt o be quite intolerable and the major
heed of the infanf is to find some defensive method of alleviating
1.  Klein (1952) argues that several mechanisma are involved in-
the diésolution process, the result being that‘anxiety is maintained
at a level with whiéh the child is able to cope. This process is
aided by a complementary set of gratifying expzriences which are
important to the child and which play their part in coping with
anxiety by providing an internal haven to vhich the child may

retreat psychologically.



Klein (1952) argues that what happens is that fhe child relates
to its first external object which is the mothex's breast. Some-
times the, breast is gratifying and other times frustrating. The
young ego'divides to cope with these.environmental experiences.
This in itself is an anxiety reducing mechanism insofar es itv
replicates environmental variety and makes the infant's world more
pfedictable.

However, fhe high levels of paranoid anxiety often well up
and the mechanism of splitting becomes associated with those of
denial, projection, identification, end the consequential intro~
| jection and idealisation of the good breast. Idealisation, (which’
is conceived as the corollaiy of persecution fear) of the good
breast, and fear of the bad frustrating breast, are kept widely -
apart in the infantile mind unbil,

."the bad object is not only kept apart from the good one,

but its very existence is denied as is the whole situation

of frustration and bad feelings. esss This is bound up

with a denial of psychic reality (which) only becomes

possible through strong feelings of omnipotence, an

essential characferiStic of early mentality. Omnipotent

denial of the existence of théwbad object and of the

.painfui situation is, in the unconscious, equivalent to

annihilation by the destructive impulse. It is, however, . -

not only a situation and an object which are denied and

annihilated, it is an object relation (her emphasis), and
therefore a part of the ego from which feelings toward that

object emanate is denied and annihilated as well".  (p.299.)

Thus in dealing with persecutory anxiety, two interrelated

processes take place, omnipotent idealisation and omnipotent



annihilation both based on splitting the object and the ego and

using certain denial mechanisms. The process, however, does not

stop here, The denied bad parts of the self are projected into
the objecf,

- "gplit off parts of the ego are aiso projeéted onto the
mother or, and I would rather call it, into (her emphasis)
fhe mother. These ..., bad parts of the self are meant
not only to injure but also to control and to take ﬁossession
of the object., Insofar as the mother comes to contain the
bad parts of the self, she is not felt to be a separate
individual but is felt to be the (her gmphasis) bad self".
(p.300.) .~ .

This situation establiéhes the bhasic pattern fer childhood
relationships and’also conditions which, as was outlined earlier,
set up object relations which will be important in the formation
of relationships for the rest of the life of that individual.
Obviousiy this will have significance for ihdividual reactione to
paranoid anxiety, dependency (authority relations) and the handling
of aggression. To cope with the complexity of this process Klein
coins a new term,

"Much of the hatred agaiﬁst parts of the 'self is now directed

towards the mother. _Thi§ leads to & particular form of

identification which establishes = prototype of an aggres;ive‘
object-relation. I suggest for these processes fhe term
projective identification. VWhen projection is mainly
defived from the infant's impulsé to harm or tovcontrol the
mother, he-feels her to be a persécutor. In psychotic
disorders this identification of an object with the hated
parts of the‘seif cbntribufes to the intensity of the hatred

:diredted against 6ther people. As far as the ego is



"concerned the excessive splitting off and expelling into the
outer vworld of parts of itself considerably weaken it, For
the aggressive component of feelings and of the personality

is i;timately bound up in the mind with power, potency,

strength, knowledge and many other desired qualitiés".

(p.301.)

Coupled with this process are the related processes of
introjection and idealisation.

"One characteristic feature of the earliest relation to the

good object ~ internal and external -~ is the tendency to‘

idealise it. 1In states of frustration or increased anxiety
the infant is driven to take flight to his internal idealiéed
object as a means of escaping persecutors. . From this |
mechanism, various serious disturbénées nay iesult: when >:
persecutory’fear is too strong the flight to the idealised
object becomes excessive and this severely hampers ego
development and disturbs object relations."  (p.302.)

In this way, the defensive posture is noﬁ complete. The pain
is split off, denied and projected into an environmental object
whilst at the same time, the polar opposite of the painful experienée
is introjected and idealised to provide a ﬁeacefui haven of fefreat.
~It should be mentioned that it is also possible to project good parts
of the self into the mother as a result of gratifying experienées.
This forms the basis for good relationships in childhood and helps
to offset persecutory feelings and the onset of the defensive
projective identificgtion. It should be noted, however, that even
this can cause problems in that excessive projéction of the good
varts of the self also weaken the ego. In this case, the mother
would beccome the ego ideal.

So fer, what has been discussed is Klein;s concept of what was

termed the paranoid-schizoid position. She goes on to discuss her



views on what happens in the second quarter of the first year and
the role of guilt in making reperation.
"The, loved and hated aspects of thé mother are no longer
felt-to be so widely separated and the result is an
increased fear of loss, states akin to mourning, and a
strong feeling of guilt because the aggressive impulses
are felt to be directed against the loved object." (p.308.)
This situation leads to feelings of acute depression as the
infant begins to integrate the ego and is a marked step in the
psychological growth of the child for whom experiences become. B
iess idealised and also less terrifying. = The child begines to
make more realistic responses fo feelings of grief,'guilt and
fear of loss of object and hence starts to possess greater insight
into the psycﬁic reality of his/her situation. It is at this
stage that the infant experiences a new quélity of relation with
the mother. Klein (1967) again makes this point, |
" .e.. when in the baby's mind the conflicts between love
and hate arise and the fears of losing the loved one become
active, a very important step is made in the development.
These feelings of guilt and distress ngw enter as a new
element into the emotion of ib;e. They become an inherent
part of love, and influence it profoundly both in quality
and quantity.... Side by side with the destructiiwe
impulses in the unconscious mind btoth of the child and of
the adult there exists a profound urge to make sacrifices,
in order to help and put right loved people whg in phantasy,
have been harmed or destroyed." (p,165.)
Thus the:depressivg position is the second major position
taken by the infant in relation to objects and represents'a major

development in his/hsr development. Klein suggests that major



problems manifesting themselves later in schizophrenia and
schizoid conditions and in depression and manic-depressive

psychoses, are laid down in these early phases.

Object relations theory, mental illness and nomrmal development

The theory is—very clear concerning the importance of the two
early positions (paranéid-schizoid and depressive).in mental
illness.  Fairbairn (1966) sees these two positions as the basic
psychological catastrophies which can happen to any individual
and it is against these that he must defend. 'He conceives other
states askcoping mechanisms, not prime-movers,

"the paranoid, obsessional and hysterical states - to

which may be added the phobic state - essentially represent,

not the product of fixations at specific libidinal phases, |

bul simply a variety of techniques employed fo defend the

ego against the effects of conflicts of an oralborigin". (p.30.)

In object relations theory, all fixation points for illness
are laid down during thé first quarter of the first year of life
when the infant is concerned with oral issues. The logic of this
argument is as Fairbairn (1966) states, that

"the classic libido theory would have to be transformed

into a theory of development based essentially upon object

relationships.... The ultimate goal of libido is the

g_mc_ic_;'. (his emphasis, p.31.) |

From this view, the object relations school are able to
adopt new positions regarding the aetiologyvof‘schizophrenia and
the depressive psychoses. It is not this which I intend to
pursue, but tp discuss the vse of object relations theory for

Ynormal" development.



Fairbairn (1966) makes the point very forcibly-that his ideas
are equally appropriate for those whonone would call "normal' as
for those.with illness,

" ... it must be recognised that no individual born into

this world is so fortunate és to enjoy a pérfect object

relationship during the impressionable period of infantile.
dependence, or for that ﬁatter during the transitional
period which succeeds it. Consequentlj no=-one ever

becomes completely emancipated from the state of infantile

dependence or from some proportionate degree of oral

fixation". (p.56:) | |

Thus for everyone the early and inevitable environmental
pressures which are inherent in the psychic reality of being &
dependent newborn are bound to result in the instigation to a
greater or lesser extent of the internal dynamiés specified by
Klein. These then leave traces.which may affect the individuai
for the rest of his/her life, their importance being that they
affect the ability of the individual successfully to differentiate
himself from his object. According to Fairbairn this process

"in turn depends upon the issue of aAconflict over

separation from the'objeét -“é-situation which is both

desired and feared". (p.46.)

For Klein (1952) the development of the "normal® personality
does not receive great emphasis, but is said to depend on the
relative strengthé pf the mechanisms involved.

"As‘regards normal personality it ﬁay be said that the

course of ego development and object relétioné depends

on the degree to which an optimal balance between intro-

jection and projection in the eariy stages of development

cah be achieved." (p.303.)



Thus Klein (1952) sees these early "primary identification
procésses" (Fairbairh, 1966) as being,

"par? of normal development, and at the same time form(ing)

the Basis for later schizophrenic illness". (p.297.)

In this sense, then, everyone, when viewed from an object
relations viewpoint has some schizoid trait which is probably
deeply repressed yet affects his thinking and relationships.

This is certainly the view taken by Money Kyrle (1951) in which
he relates repressed object relations to the;"beliefs and
expectancies” determining behaviour in the adult life of
politicians. The beliefs serve a defensive function for the
individual and are nof tésted systematically in reality. Thus,
a set of cognitive structures are bﬁilt‘which, although
experiehced by the individual as the psychologicallreality, éan
be interpreted as defences against underlying systéms of anxiety.

The example of Money-Kyrlésiwork provides a good illustration
of the way in which object relations theory can help understand
the usual everyday activities involved in the operation of belief
systems. Extending these ideas, I would argue that fundamental
forms of mental activity such as value systems ideals orAbelief

_systems provide defences against underlying emotional conflicts
in each of us.

Values and ideals may be conceived as inseparable concepts
‘psychologically speaking in that it is only against an ideological
background that utopian values can be actualised. As Kluckholn
(1951) points out in comparing values and ideology. |

"In general, ideology has today a somewhat perjorative

sense which does not apply to value. Ideology is also

distinguished by explicitnegs, by a systematic qualitj

and by overt emphasis on cognition (though there is clearly



"an indication of commitment to these ideals).' It might
legitimately be argued that ideologies determine the choice
between alternative paths of action which are equally
compatible with underlying values." (p.432/3.)

Thus values ahdvideologies are inextricably linked, values
relating directly to goals and outcomes, whereas ideology relates
to actioh. Values identify preferences implying a choice of
what an individual would desire, ideologies specify more directly
how to actualise that desire. Importantly valuation always
containg an element of cathexion. As Kluckholm states,

"Value, conveniently and in accofdance with received

usage, places things, acts, ways of behaving, goals of

action on the approval/disapproval continuum. (p.395.)

He defines value as ’
"conception, explicit or implicit, distinctiﬁe of an
individual or characteristib of a group of the desirable
which influences the selection from available means,
ﬁodes and ends of action". (p.395.)

In this sense, values can be seen as aAset of concepts or
cognitive frameworks which can be ﬁsed as rationalisations for
- cathexes. 'These cathexes may be éélated to a valued or a disvalued

activity, the approval/disapproval continuum prpviding the direction

.of the céthexis. In joining the underlying concepts of value with

that of ideology,vthe individual can erectvpowerful frémeworks for
defending against'potehtial painful emotional experiences.

Psychologicaliy thereforé-they can be said torperform the same or

similar function as fai as the individual is concerned, ngmely
that of defending him against those aspects of reality with which
he is emotionally unable to cope or with which he would find

Adifficulty in coping. They can be seen as a protective device



mediating between a complex external reality and the ccnsequential
internal functioning, and serve to help the individual in a
number ofxways.

Firsfly, the holding of such "ideological beliefs" aéts as
a mechanism of simplification, or variety reduction. The
phenomenon of selective perception ié well known and documented
and is affected both by innate physiological characteristics
such as the limitations imposed by occipital movements, and also
by the psychologiéal variables under discussion. = Posiman, Bruner
and McGinnies (1948) showed the relationship between personal
values and perceptual processes and Bruner and Goodman (1947)
investigated the relationship between value and need as organising
factors‘in perception. It is interesting to note the findings
of Postman, Bruner and McGinnies who suggest the‘use of

"perceptual sensitization to valued stimuli and perceptual

defence against inimical stimuli which gives rise to a

value resonance which keeps the person responding in

terms of objects valuable to him even when such objects

are absent from his immediate environment". (p.154.)

This reduction of variety in the environment decreases com-
plexity together with attendant anxiety with regard to action.

The world becomes a much safer place if it is prediétable.

Secondly the holding of ideological beliefs helps the individual
‘cope with painful internal objects by providing a cognitive raticnale
for the primitive mechanism of projective identification. : By this
I mean that the importance of holding an ideological belief is that
the evaluative component not only gives a position which can be
idealised and introjected but gives, more importantly, a negative
position which is not incorporated into thé self but can be denied,

split off and projected into those who hold the polar extreme value.



In situations where extremes do not exist; it may be projected
into theose with a predisposition toward the unwanted value. The
individua} is now in a position to dislike the other not only
because of the real value difference between them, but because
the other comeé to represent a piece of the self with which the
individual cannot cope. This dislike usually takes the form of
an "overrcaction" to a "particular type of person" without the
individuval being able to offer an explanation, i.e. it is an
unconscious phenomenon affecting object relations.

Thirdly, the holding of ideological views aids the individual
in taking action and hence working within the society in order to
gain acceptance from significant others and to put meaning into
life. Seeing the world in such clear terms, the problem of
action facing one who adopts a more pragmatic/scientific approach
is not experienced. Often action becomes focussed around various
environmental problems requiring change. VWherever the existing v
status quo can be legitimately questioned, from the point of view
of object relations one can suggest that those who are attracted
to and remain within the ranks of a normative/re-educative cr co-
ercive movement have difficulties in reconciling their internszl
- objects. The preferred (idealised) vosition in relation to the
existential position provides the perfect area for projective
identification and associated mechanisms. Thus the individuél
can find accepténce and meaning inside the society by using
idéological beliefs and play his part in the total society with
a minimum of personal distress.

Such a view of the holding of ideological beliefs would
provide an explanatory framework to extend some of the.research
on fanatics, radicals,'change agenté, idealogues, eccentrics, etc.

Indeed, Fairbairn (1966) notes the importance of schizoid



mechanisms in a numbexr of proféssional and other groups in
society. (p.6.) Tor exaﬁéle, Keniston (1968) suggests the

"two inadequate hypotheses", essentially dependency and counter
dependenc} hypotheses mentioned earlier. These, when viewed
from a traditional Freudian position could be szid to be superego
hypotheses in that they reflect how the individual has adjusted
to internalised parental controls. In terms of traditiohal
libido theory this would come much later in development probably
in the anal stage, but Keniston notes that these hypotheses are
inadequate to explain the psycho dynamics of the student radical.
An object relations view of the same phenomenon' would suggest

- that fixation points would occur earlier. This view would alsc
offer an explanatory framework for Hoffers (1951) account of the
true believer.

"He who, like Pascal, finds precise reasons for the

effectiveness of Christian doctrine has also found the

reasons for the effectiveness of Communist, Nazi and
nationalist doctrine. However different the holy

causes people die for, they perhaps die basically for

the same thing." (Preface.)

Given, then, that it is my intention to test some of the
concepts of object relations theory in terms of the personal
characteristics of organisation development practitioners it ié
possible to examine the literature of organisation déyelopment and
to go back and reanalyse the non-directive intérviews conducted
earlier and reported in Chapter IiI. Before doing so it is
necessary to mention certain points regarding each of these
sources of data. The analysis of both the literature of
organisation development and the reanalysis of the intervieﬁs

would in no way provide conclusive evidence supporting the vievs



of object relations theory in analysing the motives of organisation
development consultants. Analysis of the literature is an
important and necessary step but does not necessarily reflect the
actual practice of organisation development in the field. Eence
there ara distinct 1imitations¥ With regard to analysing the
interviews ‘it is impoxrtant to note that this has been done retro-
spectively andvhence can be said also tec have limitations. It
does not represent controlled‘data collection vhich was related
to testing the theory under consideration. Nevertheless the
analysis is included as I feel it is of wvalue for several
reasons:-
i) It reflects the views of practitidnefs not jusf writers
on organisation development and hence is complementary to
the analysis of literature.

ii) The nature of the interviews was such that much data was
generated which was relatively "unpolluted" by the researcher
and consequently may contain useful data for analysis
particularly in the area of content of values.

iii) Althéugh the researcher did not know that this kind of
analysis would be carried out, neither did the respondents
and hence, no-one was guardiné against revealing data in
this area.

iv) There were a small number of intervieus thus,a}lowing
verbatim accounts and examples to be reproduced. Hence
the data is not being extensively interpreted (although

it is obviously selected) in the light of the theory.

More wiil be said’regarding the methodology of the research
later (see chapter VII), particularly that aspect of the research
dealing with psychoanalytic variables which poses pariicular

problems. Suffice to say at the moment that both of the above



types of analysis are being undertaken basically because of the
inferential nature of knowledge in this area, and data must be
taken frop a number of sources if such variables are being
investigafed.

Froa a study of normative statements made in the organisation
development literature, certain predictions can be made in the
light of object relations theory regarding the contents of the
accepted and rejected object. I would expect the normative
statements to idealise certain good‘objects in the sense that
these would provide the fundamental goals which give reason %o
the activities. The content of these objecfs would be essentially
positive emphasising and overemphasiéing the positive nature of
life in organisations, the opportunities for individuwal growth
and the attendant facilitative mechanisms such as a desire to
increase autonomy, participation and individual expression, etc.
On the other hand, following the mechanisms outlined by Klein (1952)
the corollary of sth internal idealisation is to deny and split
off the associated negative value. This rejected value can be
expected to be projected outwards, that is, to be rejected or
externalised from the self and to contain negative emphasis. In
this particular case one would expect this to be some of the con-
flictual, and hence complex, formal, constraining aspects of
organisation and the associated mechanisms which faqili%ate these
such as an emphasis on fdrmal role, structure, authority, the
- taking of responsibiiity, etc.  Such expectations may also be
held for a reanalysis of the non-directive interviews in terms
of the content of the accepted and rejected objects. However,
these interviews may also provide additional data in areas

specified by Klein (1952).



"One need hardly elaborate the fact that some other
features of sphizoid object relations .... can also

be found in minor degrees and in less striking form in

normal people - for instance shyness, lack of sponteneity

or, on the other hand, a particular intense interest in

people." (p.307.)

In other words, é history of disturbed object relations.

If the data is supportive of good internalised accepted
object and bad externalised reject object, then according to
Fairbairn (1966) we would be dealing essentially with paranoid
techniques of defence.

"If paranoid and hysterical slates are now compared we

are confronted with a significent contrast. Whereas the

hysteric overvalues objescts in the outer world the'paranoid

individual regards them as persecutors:v and whereas the
hysterical dissociation is a form of self—depreciation;

the attitude of the paranoid individﬁal is one of extra--

vagant grandiosity. The paranoid state must, accordingly,

be regarded as representing rejection of the exfernalised |
object and acceptance of the“ipternalised object - or
altérnatively externalisation of the rejected object and-

internalisation of the accepted object." (p.45.)



CHAPTER VI.

Avplying Object Relations Concepts

Introduction

This chapter will apbly the object mwelations concepts outlined
in the previous chapter to a number of arsas. PMirstly it will
analyse the value statements of some writers on organisation
development from an object relations viewpoiht; and then reanalyse
the focussed interview data recorded in chapter III. In this
way, a distinct pattern is put on the data collected earlier.
Thirdly, this chapter will view some of the theories of radicals
and change agents reported in chapter IV from an object r3lations
§iew as supporting evidence for this line of thinking. Finally
a conclusion is reached regarding a third major hypothesis for
the research.

An analysis of the organisatioh development literature from
an object relations viewpoint

In analysing the literature of organisation development from
the point of view of object relations theory previously discussed,
it is important to note that not all writers of the présent day |
~adopt a nqrmative standpoint which is to form an essential paxrt
of this analysis. Notably the contingency theorists . (Woodward,
1965; Burns and Stalker, 1961; Perrow, 1970) and the socio—\
technical approach developed by the Tavistock institute (Emery,
Trist and Bamforth, 1951; Hexrbst, 1974; etc;), as mentioned -
earlier, would differ on this issue. Thus, the present analysis
concéntrqtes on those writers who state that they are working in.
the field of organisatioh development.‘ This includes those who
adopt the approach of the National Training Laboratores and who

are therefore inextricabiy related to that branch of organisation



development to come from experientiel group work with ite roots
in humanistic psychology and small group theory (Beckhard, 1969;
Bennis, 1?70; Argyris, 1957, 1§64a énd 1964b) those who seek to
enrich‘joﬁs (Herzberg, 1966) those who seek to change cultures
(Blake and Moﬁton, 1964a and i964b; Lippitt, 1970 and undated).
It is not the intention hefe to criticise the value of arny
of those approaches per se, only that the adoption of those
approacheslbased on a value stance rather than a diagnosis of
the idiosyncratic characteristics of each situation results in
a normative—reedﬁcative change which in itself contains
characteristics which lend themselves to an object relations
analysis. Soﬁetimes a theoretical rationale accompanies theA
normative orientation and is held to provide justification for
such panacea like apprcaches. A good example of such phencmena
can be seen in the British organisation development network news-
letter September, 1976, under the heading, "What is Organisation
Development?",
"Organisation Development, or O.D., concerns itself with
people, technology and change. It recognises that an
organisation is a social as well as a technical and economic
system. As such’it involves planned, systematic and long
term strategies to improve the integration and utilisation
of‘resources and the redesign‘of structure or work
situations in order to help the ocrganisation bring about‘
desirgd change or adapt better to the changing environ-
ment. O0.D. may use educational, behavioural science and
.structural techniques to bring azbout increased organisational
effectiveness and at the same time respecting human dignity

and worth. The goal of 0.D. is to release human creativity

and potential, to contribute to.self-fulfilment and improve



"openness between individuals and groups making

organisations and thus society as a whole a more socially

desirable place in which to live." (p.9.) (my emphasis)

Thus we have a statement mixing én essentially pragmatic
scientific approach to diagnostic based intervention with certain
expected outcomes which will occur anyway irrespective of the
result of the diagnosis. This issue has been taken up by Bowers
(1972) when discussing organisation development as an art or
science.

"Yet some change agents frequently confuse thé advisability

of being democratic, participativé and not given to status

pretentiousness with being permissive, non-directive and
non-comnittal. All too often the result for these persons
is a passive-aggressive stance; interactions are-carefully
and uwnobtrusively manipulated in_the direction‘desiredvhy
the change agent himself; individuals or their positions
are attacked not directly but under the guise of "procéss

comments." (p.6.)

All of the latter approaches above have been included, as
the emphasis is on ends rather than diagnosis of the existing
situation and the development of means based on the outcome of
this diagnosis. Such a proposition iz not out of step with
Tichy's (1976) finding that change agents (includiné<organisation'
development consultants) in America used different sets of
diagpostic categories which werg found to relate

Mo their value orientation-and to the change techniques

which they employ". (not paginated).

These "partial diagnoses" 1ead Tichy tco conclude that clients

should beware at least until -~



teventually it may be possible to dGevelop a general
model for organisational diagnosis, one not so wedded
to the biases of different types of change agents". (not paginated). ‘
It is nowipossible to go on and examine these biases firstly
through the value statements of writers on organisation
development, and secondly by reviewing the views of commentsztors
on organisation development and organisation development inter-

ventions in the light of object relations theory.

The value statements of writers on organisation development

'A list of the value statements made by some organisation
development writers has been included in appendix 17, rather
than reproduce each list by authorship in the text. The arch-
type list of organisation develovment values is presented by
Tannenbaum and Davis (1967) and this will provide the basis of
thé argument. Other writers will be included at relevant
points but the line of argument to be pursued is that the value
orientations presented by Tannenbaun and Davis can be seen tov
run implicitly as well as explicitly through the organisation
development literature.

In the table below (fig. ii) the statements have been
classified into two categories, tﬁ&éé which are valued (i.e.
accepted object) and those which are disvalued (i.e. rejected ‘
objéct),' No inferences have been made regarding any denied
“object which would occur when for examnple statements of certain
positive values are made without mention of thercorresponding
negative value. This section then deals with the value
statemenis as they are written without any interpretations by
the researcher other than to apply object relations concepts to

the data. Within each category the value statements have been



classified according fo whether they represent values based on
assumptions regarding the nature of man or the nature of
organisa?ion. This gives a 2 x 2 matrix. Sometimes the boxes
wiil be rélated although as a general approach I will txy to

keep the analysis of the boxes separate.

Valued Areas Disvalued Areas
| (accepted object) (rejected object) }
z A B |
: . autonomy and self- individual fixity
i : actualisation
% ' ? expression of feelings , avoiding feelings
.. Nature of ! :
5 : wholeness . negative evaluations
~ man i ;
| confirmation as a ' view of man as tad
: human being ! '
% processual nature of
. human beings
i * . S
| trust and risk taking  power tactics :
| ,
i meaningful work i maskmanship
! [ _ :
Nature of é collaboration ' { mistrust and
' i avoidance of risk
: organisation ‘ ~
| pover equalisation ' mechanistic systems
. : }
organic systems competition
bureaucracy

Fig. ii. A matrix of the value statements of some writers on
organisation development.

It is now possible to analyse each of these boxes in turn.

Box A
Beckhard (1969) states that there "should be increased
autonomy" whilst Tannenbaum and Davis (1967) suggest that thére

is a move -~



"away from using human behaviour toward the requirements of

the job description andltoward using him as a whole person". (p.16.)
The N.T.L. (undated) suggest that there should be

."an increase in self-control and self-direction for people

within the organisation", (p.356)
whilst French and Bell (1973) state that

"mogt people want to become more of what they are capable‘of". (P~65-)
Margulies and Raia (1972) make a number of statements relevant to
the area of increased personal autonomy and self-actualisation.

They state that there should be |
"opportunities for people to function as human beings",
"opportunities for potential fulfilment',

"opportunities for people to influence work, organisation

and environment", (p.3)
as well as an emphasis on

"treating each one as a person with complex needs, ALL‘Ctheir

emphasis) of which need satisfying". (p.3.)

These are all essentially humanistic values, placing the
individual ébove "the system". They are reinforced by value
statements in the accepted object category. » For example, Tannenbaum
and Davis (1967) suggest “'a movement |

"away from walling of expression of feeling and toward

making possible expression and use" (p.17)T
as well as a move

"away from maskmanship and toward authentic behaviour". (p.18.)
Bennis (1970) suggests that |

"human factors and feelings should be made legitimate" (p.15.)



French and Bell (1973) suggest that
"most people desire to and can maké a greater contribution
to the organisation than they are doing," (p,gs)
and that |
"most people wish to be accepted and interact co~operatively". (p.67)
Later they speak of the importance of needs and aspirations in
bringing abast change and state that
| "work life can be richer, moxre meaningful, if we'express

.

‘feelings". (p.71.) _
All these statements appear to reflect an éssentially optimistic,
4idealised picture of the nature of man which is essentially very
partial in its selection from the literature in what is an extensive
and complicated field. Oftén the justification for holding these
views is stated to be based in the behavioural sciénces, but many
of the assumptions appear to stem from a limited number of authors
namely é cluster stemming frem White's (1959) work on competence
(Maslow, 1954, 1965,‘1968;, Berzberg, 1966; Argyris, 1957)'and from
some of the existential/phenomenclogical school (Rogers, 1961, 1965).
In terms of the assumptions made by the writers on organisation

development regarding the nature of man these seem to represent a

partial and idealised picture.

Box B

With regard to the rgjected oﬁject a number of ﬁiiters mention
this specifically with regard to assumptions concerning the nature
of man. Tannenbaum and Davis (1967) speak of a movement

"away from viewing the individual as fixed toward him being

in process" (p.14)
and

"away from process work being seen as unproductive and toward

seeing it as an essential task". (p.23)



This process work focusses essentially on the affective dynamics
of the small group situation. The point is taken up by French
and Bell g1973) who suggest that
“supbressed feelings adversely affect problem solving,
personal growth and job satisfaction". (9.67)
This emphasis on Qorking through conflictual areas, particularly
in the area of feelings, is based on a numbér of foundations. One
of these is the assumption concerning the nature of crganisations
(to be discussed in the ﬁext section), but another is the rejectiop
of the negative aspect of the nature of man which results in an |
optimistic view of potential ends as all conflicts can be seen as
resolvable using interpersonal intérventions. ‘Tannenbaum and
Davis (1967) in their classic article make the most open statement
of these views when‘they suggest a movement
"away froﬁ a view of man as essentially bad, toward a view
of him as basically good". - (p.12)
They say that ‘
"at his core, man is not inherently evil, lazy, destructive,
hurtful, irresponsible, narréwly self-centred and the like". (p.12)

These views lead to a further proposition that there should be a

‘movement

| "avay from avoidance, or negative evaluation of indivi&uals

toward confirming them as human beings". (p.13)
| The-major tool for operationally carrying out these assumptions

regarding the’nature of man seems to be the small group. ‘Two writers
(Bennis, 1970; French and Bell, 1973) mention specifically an
increase in the amount of group working to. be ‘done inside the
organisation together with an emphasis on process work. Other
writers (Beckhard, 1969; Margulies and Raia, (1972) reflect their

optimism regarding the nature of man by emphasising the relevance



of producing meaningful tasks inside the organisation, the assumption
being that individuals have the capacity to respond accordingly.

' Generally speaking, therefore, ﬁhe literature of organisation
development invites readers to reject the negative view of the
nature of man, particularly those views which see him as fixed,
avoiding feelings which invite negative evaluations. ITrom the point
of view of object relations theory one may interpret the denial of
the negative aspects of the nature of man, as evidence of the
existence of eschizoid processes. Such a conclusion can be related
- also to the valued areas (accepted objects) which constitute an
idealised view of the nature of man, self actualiszd, expressing
feelings openly whole and authentic, "in process", and receiving
confirmation as a human being from his environment. Thus the
content of boxes A and B can be seen as interdependent in terms of'
object relations concepts, the valued areas (accepfed objects)
being overemphasised and this process being aided by the splitting
of the total complexity and the denizl of the negative aspects.
This cognitive system is divided into two, a schizoid defence,'but
the internelisation of the accepted object and the externalisation
(thiough disvaiuation) of the rejected object can be seen as a

paranoid phenomenon. Hence, one is able to see a cognitive pattern
‘in these writings in which assﬁmptions are clearly made regarding
the aims of organisation developmeﬁt with regard to the natur; of.
man. One may conjecture that those who are non-believers to such
a cleer statement may be immediate targets of projective identifi-

cation of the rejected object.v

Box C
With regard to the nature of organisations, a number of points

are emphasised. TFirstly, as mentioned above, two writers suggest



"meaningful work" aé important. This can be achieved in an
organic system which is quoted by one writer (Bennis, 1970) as
being preferable to mechaﬁistic systems. A number of other
writers do not mention organic systems as such, but dwell on the
issue of power. Beckhaxd (1969) states that theré
"should be a decrease in the bosses' power“; (p.6)
Tannenbaum and Davis (1967) state that there should be a
"movement away from the use of status for maintaining
power and personal prestige"  (p.19)
and Bermis (1970) states clearly his belief that there should be
g decrease in
"suppression, compromise and power in conflict resolution". (p.15)
French and Bell (1973) state what they believe an organisation
development consultant's position to be regarding power equalisation
when they say
"eeess most probably he would place value on a democratic—
participative way of life". (p.72)
They do not envisage themselves as power equalisers but as believing
that
"most organisations can profitably learn to be mcrevresponsive
to organisational members ..... this may mean that managers
will need to augmenﬁ thé authority of their positioﬁs with
a&ditionélfgfiilé iﬁ?%eing mbre responsive to the human-social
system". 'kﬁ;72) B |
One may érgue that this statement reflecté a power equalisation
rhilosophy, even if the original formal authority relationship
remains the same. Tannenbaum and Davis, in liné with their
earlier statement want to seé an increase in trust, risk-taking
and collaborative behaviour. N.T.L. (undated) state their wish

to create an open problem solving climate, build trust, make



make competitiqn more relvant and increase cqllaboration. They
argue that this would increase a sense of ownership of objectives
throughou? the work force and help managers aim for more relevant
objectives. French and Bell (1973) suggest that
"solutions to most attitudinal problems are transactional" (p.68)
implying an emphasis on coliaborative‘working.
J. Jennings Partin (1973); in reviewing a number of organisation
development projects;concludes that they attempted to
"redistribute power and influence throughout the client
organisation".
In terms of organisation development theory he says that this
emphasises
“"openness, trust, collaboration, confronting conflict and
self-realisation (iﬁ making) an organisation healthy".v (pt273).
He concludes however that
"much more needs to be done' if general systems change is
to become a reallty"; (p.274.) , ,
The set of responses inside box C suggest an ideaiised picture
of organis;tional lifé.  There is little emphasis on role and the
conflictual possibilities resulting, both befween rcles, betweén
senders, and between the person and the role. Valued areas
(acceyted obgects) wlth regard to the nature of 01ganlsat10n
empha81sa hlgh trust hlgh rlsk, collaborative relations wlth\
the individual involved in meaningful work inside an organlc‘
structure with relatively.minor use of and emphasis on formal
power. Again,,one can see the'acceptahce of the "good" objéct.
Here the organlsation ‘can be seen as representlng all that is
'satlsfylng to the 1nd1v1dua1 in terms of hls work relations. Tt
is a place of 1ow external control and high creativity, it is

essentially a bounteous organisation primerily meeting the needs



of its members rather than using its members as resources in the

furtherance of some other goal.

Box D
The final box contains those disvalued areas (rejected
objects) concerned with the nature of organisation. Several
writers were concerned to decrease the use of power tactics.
Beckhard (1969), Bennis (1970) and Tannenbaum and Davis (1967)
have already been quoted in this context. This seemed to be
a powerful negative evaluation which pervaded. much of the
writing. Related to this view is the decline of bureaucracy
(Bennis,.1966) whiéh wasvrelated to the positive valuation of
organic structures.' This seemed to be coﬁpled with a movement
awvay from maskmanship (Tannenbaum and Davié, 1967) which, in
reality, would seem to approximate to behaviour dominated by
the formal role characteristics of the organisation. The
emphasis is placed on a movement toward "authentic® béhaviour
which remains undefined but which is used synonymously with
"honesty, directiness and congruence". Such é set of beliefs
also is in line with another area ofblow value, mistrust and
avoidance of risk. These can be interpreted as being seen to
be inherently related to "the bureaucracy" where a Iggk.of
Individual initiative and risk-taking not o say overall co-
ordination and control is located. The emphasis cag.again‘be
seen in disvaluing fhose variables concerned with the negative
aspects of organisational 1ife. The final important area in‘
this box is one which ran through the writings of a number of
authors, the disvaluation of competition. Tannenbaum and Davis
(1967) speak of a movement

"away from competition and toward increased collaboration". (p.24)



French and Bell (1973) suggest that

"many problems are best faced not in a win-lose mode" (p.70)

and that

"in%érpersonal trust, support, and co-operation are too

low". (p.58.)

Of course, these sentiments can be implied from other writers
who are concerned to emphasise the opposite of competition,
namely increased collaboration, but it is interesting that
negative statements such as these are made openly in the
1iterature. As in the case of the assumptions concerning the
nature of man, it can be seen that not only is there a utopian
vision involved, there is also definite evidence of the existence
of a dystopia.

In terms of object relations theory, this dystopia can be
seen as representing all that is bad foi the individual in “
organisational life, the use of .power ‘tactics on the dependent
person, the denial of humanness which bureaucracy represents and
the resulting role behaviours. These are coupled with negative |
evaluationé of mistrust and risk-taking which are supposed fo be
found in such mechaniétic structures. Again, the content of.
box D can be seen as’containing the negative'aspects,of organiga—
tion which provide the backcloth against which the contents of
box C can be idealised. Given this view of the realities and
desired states of organisation one would not expect to find, nor
does one find evidence in the literature of organisation develbpmeﬁt
vwork where the basic problem has been-ah overly organic structure
or overly laissez—faire climate which has needed bureaucratizing.
Similarly in other sections of organisation‘where role behaviour
predominates,'partioularly in high conflict aieas such as the
management-union,intérface,evén»allowing»for cultural differences

between the U.K. and U.S:iA., the writers on organisation development



have proﬁuced little outside a normative frame (Blake and Mouton,
1964; Margerison, 1974). The object relations concepts of
denial, splitting and projective identification can contribute

to an undérsﬁanding of the factors which are so characteristic
of the true believer in relating utopian social change with

the objectives of changing‘particular organisations in particular
directions. Such an individual is not capable of aiming toward
a truly objective diagn§sis because of his emotional involvement
in his valuaticns. These provide him not only ﬁith an 0.K.
position to idealise, but also with a not-0.K. position with
which to identify his pr§jeotions. This dividing of the

.complex reality into two halves coupled with the associated

affect evidenced by the valuation can be seen to be an important

aspect of diagnostic distortion.

The whole of this argument is, of course, applicable not
only to the disparity between the valued and disvalued areas
concerning the_nature qf organisation but also the nature of
man. It ié the congruence of all four boxes A, B, C, D, when
viewed from an objéct relations viewpoint that is the interesting
vhenomenon and the fact that valgation, i.e. the good/bad
© continuunm, is‘the common thread. Zven though values involve
‘ essentially cognitive processes and hence cannot be takén alone
as evidence of emotionality, application to some of fhe object
relations concepts does appear to give some useful insights

in forming a pattern on the writings.



A reanalysis of the focussed interview data from an object relations
viewpoint

Returning to the focussed-interview data collected earlier and
reported in Chapter IITI it is possible to look again at some of the
statementé made by respondents as well as some of the generalisations
made,conceining the type of responses, using the concepts of object
relations theory as an explanatory framework. For the purposes of
simplicity I intend dividing this section into two, firstly to look
at the content of the responses concerned with describing ideal
organisation, and secondly.to comment upon other sectiohs of the
responses particularly thosevconcerned with self-image. In this
analysis the. responses of the maintenance group will not be
included for itwo reasons. firstly it is the motivations of the
change agent (organisation development) group in which Wwe are
interested, and secondly I believe that post hoc analysis, whilst
providing valuable supportive data in certain cases, should be
strictly limited in its application. Whilst the theory may be
relevant for this group, it has not been developed to examine them

and may need reconsideration if this task were undertaken.

Organisational ideals

Before beginning thisisection,~a word must be said‘regarding
‘the methodology of analysing post hoc idealisations using an object
relations approach. Obviously it Qoﬁld be spurious to ask for
idealisations and then use object relations congepts; one of
vhich is the role of idealisation as a mechanism of defence.
Nevertheless the ease of verbal idealisation did seem an important
point to note, but more importantly, this section‘wjll concentrate
on analysing the content of the responses rather than their form.
Object relations theory has much to Say about this, specifically

in terms of the good énd bad objects which can be accepted :



or rejected using denial mechanisms which can be inferred by
ommission. This kind of analysis is not affected by asking
respondents to idealise insofar as they are then able to project
anything‘into their response. Hence form is defined but content
remains ambiguous.

Firstly, in considering responses to ideal organisations,
one~may netice the ability of the change agent group to verbalise
their ideals concerning organisations. From the point of view
of object relations it is possible to explain such a phenomena.
It would be expected that if projective mechanisms are at work,
idealisation would play an important part in the sense of
providing a preferable future possibility which would guide the
actions of the individual involved. Holding such ideals with
such immediate access may be understood as the introjected good
object which plays‘a part in being used as an internal haven by—
the individual involved.

Secondly, implicit in two responses, and explicit in another
- was the lack of differentiation betweeﬁ personal and professional
falues. - For example, in referring to conflict management one
respondent suggested that

"the way to cope with it .... is the way I would cope

with it at home with my family".

For this respondent the overriding value of open éonf?ontatioﬂ was
a tdtal life value which had personal importance for him. Another
respondént actually mentioned a total life approach,

V"I.think esséntially the concepts I have picked up in.this

Job all seem to tie together into one. . The concepts of us

being able to fulfil ourselves in our work, in oui lives,

and to satisfy these needs we have gdt of growth, need to

contribute, to enjoy ourselves".



There was “little data in this area, but it is an important point,
for if the values held were felt to be core personal values
affecting the total life space (as opposed to work values
functionai for getting the job done) then this would be suggestive
of some deeper emotional causality as opposed to say, a set of
learned social values adopted by a professional subculture. This
point is not fully covered by this post hoc analysis but what
general svidence there is points in the direction of deeper causes.
Thirdly, and with regard to content, the abstract idealisa~-
tions of the cﬁange agent group followed a highly predictable line
vhen viewed from an object relations viewpoint. They tended to
be unitary (lacking in a complexity of possible outcomes)
resolving complex organisational issues by centring bn the social
gystem. This overconcern with one factor of production, was
occasionally in total opposition to statements of overall aim
such as increasing organisational effectiveness. Such an over-
concern with people, their happiness and development, particularly
in the face of such a complex reality aé an organisation is
possibly evidence of denial mechanisms at work. One further
point regarding the abstract ideals was discussion of the
_ accompanying dystopia which was méﬁfioned'by several respondents,
the formal, structural, bureaucratic s&stem. } It was here thaf  ‘d
one felt the projective idenfificatiOn mechaniém at its strohgest
certainly in terms of thé abstract where much emphasis was placed
on organic structure, |
"having very much more flexible, almost matrix type of
management system .... in which you don;t have people pre-
occupied with status secking, those sort of issues",
or another respondent who in making thé case for organic organisa-
tién and criticising the use of graduates said the management at

present,



"treated non-graduates as purely interchangeable; graduates
~are treated as individuals who have skills and knowledge and
particular personalities .... It is this incredible sort

of péor use and very mechanistic approach to three quarters

of the people who are employed in this countiy".
Later he reiterated,

"Many jobs really do stultify which is the cése of about three

quarters of the people in fhe company. Now I do not know

how you break out of that but it does seem to fly in the
teeth of all knowledge and rationality and logic and seem

to be pretty rigid".

Shortly afterwards he produced his negative stereotype,:

"missing opportunities is not a sin;g makingbmistakes is a sing

80 you really punish people for making mistakes; but if they

niss a few opportunities you don't really noticé it; who

cares about a few opportunities? Some people get terribly
good at avoiding mistakes, and this leads to.-a very solid
consepvative company. It is very inflexible, picking up
opportunites is seen as a bit of a bonus".

This kind of projgctive,mechanism which must, of course, have
been_reléted to a part of the organisational reality in vhich the
respondent worked was recognisable in many of the responses made
by the change agent group. One could easily imaginé situations
in which symbiotic relafidnships could develop between clients and
consultants, the forﬁer carrying the conservative bureaucratic
values and the latter the radical orgénic values, each maintainirg
the other in a situation of equilibrium. In such a relationship
the term change agent in relation to organisation development

consultants would seem somewhat inappropriate.



I now intend analysing the detailed aspects of the organisa-
tional ideology, the issues of conflict, decision-making,
communication, leadership, power and authority, and organisational

values.

Mansgement of conflict

The change agent group tended to emphasis open confrontation
and a unitary perspective concerning conflict resolution. Vhilst
such objectives would seem laudable in themselves, they may be
viewed, by their overemphasis on the interpersonal genesis and
resolvability of conflictual situations, as den&ing the structural
sources of conflict production inside organisations; Along with
this, one can infer a dislike of liying within a conflictual frame.
such as an organisation. Conflict seemed to be understood énd
managed in interpersonal terms and structural role conflict
interpreted as conflict between people rather than conflict between
roles. . This overpersohalisatiog of issues was very characteristic
of the éﬁange agent responses.

There was a dislike of conflictual issues coupled with some
poorly developed defensive mechanisms. For example, one change
agent suggested that conflict was cpeated because there was

"no clarity regarding the nature of the conflict".

The suggestion was virtually a plea that

"if only people would just understand where if ceme from

then it would go away".

Another respondent seemed to reflect an unrealistic view of the
conflict problem by suggesting that it should not arise because
of |

"an ongoing awareness of what is going on elsewhere".

Both of these responses can be understood as extreme examples of



denial mechanisms operating in vhat is essentiall& a painful area.
In some circumstances these mechanisms seemed to operate to affect’
the thinking process in terms of diagnosis (by suggesting the
anticipat;on of conflicts) and in other cases the existénce is
accepted, i.e. diagnosis is uhaffected, but resolution is always
possible, i.e. intervention and outcome affected. From an object
relations viewpoint, responses such as these can be seen as .
evidence of yet another of the mechanisms outlined by Klein (1952)
namely that of denial and hence the associated spiitting of the
ego. This is an important cornérstone of the theory, because it
is from this mechanism that trojective identification -springs, in
this case the exfernalisation of the rejected object and & con-
sequent disturbance in relationships would be predﬁcted together
with an internaily weakened ego. Not all the change agent
responsés reflected the general trend in not toleratingiconflictual
Vsituations and relationships. One mentioned his treating of
conflict at work as in his family and perhaps living with dis-
agreenent, another mentioned his unconvinced attitude toward open
expression of conflict. PBoth respondents did, however, speak'of

- their personal difficulties in handling conflictful situations at

a later point in the interview. - —

Leadership, decision—makingﬁandApower/authority relations

The.change agent group tended to view these areas with much
the same emphasis as they did the‘management of conflict. Several
respondents spoke of the need to ensure that the informal system of
leadérship and decision-mzking was in agreement with the formal
éystem. Whilst not denying formal 1eadersﬁip (which two respondents
did) this ensured a trustful open kind of person=-centred leadership -

(one respondent spoke particularly of a more participative style).



In several cases the present organisation was referenced in
giving negative examples of these variables. No respondent
referred to his/her existing organisation in positive terms on
these var&ables. Words were used to describe existing organisa-
tion or nractice such as "pretty orumﬁy" or "very distasteful®.
It seemed that "the Qrganisation" could be used as a target for
projective identification of externalised bad objects, usually
unwanted values. Sometimes the generality of responses left
onevuncertain whether it was all organisations or their specific
organisation that was under attack,

"One thing that I have found very distasteful about

organisations like this one....."

One respondent denied the whole aspect4of'authority/pdwer-‘
relations, but all of the others accepted these variables at a
diagnostic level but produced positive unitary frames to cope
with them, fending to use denial,meqhanisms'in terms of
outcomes. One response produced the aréhampe of that contzined
in a number of other responses, |

" .. people above all should have an element of trust and

this trust should Be satisfied andAprovided that ig met I

think peopIe'é;e happy‘fo have decisions méde, if necessary

veee By'the béss. vI don't see anything wrong inAthis ceee
the most iﬁportant thing in my organisation would be that
the organisational leadership would be the actuél natural:
leadershiﬁ. I think this is where a lot of people get
hang-ups on decision?making so the trué boss of the group
would be the boss and there would not be any conflict;

that people would be able to fill their roles; they would

be well suited to their roles, and this would mean that as

an efficient organisation we would have people with

.



"appropriate skills using those skills.  Authority would be
earned, tying up the natural leaders with the hierarchical
organisation leaders and the question of power would not arise".
Here. the denial of relationship difficulties brought about by
the existence of formal structure and the denizl of power and the
political aspect of organisational life can b2 seen as in agreement
with the early statement of unitary trustful situation presidgd
over by a bountiful mutually agreed authority figure. The statement
is free of bad objects énd althovugh this is partly atiributable to
the structured question about ideals other aspects.are important.
Firstly, the interrelatedness of the items in object relations
terms, and secondly the ability of the respondent to verbalise his
ideals and the use of examples of the present organisation to
express a seemingly symbiotic “not O.{." view would suggest an
emotional importance to the respondent. This justifies a suggestion
that projective identification mgohanisms may be ét work. The
form of thess mechanisms would seem to be to split the good and
bad aspects of leadership/authority roles as above denying the
latter aspects by overemphasising the former. This is subseguently
reflected in the coénitive defences relating to eniironmentairw
rationales for participative leadership styles aﬁdlthe bélief in
organic as oprosed to mechanis%ic organisation structures with
their associated emphasis on internal rather than extefnal control
and relative lack of emphasis on formal suthority stfﬁctures;
It is important to clarify one point here by way of reiteration.

I am not concerned whether there is a growing rsal environmental

need (my emphasis) for these views, rather it is the holding of
such views to the exclusion of altefnatives, and the negative
affect associated with differing views which can be seen as an

expression of affect having potence for the change agent group.



Communication patterns

Many of the responses given in the areé of communication
patterns were concerned with information-sharing with examples
from org;hisations to demonstrate what was wrong with the present
system of holding onto inforﬁation. Most of the change agent
responses reflected a desire to see more open methods of
cqmmuniéation.

"It is not really anything to do with, although it is

usually disguised in this way, «... having a technical

system to process the data, it is purely io do with how
much pebple are prepared to tell other people in the end.

So it is based on the whole concept of trust and openness

really ...." |

Here again is the deniél of the structural aspects of
organisational relationships by overemphasising the importanée of
personality and essentially processuval issues in the diagnosis.
The pattern of an internalised good object, producing unitary,
conflict free ideals is yet again mazintained althcugh fewer stafe—
ments were made in this area overall. However, the content of
the statements were again in congruence with the previous
discussions vhere the ideal emphasised an open, person-centred,
kind of communication pattern. Taken togetﬁer the areas of
leadership, authori{y, pover, communications and conflict couid
be seen as highly congruent in represenﬁing a well constructed
cognitive defence with more than a suggestion of projecfive

mechanisms retaining good objects and expelling bad.

Ideal organisation values

The change agent responses were heavily biased toward
valuation of the individual in his own right "as a whole pérson".

Values of "individual worth", "everyone having their own values"



and “"everyone's world being rational to them" were very
representative responses of this area. One respondent mentioned
autonomy but coupled it‘with responsibility. He was the only
responden% to mention responsibility and explained that he meant
by it a personal responsibility in human behaviour such as
adhering to humanistic values as opposed to the taking of specific
role responsibilities. Only one person mentioned organisational
effectiveness and this was in the context of the organisation in
" question fulfilling its commitments to the wider society in making
useful products.

In terms of the content of these values they can again be
seen to represent the triumph of the individuél over the orgenisa-
tion.. Individual development, worth and growth are seen as values
which should be held in work organisations. These symbolise
basically good objects and are internalised by the change agents
insofar as they can be seen to represent their major valuations in
pursuing the ends they pursue. One can again see the almost
complete lack of emphasis and omiésion of variables involving task
criteria which would involve a discussion of the individual de-
personalised in role, and would raise issues quite contrary to the
internalised good object such as the lack of valuation 6f the person,
-the negative aspects of authority, and the allocation of scarce
resources through thé making of decisions to do work. ‘This.fbllows
the general pattern of the argument so far, and from the discussion
of the content of the idealisations one may argue that the existing
organisation would be seen as the recipient of the unwanted values
of thg change»ageht. In extreme cases one could envisage avsituation
where the change agent would use the existing organisation to such
an extent as to see perpetually only the "bad" in the existing

‘s8ituation and to develop sets of behaviour where change for change



sake becomes the rule. Such a situation in practice could be
devastating where there are overwhelming needs for.maintaining the
existing‘situation. Although interventions to producg increasing
certainty; role definition, clear leadership or bureaucratic structures
are known in the literature of "normative organisation development™
(Harrison, 1968; Sherwood, 1972) they tend not to be emphasised

with many interventions flying in the face of some behavioural

science findings, notably the contingency theorists.

Hindering and helping forces

One last point can be made regarding the forces which were
perceived to’hinder and help the intervention strategy of the
change agent. Time and again "the organisation" was seen as
containing all the hindering forces. Tew organisationalihelping
forceé wvere mentioned and some were double-edged such as one
respondent who said he was helped by

"the difficulty of talking.to my boss - people come

and talk to me".

On the othér hand a.large number of negative forces were attributed
to the formal bureaucratic structure such as "the organisation
chart", “concentration of authority at senior levels", manégement
slow to change" or other environmental issues "local cultu;al
tradition - fixed attitudes", "tradition v. modern technology".

In general, one may argue it is not unusual for respondents to
utilisé projective defences to this type of question, yet the
weight of negative fesponses attributed to various environmental
factors was strikihg. Only one respondent suggested "working
alone" related to his own shortcomings and difficulties in coping '
with what is a highly stressful role as a major hindering force.

Projective defences are probably being used to enable the



individual to survive in what is an extremely hostile environment
which must raise primitive anxieties. The change agent often
finds himself in a situation of carrying unwaﬁted managerial
values, ﬁéing the centrally cathected person often surrounded by
high paranoid anxiety when clients are confronted in one way or
another with the fact that they must éhange their behaviour or
relationships or both. He is alsp often in a situvation of
dependency in the formal authority structure.  Indeed a number
of change agents spoke of the problems of taking risks confronting
clients when salary review time was due. It is pardly surprising
in this situation that projective aefences can be found to operate
in relation to discussing the problems raised in changing organisa-
tions. One point springing from this, following Jaques" (1955)
and Menzies (1967) is the relationship between the )
"social defencé system" (Jaques, 1955)
and the
"individual psychic defence system" (Menzies, 1967).
Aé Menzies (1967) states,
"I do not imply that .... an instiﬁution operates the defences.
Defences are, and can be, only operated by individuals. Their
behaviour is the link between~théir psychic defences and the
institution. Membership necessitates an adequate degree of
matching between individual and social defenée systems". (p.28.)
Given the prévious discussion regarding idealiéaticn content
and the data on the difficulties of affecting the kind of change
envigsaged and the problems of the role, one is able to see the
relevance of the above statement for the change agent graup. One
may suggest that it is the individual who characteristically operates
defences of a paranoid-schizoid nature who would be attracted to and

remain within a social group such as the change agent group. The



data which was collected on self image threw some weight behind

this view.

Self-image of the change agent group

Of all the data collected in thege initial intérviews,
probably data concerning the personal characieristics and self-
image of the change agent group was the most consistent and
. revealing‘when_viewed fr&m an object relafions viewpoint. All
of fhe respOndenfs‘spoke of the difficulties they experienced in
relationship formatién, two of them directly stating that these
work issues wers no more than problems which héd been there as
long as they could remembér. A1l of the fespondents found
situations of high conflict difficult to manage at a personal
level. - Several reported feeling very shy (i.e. using withdrawal
as a defence) in social situations or in new sitvations. Nonen
of the respondents could trace the source of such feelings but
suggested that these were charac£eristica11y ﬁthem" rather than
something inherent in the work situation. Klein (1952) lists
one of the .characteristics of schizoid object relations in.poxmal
people as “shyness", and anqther as .

“a particular intense interest in people". (p.307),

So far both of these can be seenr%o be operating here both in terms
of the self-report of change agents and also in the fact that we
are studying a group with a particular intense interest in pecople,
Veven ﬁhen other objectives could be chosen from a complex environ-
ment such as an organisation. These characteristics can be seen
to fit togetﬁer. _ One can understand ;hyness as a behavioural
~reaction to fhe mecﬁanism of projective identification putting the
‘bad parts of the self into the object. As the object now

represents the bad self, the individual can respond accordingly



by avoidance or withdrawal. The situation is further exacerbated
by a fear of retribution from the violated object and also by
internal feelings of guilt which would be increasingly available
o {he-subject as a prelude to the depressive position. All of
these issues come together then in producing a set of behaviours
which can be. seen as shyness, which is, of course, directly
related to the haﬁdling of aggression in object relations. Given
these sbrtséf characteristics in operation, it is easy to see how
the individual is drawn to socia1 situations, and professioﬁs, in
which he can explore‘the major dynamics concerned wifh a view to
increasing his own understanding of himself.and hence "make
reparation" both externally in his object relations and internally
in terms of removing'the intense feelings of'guiit wﬁich result
from the projective mechanisms. A typical response outlining the
whole ofythis theory will serve to represent that which was expressed
by many.of the respondents,.

’"I am not good at confronting, I am not good at telling
people or getting people to thinkrthat they are making |
mistakes. I am hot good at saying unpleasant things.

When I havé done .... it hasn't seemed very threatening,
but I find it is a difficult thing to do personally.

I shy away from it, I withdraw, I avoid it rather than
come out with the resentment, the hostility or griticism\
or whatever",

- In this response there are all the characteristics described
above, the anxiety of conflictful situations, the difficulty of
actually being aggressive and the personal difficulty that entails
‘résulting in the coping response of withdrawal. Yet thié
respondent has joined a profession ccncefned with change and

particularly change in the authority structure of organisations,



a profession where he is to be faced constantly by the situation
he finds so difficult. Here, one may argue, is the problém
outlined by Guntrip (1952) concerning our inability to give up
bad objecf situations from the past but to be constantly sgeking
environmental realities where we can seek to re-enact and.this
time understand and control the internal phantasies., It was
interesting to note that the above respondent went on to discﬁss
his extremely powerful drive to be independent, a lifelong
characteristic. He said,

| "I have still tended to be indépendeﬂt on this job.

I don't find it easy to cope with the dynamics of being

involved, so I tend to stay just a wee bit aloof and

detached".

Here again, the non-involvement. can be seen as‘a defence
against a powerful underlying need to be ciose fo'people, an
over-reaction to an overwhelming sense of loneliness. This
respondent, like several of the others, was aware of these issues
but only at a feelings level, and the'impressidn givenvwas that
these feelings tended to be ego-dystonic, originating from a
weakened ego (which one would expect if projective mechanics were
~at work). The inferénce was that the feelings had uncoﬁscious :
sources.

An analysis of the theories, and:findings on radicals,'joiners of
social movements and change agents from an object relations viewpoint

Probably the most concise statement of the psychodynamics of
members of social mdﬁements, radicals and change agents is provided
by Hoffer (1951) in his description of "the frustrated" true believer.

"What ails the frﬁstrated? It is the consciousnessbdf an

irremediably blemished self. Their chiefl desire is to

escape that self - and it is this desire which manifests



"itself in a propensity for united action and self-sacrifice.
- The revulsion,ffom an unvanted self, and the impulse to.
forget it, mask it, slough it off and lose‘it produce both

a réadiness to sacrifice the self andra willingness to

dissolve it by loéing one's individual distinctness in a

collective whole. Moreover, the estrangement from the

self is usually accompanigd by a train of diverse and
seemingly unrelated attitudes and impulses which a closer
probing reveals to be essential factors iﬁ the process of
unification ahd self-sacrifice. In other words,
frustration not only gives rise to the desire for unity

and the readiness for self-sacrifice but aiso creates a

mechanism for their realisation. Such diverse phenomena

act as a deprecation of the present, a facility for make- .

believe, a proneness to hate, a readiness to imitate,

credulity, a readiness to attempt the impossible and many
others which crowd the minds of the intensely frustrated
are, as we shall see, unifying agents, and prompters of

recklessness." (p.58.)

In this, one is able to see the suggestion that projective
ﬁechanisms are at work. Thebstatement is concerned with the
funétioning of the ego (self) which has been damaged at some time
in the past, causing a basic split into good (wanted) and bad\
(unwanted) bits. Hoffer suggests that the motivation of the
frustrated true believer is to deny (forget or mask) it, split
it off (slough it off, lose it). The weakened ego then seeks
strengthening by identification with a corporate whole. The
process is further encouraged by other méchanisms such as
idealisation (deprecation of the present; facility for make-

believe), projective identification of the bad self (proneness



to hate) and the resulting weakened ego which needs support
(readiness to imitate; credulity; readiness to atfempt the
impossible). These ideas are quoted end reinforced by Bay (1967)
who enume;ates several kinds of motives underlying political
opinions and includes ege defence motives along with other external
motivations. He agrees that much of the work on student radicals
can be interpreted in the light of repressed anxieties which pre-
destine an individual to become

Yan authofitarian, anti-authoritarian, bigot,'rightwinger

or, more rarely, a léeftwinger". (p.87.)

The actual mechanisms by which this comes about are not specified
but the analysis applied to the "{true believer" is equally
applicable to the point mede by Bay.

Roche and Sachs (1969) in discussing the leadership of social
movements have produced an interesting twofold classification of the
bureaucrat and enthusiast, extremevtypologies which describe aspects
of most people. The “enthusiaet" is very close to Hoffer's (1951)
concept of the "true believer". He has a number of cheracteristics
that would.suggest schizoid meehanisms at work. Firstly he is
concerned with

"the fundamenfal ideals and values of the organisation"

(p.209) - (idealisation) o |

"even to the point of schism" (p.209) - (splitting and denial).
Secondly he identifies | -

"the cause wifhva corpus of principles" (p.210) - (idealisation),
and that

"policy must be the undilufed expression of first pfinciples"

(p.210) - (idealisation)
and

"considers compfemise as not only wrong, but also evil" (p.210) -

(denial, splitting, projective identification).

i



Thirdly, in terms of membership the enthusiaat is exclusionary
"desiring to limit the body of saints only to those full
of grace" (p.211.) (idealisation, projective identificstion).
The authors go on to explore some of the organisational implications
of this taxonomy. Rosen (1968) in his lecture on enthusiasm
explores many of these same avenues and particularly quotes a
number of writers in history who have reléted enthusiasm to men%al
illness, the individual being afflicted by some disorder explained
at the time as "humoural pathology". He quotes Samuel Butler as
"Taking a dim view of. the inner.light
1Tis a dark lanthorn of the spirif
Which none see by but those that bear it". (p.411.)
Here again one is able to capture the essence of denial, splitting
eand idealisation mechanisms at work and the resulting distortions
of encounter which produced the response relating enthusiasm to
mental illness., |
Keniston (1971) suggests that .J;.
"jdealists and nihilists are fouhd in disproportionate
numbers within the student movement, but the idealists
outweigh the nihilists". (p.253.)
He goes on to analyse this phenomenqnusing a line of reasoning based
“on the work of Piéget and later Kohlberg which was concerned with
the cognitive components of moral aevelopment. He deals only with
the unconscious aspects of idealism in a short review of superego
.development. From the point of view of Kleinian theory, idealism
and nihilism can be viewed as evidence of similar mental mechanisms
at work, only the éontent of the denied and split self differs.
Keniston (1968) also notes a distinct split in the radical
males' perception of their fathers, or,in the case of girls, their

_mothers. (p.55.) Whilst he notes that -



"ambivalence toward their father is routine in the develop-
ment of men" (p.55) |
he suggests that this split
Mseemed unusually great." (p.55.)
The two images were on the one hand
"highly ethical, intellectually strong, principléd, honest,
'politicallj involved, idealistic"
but on the other
"unsuccessful, acquiescent, weak or inadequate" (p.55.)
He reports that this was an almost universal phenomenon. From a
Kleinian viewpoint this splitting can be seen to represent an
irresélution of the parental .figure, a perception wvhich is probably
both realistic of the parent but disturbing for the respondent.
The heavily idealised image which came out of Keniston's interviews
was ‘tempered
| "only later (in the initerview); sometimes only in
apologetic asides" (p.59). 
Other.empirical studies have produced findings, some of which
have been seen as problematic and which lend themselves to a
Kleinian interpretation. Flacks' (1967) study produced four
variables closely correlated with éétivism, romanticism, aesthetic
and emotional sensitivify; intellectualism; * humanitarianism;
moralism and self control. It is typical of séhizoid traits to
overemphasise feelings and emotions (romanticism - concern with
experience, with feeling and paésion, with immediate and inner
experience) as the ihdividual is consistently concerned with his
inner world of objects and their associated effects which, whilst
being the most prepotent area of his experience, are stimvlated
by external reality. This is often allied to the

"overconcern for people"

A



which can be seen in the value of humanitarianism (concern with
the plight of others in society; desire to help others - walue
on compassion and sympathy - desire to alleviate suffering).
Here the individual can be seen as trying to make reparation for
the identification he makes and alleviazte the guilt he subsequently
feels. With regard to intellectualism (cdncern with ideas, desire
to realise intellectual capacities - appreciation of theory and
knowledge - participation in intellectual activity), Fairbairn (1966)
considers intellectualism in terms of schizoid processes insofar as
it offers the perfectly socially valued defence against involvement
and intimacy beéause of the third party nature of the ihtellectgal
position. Hence the individual can operate a meaningful role
without the unbearable problems of involvement. Traditional
moralism (concern for the strict control of persénal impulses -
opposition to impulsive or spontazneous behaviour - value on keeping
tight control over emotions - reliance on externzl rules to govern
behaviour) was the fPurth factor. This factor was correlated
negatively with activism, and from the examples from the definition
~quoted above it is easy to see why from a Kleinian standpoint.
Personal impulses cannot be strictly controlled, it is the world
of internal objects which governs behaviour. Hénce; emoticns are
difficult to control, and internal, not external authorities are
the root of belief and behavicur. | B |

Thus it is possible to see that from a Kleinian viewpoint
these eméirically derived diménsions mesh together in a total
framework. The function of this defensive framework is to provide
the individual with a set of socially acceptable beliefs, at least
%o some>parts of the wider society, and provide him with an

experienced reality on the basis of which he can operate a viable

social role.



Gold, Friedman and Christie (1971) studied the nature of
idealism of one hundred and fifty-three students to derive a set
of scaleg related to activism. They subsequently used the scales
on psychoiogy students in studying the radicalisation process.
Several of the findings were predicted, but they note a consistent
and unusual finding régarding‘the relationship of activism with
}machiavellian cynicism - a philosophy of pessimism, a distrust of
other people and a belief in the perfidity and rigidity of the
existing social order - and machiavellian tactics -~ the extent to
which lying, flattery or deéeption in interpersonal behaviour are
endorsed. The activists tended to endorse machiavellian cynicism
whilst rejecting machiavellian tactics. Again, a Kleinian
perspective offers some understanding éf this finding which
reflects a split set of values divided into gbod (idealised) and
bad (rejected) aspects. That machiavellian tactics is rejectéd
is not surprising as the individual is closely involved with his
idealised self-image, searching for the perfect relationship. On
the other hand, external objects, such as other-pe0p1e or "the
system" provide targets for identification mechanisms and hence
thesse items tend to bé endorsed. The authors suggest that in
many studies the machiavellian score had never been reduced to .
these components and consequehfly_this finding was new and invneed
of explanation. Kleinian theory'provides one perspectivé cn\this.

One final study which must be mentioned in this section
because of its importance for the present study of organisation
development consultants is that of Tichy (1974). Previously it
was mentioned that the organisation development group were the
most incongruent group of four groups of change agents studied
in terms of expressedAvalues and actioné. Tich& féund that

although the organisation development group -



"indicated that they should be striving for such goalsvas

increased democratic participation by all members in a

systgm, increased individual freedom, aiding society in solving

sociél problems and power equglisation in society eo.. they

reported that they actually worked to improve productivity

or problem~solwing ability in the sjstem". {p.179.)

Tichy saw these as incongruous. He goes on

"the paradox for the 0.D.'s is thet they have a valuve oriehted

change approach .... but they are employed in organisations

not for these walues but to help with problems of effecting

efficiency and output". (p.179.)

Tﬁis raised interesting issues regarding the personal
characteristics of organisation develoﬁment consultants. To some
extent, everyéne is capable of holding inconsistent value sets in
themselves. Indeed, if everyone behaved according to théir innexr
experiences, some of the most fundamental problems of psychology
would be solved. Nevertheless Tichy's (1974) study reveals a
group of individuals distinétly split pursuing one set of behaviours
whilst pro%essing a different, and often contradictory set. Such
a situation provides an environment in which the individual méy
attempt his reparative processes. Tichy (1974) argues that

"the 0.D.'s must adjust their values to those of their

leadersor to confront the value differences at work™. '(5.181.)
A Kleinian view would suggest that this is unlikely without major
. changes in the composition of the organisation development group
"as it is in the emotional interest of many of those working in the

area to maintain this fundamental inconsistency.

Conclusion
This chapter has analysed some literature of organisation

development, re-analysed the focussed interview data and the



findings on joiners of social movements, radicals and change

agents in the light of object relations theory. The aim of this
has been to outline the relationship in this particular case
between éhe theorefical assumptions made by writers on organisation
development and the personal characteristics of practitioners.

A common thfead of argument has been the psychoanalytic concern

of focussing not only on that which is stated openly and accepted
(accepted object) but on that which is denied, split off and
projected outwards (rejected object). These mechanisms can be
seeh to operate not pnly within the literature of organisation
development but also are reflected in the responses of the
foecussed interviews held with organisation development consultants
and can be seen in theories and research done on comparaﬁle groups.
All of ﬁhis combines to produce a third hypothesis regarding the
sources of values of organisation development consultants. This
may be termed the split-ego hypothesis and says tbat.the source

of valuesvheld by organisation development consultants stems from
a defensive function of a divided ego. Such a manoeuvre would
provide defence against painful internal and external objects.

It is my intention to add this hypothesis to the two mentioned
earlier, the dependency and counterdependency hypotheses, in order
to test them. Thus I will be testing three psychodynamic hypo-
theses, two concerned with what may be termed superego development,
the internalisation of external parehtal cdntfblé;}agd’one with
ego development, the developmsni of.methods-;f'céping with internal
responses to external stimuli and defending the self. The next
 chapter will go on to discuss firstly some methodological problems,
and secondly the alternative research designs availéble and the

design which was chosen.



CHAPTER VII.

Methodology

Introducfion

It is the objective of this chaptér to discuss some
possible research approaches and designs for testing the three
hypotheses generated so far. Because of the psychodynamic
nature of these hypothéses, it is, however, adviSablé tc begin
this chapter with a discussion of some of the major préblems in
attempting research in this area. It is in the light of these
generalised issues that the specific methodology chosen can be

put in context.

Some problems of psychodynamic research

Attitudes toward psychoanalysis, psychotherapy and psychiatry,
that is the whole range of activities concerned with the growth
and development of the human mind which may Be covered by the
global term psychodynamics have been multifarious ever since Freud's
original writings.v They have ranged all the way from
| "sincere conviction of its certain validi{y and almost
universal applicability to the view that it is a gigantic
hoax oversold by pseudo-sciéhfists to a gullible and
defenceless public". . (Meltzoff and Kornreich, 1971, v.T.)
Certainly Eysenck (1963) has produced a scathing criticism of
psychoanalysis discussing prpblems in tefms of both effect and data
and critiquing the whole approach from a béhaviourist viewpoint.
Other writers have shared some of Eysenck's misgivingé, Sut have
not tended to adopt his (implicit) normative position. Ellis (1963)
in a balanced article hgs‘;i}ated‘analytic methods to the methods
ofi%ciencé and then sﬁecﬁlét;éfon vhat needs to be done to produce

a truly scientific discipiine. He concludes that as a discipline



there are no theoretical reasons why psychoanalysis canno# be
considered "scientific". He concludes bj listing fifteen inmportant
personal and professional characteristics such as scepticism of all
dogmatic,ﬂabsolutist, highly generalised formulations, objective,
dispassionate and emotionally unbiased vositions, and emotionally
secure, self-confident, non—defensive individuals which are
needed in order that the area become as scientific as possible.
In many ways, Ellis is criticising not the discipline itself but
the social organisation of the discipline. His suggestions can
be seen as an attempt to impose a new paradigm, something which
Ellis is not alone in believing is needed. Glover (1966) repcrts
his attempts to collect data on clinical practicekbut concludes
"Wothing in my experience is harder than to get psychoanalysts
to disclose their clinical views on any subject outside their
immediate personal iﬁterest, or for that matter to say how
they actuaily apply and control their technique. ‘ On several
occasions I have adopted the questiomnaire method for these
purposes with results that were as a rule scanty, and, unless
subject to secondary interprétation, uninformative." (p.17.)
It is important to differentiate this kind of closed system
anti-scientific thinking from the problems and difficulties
encountered in fge actual subject matter of the area. ‘ Certainly
Ellis (1963) is very keen to differentiate the scientific from the
 unscientific and even the anti-scientific with whom %here can be
'mo argument - as long as they frankly admit that science
is not their goal, and that faith, religion, mental healing
or some other non-scientific oﬁject is". (p.83.)
The contrast between Freud's (1955) original conception and the

attitudes at which these criticisms are aimed is great. He wrote

“psychoanalysis is not, like philosophies, a system starting



"out from a few sharply defined basic‘concepts, seeking
to grasp the whole universe with the help of these and,
once it is completed, having no room for fresh discoveries
or new understanding. On the contrary it keeps close

to the facts in its field of study, seeks to solvé the
immediate problems of observation, gropes its way forward
by the help of experieﬁce, is always incomplete and ‘ready
‘to correct or modify its theories. There is no
incongruity (any more than in the case of physics or
chemistry) if its most general concepts lack clarity

and if its postulates are provisional; it leaves their

more precise definition to the results of future work".

Having briefly discussed some of the problems of the social
organisation of psychodynamics it is now my intention to look at
some of the content problems of the area which affect its
.scientific stature. I will divide the discussion into two
sections, firstly a discussion of the problems associated with
the theory and constructs, and secondiy those problems associated
with operationalisation and practical difficulties. This
discussion will not incorrporate all those criticisms and problems
vwhich have been made and directed at psychoanalysis and psycho-
therapy as the‘therapeﬁtic process is not coincidentgl with th;
research process. Basically the research process I will take to
be concerned with knowing i.e. essentially diagnostic whereas the
therapeutic process‘i will take to be normative i.e. concerned
with change and end-étates. Hence the following discussion will
preclude the difficulties of defining ends and consequent criticisms

of therapeutic methods.



Pgychoanalysis has, as one of its basic assumptions, the
importance of symbolic processes. Kubie (1952) distinguishes two
kinds of symbolism uéed by man,

‘ “Oneigives him the-ability to make condensed abstractions of
concrate experience and to‘contemplate them and act on them
and communicate them to others in the form of psychological
processes of which he is aware. Thgse constitute his
conscious purposes, conscious feelings and his conscious
thoughts which he exprésses.deliberately by means of acts.
gestures, facial expressions, sounds, words and written
symbols of words.... At the same time there is another
symbolic process, by means of which in disguised and
denatured forms man gives partial expression to psychological
processes of which he is not only unaware, but aiso unable
to become aware, by any simple process of direct self-
inspection". (p.48.)

Whilst the province of psychoanalysis has been traditiorally
the latter area of symbolism, Kubie gdes on to generate two
"central technical problems" with regard to research in the area
which incorporate aspects of the former area of symbolism:

"(1) How can we appraise with qualitative and quantitative

precision the relationships between conscious and‘unconscioué

levels of symbolic activity, when these operate‘concurreﬁfly'

“and interact on each other continuously.

(2) How can we impart this khowledge to patients." (p.51.)

Because of the nature of the research problem in question, it
is not my intention to explbre (2), but (1) seems to possess central
significance regarding the psychodynamics of organisation development .
consultants. This research is concerned not only with the values

they hold (first level symbolism) but also with those they avoid



(second level symbolism). This raises what is probably the most
fundamental problem in psychoanalytic research, theAproblem of

inference.

The subject matter is concerned as much with what the respondent
does not do, does not believe, cannot feel, as it is with those
.things which he does, which he believes and which he is able to
feel, It is also concerned with the interactions between these.
Usually, it is the former, the hidden level which causes the most.
serious research problems both theoretically and in terms of
oﬁerationalisation.

Because we have to infer the mechanisms which are operating
there is no general agreement of the cartography of the mind at
this level. VWe are .dealing with forces and siructures which are
not directly observable and which often do not lend themselves to
quantitative analysis. They have to be inferred from what the
respondent says or does, and sometimes from what he does not say
or do. Melanie Klein's view is but one of a multiplicity of
views ‘on structure and interascticns within the sfruéture, which
are available within the -analytic school let alone those beyond
it. Thus, writers on the subject piece together constructs based
on the assumption that individuals believe,‘behave or exéerience ‘

"as if" (Bion, 1961)
some force were operatiﬁg to produce this effect. gaving
inferred the existence of some force from a piece of observable
~ or measurable - behaviour it then becomes a'logicélrimpossibility
to disconfirm the existence of the envisaged structuré or part
of it from the standpoint of,thatxstruCture. Hence, rather
than researching the fundamental constructs used in psychﬁanalysis,
_'much of the work merely demonstrates the utility of the concepts

and’therefore justifies their retention. Such a criticism is true



particularly of the case study methodology often used in psycho—
analytic research which often interprets phenomena in ways which
are consistent only ﬁith the best canons of analytic theory.
Thi;‘leads t0 a second major difficulty in researching
psychoanalytic variables namely the difficulty of disconfirming
the hypotheses, or giving the hypothesis a chance to be dis~
confirmed. Seaborne Jones (1968) has addressed himself to the
problem of falsifiability of hypotheses. le comes to the
conclusion that whilst some are\falsifiable others are not.
He discusses a 1ist of twelve typical kinds of psychoanalytic
hypothesis (p.100-106) and at one point discusses hypotheses
regarding classes of people or communities. With regard to
these he uses the example of accident proneness and the psycho-
analytic interpretation of this.phenomena as due to unconscious
~aggressive impulses. He concludes that whilst it may be possible
1o produce evidence of various kinds that would make a strong
prima facie case that some people are accident prone, it is not
possible, outside of the consulting room, to provide evidence
relating to the explanatory hypothesis concerning unconséious
aggressive impulses. Tﬁis could only be done if the subject ﬁere
{0 become aware of such impulses which coincided with certain |
accidents. These can be seen as the different questions and the
different evidence regarding sdciologicah and psychoanalytic'“proof".
This point has some considerable potency in con;idering the
issue of the values of»organisation development consultants. VWhat
is being said is that it may be possible to produce and test hypc~
theses regarding this group, but at this level of analysis it is
not possible to test causal hypotheses. This is not to say that
the research has no value, but merely to limit its scope. The

research will be concerned primarily, therefore, with description



and insight rather than with ascribing causality. One important
and related point made by Seaborne Jones (1968, - p.105) is the
relationship of hypofheses to ideas. He suggests that psycho-
analytic gotiohs, particularly those regarding unconscious
processes can make important contributions to other disciplines
particularly in relation to testable hypotheses within thoése
disciplines. Hence, in the example above, it may be possible

t0 ascertain the accident~proneness of one group, but the idea
of unconscious aggressive impulses can provide inéights into
causality which would not be available through sociological
explanation. Following from this, it would not be possible to
test such insights having phrased them in hypothesis form outéide
of the consulting room.

In terms ofAtraditional scientific method, neither of these
two theoreticél difficulties necessarily deter scientific research
in this field. Seaborne anes,.in pointing out a number of
resemblances between psychoanalysis and physics uses Toulmin's
(1953) argument that both psychoanalysis and physics deal with
natural phenomena, and are concerned to seek the

"form and scope of regularities which are found to‘happeﬁ,

not universally, but at most on the whole"
and

"introduce models which help us explain, represent, and \

predict the phenomena under investigation™ (Seéborne Jones,

1953, p.22).

The argument goes on to suggest that both disciplines use constfucts
which are application neutral. One might add that both disciplines
are involved in deriving predictions from theory on the basis of
these constructs and then seeking to test these predictiohs in as
contfolled a fashion as possible. Just how feasible this isAin

psychoanalysis will be discussed shortly.



With regérd to the falsifiability of hypotheses, the issue
to a great extent already has been discussed. Obviously what
differentiates scientific from other endeavours is the rigorous .
and contrélled testing of stated beliefs in order to ascertain
whether such belief is, in fact, the case. In situations where
control is difficult or even impossible for a significant number
of variables, and particularly where inference is important, it
is possible to concentrate upon descripiion of wvhat is observable
and measurable and then to view findings in the light of psycho-
dynemic ideas. Where one critical experiment is not poesible,
then it may be necessary to adopt a methodology which involves
validation by several independent measures which, when tzken
together, may provide a convergence of eridence toward a particular
viewpoint. With regard to this.thesis,.data has already'been
recounted regarding the literature on organisation development’
consultants. Obviously fu;ther'tests are necessary, but
cbnvergent findings across a number of independentvmeasures
produce stronger support for the holding of views which are
difficult to'validate. This methodology is not new. Campbell
and Fiske (1959) ad#ocate a similar methodology albeit in an
. experimental setting with consideréblynmore constraints regarding
acceptable levels of validity. However, the basic principle of

validation through convergence of different measures of the same
:phenomena remains the same.

Quite apart from these abstract considerations, research is
made difficult in this area by a number of important and related
operational pfoblems. The first of these concerns the problems
of self-knowledge of the researcher. Because the subject matter
is concerned with what is inferred from the behaviour of another,

the perceptual qualities<of the observer are an important part of



the research process as well as the explicitness of the categories
to be used. The former relateé directly to the self-knowledge of
the researcher and particularly his more gross distortions of
perceptiog'due to personality needs. Such distortions can limit
not only the researchert ability to perceive evidence, but also

his mis-reading and self-deception regarding the research gquestions.
Alexander (1960) puts this well,

"He (the researcher) has motives which he excludes from

his own consciousness and does not want tc admit to

himself, and will not, therefore, be able to detect in

others." (p.26.)

I+ is interesting to ﬁote that with regard to this thesis the
author went through a particular set of experiences following
shortly after the non-directive interviews with organisation
developmerit consultants. Briefly these experiences. culminated
in what can only be subjectively .described as a2 re-integration of
a previously denied aspect of the author's personalify regarding
what Perls (1969) would describe as the top dog - under dog dichotomy
(see p.l28}1 It was only at this point that the author was drawn
to a réanalysis of the data éollected and was able to see the
possibility of patterns in the data‘whichvwere previously unavail-
able to him. Such expefience may not be unusual in sociel science
research, but becomes an extremely important issue‘in the area 6f
psychodynamics.

A second problem’can be seen-to exist in the relationship
between researcher and repearched. It may not be possible for
{the reseérchef to understand the world of the respondent, not
because of his own repressions, but because of great individual
differences, not just of a psychological but also of a cultural
or ethnic nature. This is seen most of all in underétanding

i



psychotics or savages in that the researcher often has no empathetic
ability because of a lack of shared experiences, but these extremeA
cases illustrate a general phenomenon insofar as one may suggest
that it ig never possible completely to share and understand the
experiences of another.

A third probiem arises with regard to the subject of the
research. In terms of researching areas such as values, two
problems ensue. Firstly he, like the researcher,; will be subject
to his own .repressions, and may not have the'reqﬁired data avail-
able to his own conscious thought processes. Secondly, and

'particulariy with regard to non-observational methods of collecting
data, there will be distortion of the data due to the social act

of its .collection. According to how the respondent pesrceives the
researcher, and the transference between them, this will dictate
the amount and quality of information that the respondent will |
divulge.

This problem leads to the more general problem regarding the
nature and need for controls in researching this area. So far,
some.difficultieé have been recounted regarding the control cf
variables within and between the‘parties concerned in the research
‘effort. This is an extremely difficult process as Frank (1966)
points out, |

".ee. the purpose of controls is to answer the question:‘

how sure are you that you really know what you think you

know? Problemé of control arise only after a researcher

thinks he knows something - that is after he has an hypo-

~thesis that certain variables are related in a certain

way.... The purpose of controls .... is to exclude

élternative hypotheses. The level of certainty at vhich

the truth or falsity of an hypothesis can be established



"js a function of the accuracy with which the relevant
variables can be identified, measured and manipulated.
Therefore the degree of possible and desirable control

in a particular field of study depends on its stage of

development". (p.79.)

He goes on to.suggest that

“"since few of these variables are as yet adequately defined

and the researcher can directly observe or manipulate only a

few of those which are important, it is obviéus that the field

of psychotheiapeutic research is still at a relatively

primitive level™. (p.79.)

.One may add that fhis could be seen as being true not only of
psychotherapy bﬁt also of the wider field of psychodynamics.

A f£fifth problem refers to the difficulty of operationalising
the concepts of psychodynamics even when they are theoretically
clear. 'This is diréctly related to the two subsumed problems
regarding the nature of what may be taken as evidenCe, some. of the
problems of which were discussed earlier, and the difficulty of |
measurement in this area. Quite what constitutes unconsciown
guilt, projective identification or even defensive behavioui has
been,and still is, the subject of intense debate amongst writers,
and this makes the problem of the researcher that much greater
egpecially when the same piece of behaviour ié capablg of mulfiple
interpretations.‘ Whilst the researcher may be quite clear what
he means there can be no’guarantee that others will be equally
clear or that he will have contributed toward the understanding
of external reality.

A final problem,'related to the previous writing concerns
that>of replication. One criterion of scientific work is its

reproducability under identical conditions. The problem in the



social sciences is that conditions, other than for fhe more super-
ficial experiments are rarely reproducable. This would seem %o
be particularly true of research on organisations or on members of
organisa%ions where the environment is so turbulent and impinges
directly on the subjects. I{ is also true of research in the
area of psychodynamics, a science at the stage of developnent
vwhere certain general maps have been produced, but where there are
fluctuating and changing itineraries, not only differing from
person to person but also changing for any one person over time.
Clearly this poses significant problems for the researchexr who
wishes to contribute to knowledge in the area, perhaps less so for
the researcher who wishes'tb utilise some of the concepts developed
to contribute to knowledge in a separate area.

Having outlined some of the methodological probl;ms of doing
research in this area it is now my intention to relate. these
problems to the specific situation of the research on the sources
of values of organisation development consultahts and then to
explore some altermative research designs. A restatenment of the

three major hypotheses to be tested will be included at +this point.

The hypotheses to be tested

The first hypothesis concerﬁé-the dependency hypothesis or as
Keniston (1968) termed it the "red diaper baby" hypothesis. This
general hypothesis states that radicals adopt values from radical
families where .

"the fersonal development of the radical is portrayed as

smooth and uninterrupted, as a simple assimilation of

"parental values of dissent and indignation at modern‘society,

coupled with a determination t§ work toward correcting

injustices". . (p.47.)



The second hypothesis is the counterdependency hypothesis ox
"radical - rebel" hypothesis. This states that the radical is
acting out

"a violent rebellion against and hatred of all male,

parental and societal authority". (p.46.)

Hence values are counterdependent on those of his family.

The third hypothesis is the "split ego" hypothesis. This
states that the radical adopts a value stance which defends him
against certain painful experiénces and vhich involve a complicaied
set of'interrelated psychological mechanisms. In each case,
following the earlier argument, I am equating "radical" with

organisation development consultant.

Characteristics of the three general hypotheses

In psychological terms, hypotheées one and two can be seen to
possess certain similarities to each other and certain similarities
and differences from hypothesis £hree.

Hypotheses one and two can be seen to be different sides of
the same coin, and as such involve similar mechanisus. They
involve archaic influenceé and are centred on parental commands.
They can be seen in Freudian termsﬂgs hypotheses regarding superego
"formation, or in Transactional terms as hypotheses concerning the
contents of the parent ego state (and the related child ego state
responses) . These hypotheses can be seen as similar to hypothesis
three in that the latter is also concerned with introjecfion’from
the environment and internal response to that intrqjection. Hypo-
thesis three, however, can be seen as a hypothesis concerned with
ego functioning.‘ It is concerned with the persdﬁal causes of
behaviour and cognition rather than the parental causes. EHence,

although the socialisation process itself is important, it is fhe



internal reactions of the ego vwhich are the focus of this hypothesis
rather than the introjection of external values.

The three hypofheses also have similarities and differences
with réga?d to researching them. All three hypotheses are subject
40 the point made earlier by Seaborne Jones regarding psychodynamic
research on groups and communities, that the ultimate evidence
would be found only in the consulting room with individual respondents
probably over a long time scale. Hence, all fhree hypotheses are
only open to investigation on what he terms the "sociological level".
© By this I may take him to mean the aggregation of data collected
individually which produces results particular to one gféup and is
open to psychodynamic interpretation. Any such interpretation

would seem to be more valid, the closer the operational measures
are to the theoretical consfructs. This problem is discussed in
more detail below in exploring alternative research designs. Quite
apart from this, all three hypotheses are open to the difficulties
recounted earlier in theoretical terms regerding the testing of
psychodynamic hypotheses. The third hypothesis, however, does
provide particular problems. VWhereas hypotheses one and two are
concerned with the comparigson of personal values in relation to
- internalise parental falues, hyp&%ﬁésis three is concerned with the
"relatioﬁship of owned values with denied values. The very mechanism
“of denial precludes this area from cognitive exploration. Hencey
in terms of research design, hypothesis three wiil need to adopt a
more unobtrusive measure than hypotheses one and two.

Operationélisation of concepts and research design for hyrotheses
one and two

General approach

Tollowing the argument from above, hypotheses one and two can

be seen as having certain interdependencies. Further they are



concerned with the relationship between the individual respondent
values and his internalised parental values. These variables may
by hypothesised to be related at several different levels, cog-
nitively and emotionally, having a rational aﬁd a non-raticnal
component, consciously and unconsciously. One measure which counld
be used would be to compare the self-perceptions of organisation
development consultants on a number of value dimensions with the
way in which they perceived their parents on the same dimensions.
This would serve the function of the respondént comparing the
values in the adult ego state (in Transactional terms) with those
that he perceives in the parent ego state. Hence,. this would be
a measure of perceived introjection of parental wvalues available
to the respondent at a conscious and preccnscious level (the latter
being that level at which he does not normally collect data, but
at which he is able to collect data when requested). It is
essentially a cognitive measure, and is open {to criticism regarding
unconscious motivation, but it was felt that parental controls wére
partially, if not predominantly, available to conscious thought
processes and that support for hypotheses one and itwo on this
cognitive measure would require much more detailed study at an
“emotiopal and unconscious level. - Conversely, negative findings
on such a cognitive level would not rule out completely the
possibility of repressed parental commands and repregsed reacfidns
2to those commands playing a vital part in the values of organisation
development consultants. On balance, however, it was felt that |
the cognitive approach was a reasonable place to begin research
with regard to hypotheses one and two, particulérly when considering
the population under study who, as professional sccial scientists,
should have encountered at least some of the contents of their
parent'ego states in their professional tréining, and have this data

available at a conscious level.



Instrument design for hypotheses one and two*

The instrument to measure hypotheses one and two; vas designed
in two payts, one part containing background demographic data, age,
occupation; education details paying special regard to any formal
social science gualifications held. Apart from obtaining control
information with which to compare the organisation development
group with other groups participating in the study these early
qﬁestions introduced the respondent in a non-threatening manner to
the personal nature of the data required. TFuxrther, this theme
vas taken up in the next tlree questions which, whilst also giving
control data were included for two other reasons. TFirstly, they
asked the respondent fairly detailed personal questions regarding
his family background in terms of the type and size; the socio-
economic class and the sdcialimobility of the family in early and
middle childhood. Secondly, they were included as qﬁestions which
may obtain significant research information in their ovm right.
Family data had produced interesting information in other studies

" on student radicals (Flacks, 1967; Bay, 1967) and it was felt that
the inclusion‘of questions in this area may produce some interesting
findings.

The second part of the instrumént was designed to investigate
hypotheses one and two. If dependency theory is to remain a viable
explanation then the organisation development group would havé a .
significantly higher positive correlation between ocwn and perceived
pérental valuest*. Counterdependency theory would produce higher

~ negative correlations befween own and perceived parehtal values.
The distinction between own and perceived parental values corresponds

to Kluckhohn's (1951) distinctions between desirable (superego~parental)

*- A copy of the interview schedule used can be found in appendix 18.
** "Parent" was intervreted breoadly to mean significant authority
during that period under consideration, i.e. not necessarily

actual mother or father.



and desired (ego-own) values. The instrument need not be
especially sensitive to the measurement of the individual motivation
of resvondents, but must be able to be used to test for significant
differences between one group and another.
A number of dimensions of valuation were needed on which

comparisons could be made. It was decided not to include a list
of classic values of organisation development described earlier.
This was because it was felt that such a design would have been
100 indicative to respondents of the hypotheses uﬁder consideration.
Secondly, as recounted earlier, organisafion development consultants
have been observed to hold warying value sets. Thirdly,
gome values in the literature of organisation development would
not have been relevant for respondents' parents. Thus a decision
was made to produce a list of value dimensions which would be
relevant to change agents, but unambiguous and sufficiently
disguised that the respondents would remain in ignorance of the
hypotheses and hence not distort déta. This also meant that the
value dimensions were more of a general "life" nature than being
specificall& wedded to the world of work. Two sets of values
were considered, one theoretically derived end the other empirically
derived. Firstly, Flagks'(1967)<list of values was considered.
These were: |

Romanticism

Intellectualism

Humanitarianism

Moralism

A1l correlated highly with student activism and were empiricélly

derived frém the analysis of a series of interviews of student

activists which related own to parental values.



The second set of values considered were those Geveloped
by Spranger (1951) who classified types of men by their
"evaluative attitudes™. Richardson (1965) after Allport et al,

criticises this original work for

"holding a somewhat flattering view of human nature.

He does not allow for formless or valueless personalities,
nor for those who follow an expedient or hedcnistic
philosophy of life. The neglect of sheerly sensuous -
values is a special weakness to his typology. His
atfempt to réduce hedonistic choices partly to economic

and partly to aesthetic values seems unconvincing". (p.3.)

Nevertheless, Sprangeris categorisation has beeh Qidely used
over the years it has been oﬁerable and, as a set of dimensions,
provides a useful contribution. The dimensions themselves are
as follows: _ |
Aesthetic
Theoretical
Social
- Religious
Ecohomic I
Poiitical‘
The final set of values on which own and perceived paren£al
‘cqmparisons were made combined the‘two lists.of value dimensions

into the following list of six dimensions:

a) Ideas, theories and ﬁnderstanding - the intellectual side of life.
b) Feelings and emotions - the emotional side of life.

c) Interpersonal and group velationships - the social side of life.



d) Spiritual belief - the religious side of life. -
e} The way society is and should be ofganised ~ .the political
side‘bf life.
f) Wealth, material goods and servicés -~ the economic side of
life. |
This list of values was used in asking each respondent to
"think of yourself with regard tq each and then rate both of your
parenté according to whether you see them having a higher, a
llower, or about the samé concern as yourself for each". Thus the
respondent Qas asked to reveal something of his intrapersonal
>vdynamios by providing a comparison between the adulf and parent

ego states with regard to the dimensions.

~Administration

The instrument was piloted on ten respondents all of whom were
practising organisation deveiopment consultants or researchers in
organisation development. The fhraseology of the instructions was
changed once as a result of this pilot, several words being used
instead of "concern". Eventually it was decided to use '"concern",
as this seemed to reflect the content free emphasis that respondents
and their pérents may put on the va}ues fo be used. Also in this
pilot three methods of gathering the data were used with the pilot
group: : ' o | .
~a) Postal - here the respondents reported that the'fime given

to think through their responsés_often ied'them into areas -
of ambiguity in the dimensions. They had some éifficulty
in making the global judgements required, the instrumeﬁf
5ecoming more of a tool for self-analysis than a reséarch
instrumenf. This relates to the earlier ﬁointbiegarding
the instrument being a bioad,measure rather than providing

detailed data on any individual respondent.



b) Face-to-face interview schedule - here the-respondents had

th

iittle_difficulty and  responses were quite smooth.. . However,
the presence of the researcher often provided a situation

in wﬁich discussion, sometimes verging on copnselling, took
ﬁiace. In a minority of cases there was astendency to
“embark on these discussions in the middle of th interview.

“IBTHis Tesulted in more data being generated ‘than required.

TerTs e i S
c) Interv1ev schedule by telephone " This seemed to be the

best method tried as the contact allowed discussion of
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amblgultles, but the constraint of the 'phone seemed to

a\mf:""ﬂc . - I
have the effect of 11m1t1ng the response to the requlred

<epo-soomr - .
data w1thout embarklng on long hlstorlcal discussions.

‘éﬁfﬁidﬁeflaStﬂpoint that was learned from the pilot interviews
was thaét “thé overlap between diménéiéns;ahd~the?genéric‘nature:e7~
B Cééé}i-’dixﬁénsioﬁf should “be -stated 6 the ’res’ponden't:%at “the 'start.
'Qfﬁfs;séémed to produce a more realistic contract'for'the'datav

‘?fé&ﬁfre&;in which-respondents-were -better :prepared to make general

gdgéments. - - T

As a reSult’of this rilot it was decided to,ﬁserteleﬁhone
eiﬁtéfﬁiews*éhere possible, and face-to-face administration where
:ZTtﬁis was not possible.’ This had.%hé‘added advantage of;;
g?&bllltatlng data collectlon by redL01ng the travelling time of

'the teSearcher. - - LR Ll Tt i T
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ease of definition of organisation development consultant as
all possible respondents were a self-selected sample; In
terms of the overall project, this methodology was quite
acceptabie. A large proportion (80:) of those identified
és organisation development consultants in the original survey
of the chemical industry had enrolled as network members.
Hence, selecting from the network produced a situation of
easing administration without harming the continuity of the
project. Twenty respondents were chosen, and in the event
it was possible to contact tweive and collect data. All data
was collected in confidence by telephone interview. It was
explained to each respondent before the interview that individual
data waé of ho value in isolatibn and only»aggiegated data was
of use. Some respondents began by making only a tentative
agreement to help, particularly wheh they realised the subject
matter was so personal. There was, however, a surprising
willingness to reveal data, and of those respondents who were
contacted, none refused to cohplete the interview and all
reported finding the inferview and the use of the telephone a
relatively painless way of collecting data and helping in
- research. _

Two other groups were included in the research to'provide
some comparative data. These were bofh in-college largely
post-experience groups who were comprised of managers working
for vart-time qualifications. One group comprised individuals
working for the diploma in management studies. Their back-
grounds were diverse and their present jobs were varied and

included various business backgrounds as follows:



marketing management ~ 2 respondents -
librarian ~ 2 respondents
organisation and methods ~ 2 respondents
line managers - -3 respondents
training officexrs - 2 respondents
social services : o= 1 respondent
research and development ~ 1 respondent

The second group comprised individuals studying for the
professional qualificatioq of the Institute of Personnel Manage-
ment. They were included in the survey to provide data from a
group with‘a similar occuéation and a similar role within the
organisation. This was in contrast with the group reading the
diploma in management studies who were included to provide data
from a pesrspective of differing backgrounds and occupations.

Hence, suppdrt for hypotheses one or two could be found if
there was a significantly greater agreement or disagreement
between the own and perceived parental values on the six -
dimensions between the organisation development group in com-
~parison'witﬁ the other groups. It was decided that the analysis

-of data should feflect this primg;ély in terms of the individual
aimensions but also with regard to the composite scores of.the

dimensions taken together.

Operationalisation of concepts and research design for
hypothesis three

General avproach

With regard to the values of organisation development
consultants, hypothesis three relates the cognitive aspects of

a partidular value set together with the underlying emotional



causes. By suggesting that certain cognitive beliéfs serve as
protectionvagainst anxiety caused by evenis in external reality
triggering conflicts of an internalvsymbolic nature, this
hypothesis relates both cognitive values and internal emotional
dynamics. Moreover, this hypothesis is concerned muchvmore
directly than hypotheses one and two with unconscious phenomena.
The issue in question is less concérned with the respondent in
relation to his perceived parental figures (me in relation to
others) and more with his identity (me in relation to not—me).'
This places immediate cdnstraints upon the design discussed
earlier in the beginning of this chapter, regarding the problems
of psychodynamic enquiry. It places impossible éonsﬁ?aints on
asking direct questions which would be asking the respondent to
outline who he was not and why. Hence the research design had
to incorporate indirect measures of the concepts involved and
so it was important to tie in suéh measures as close to the
theoretical constructs as'possible in an attempt to overcome
problems of validity. A number of alternative approaches to

the problem were considered:

a) The solution of problems approach. Here the approach

was to present the respondent with a series of problems

or short case studies and ask for his analysis gnd

solutions. These would then be analysed in terms of

the psychodynamic constructs of Kleinian theory. This
approach had the advantages of providing questions to

the respondent which accorded with his work frame and

did not appear to be too psychoanalytic aﬁd off-putting.

The disadvantages lay in devising cases or problem~-situations

which were sufficiently short yet rich in data to allow



the respondent to produce analysable responses. VWhilst
the respondent may produce considerable data regarding fhe
contgnt of the case or problem,rit may prove extremely
difficult to relate this back to his values and in many
cases impossible except by the broadest inference tc relate

this to his own emotional dynamics.

The psychophysical approach. Within psychiatric research,
both the psycho galvahomete¥ (g.s.r.), used to measure
rapid changes in skin eonductance, and the tachistoscope,
used to measure the speed of perceptual performance, have
been utilised. In fact some of the latest research on
schizophrenic patients has produced consistently peaked
responses.to threatening stimuli which has been interpreted
as an overreaction fiom the respondent which causes high
levels of arousal followed in a short time by mechanisms
of denial and the consequent sharp fall-off in response.
The problems of validity still remain even with psycho-
physical measures. Although Woodworth and Schlosberg (1965)”
suggest that to ask
"whether or not the geSeT. méasures emotion ... (is)

| a poor question" (p.158)
there is still no agreement concerning the mechanisms causing
~ changes in skin conduciance which psychophysical methods
may measure indirectly; Further péoblems were encduntered
in piloting one of these methods with six feachers and
résearchers in organisation development using a portable
fachistoscope.

: Firstiy there were physical problems with the

equipment, given the difficulties of controlling conditions



outside of the laboxratory situation. Secondly, the
method used was to produce stimuli of words of positive,

negative and neutral affect (matched for length and of

equal size, geographical location on the page and typeface)

in the expectation that the positive words would be seen
faster than the neutral words’which, in turn, would bé

seen féster,than the negative words. | This was using
McGinnies' (1949) construct of ﬁerceptual defence. Vhilst
this proved to be tiue for some respondents, it was not
true for others who seemed to show the related phenomena

of perceptual vigilance by seeing the emotionally laden

‘words (both positive and negative) faster than the neutral

wdrds.‘ This raised the further problem of their‘orienta_
tion to work and the role in which they worked being
important determiners of response quite apart from
personality. TFor example; those working in systems
focussing on high levels of emotionality may respond

out of these essentially short term "habits" than any
ionger personality trait. This is a recurring problem
which has been referred to earlier and to which I will
return. Thus, although ps&éggphysical methods had been
used before in research on individual values (Postman et_ai,
1948; énd Bruner and Goodman, 1947).311 of the‘above
problems, both theoretical and practical combined to make
this a veiy difficult strategy to implement in the present

research.

Focal role strategy. A third alternative strategy which

was explored was to view the organisation development

consultants in their organisations as holders of focal



roles. J+t would then be possible to explore the network
of affectual relations centring upon that focal role and
hence to view this affectual network in the light of

objeét relations theory. This approach has the advantage
of dealing with the respondent in the live situation

where data is available concerning his everyday work
relations, It has a major theoretical problem in

ensuring that any data collected is.relevant‘to the
affectual nature of the theory. One majof assumptioﬁ

nade is that role theory is extendable inté the affectual
area. - Again the problem of sociological versus psycho-
dynamic explanation causes difficulty. The research
question raises the issue of relevance of psychodynamic
causes, and this measure does not address that issue.
Whilst this approach may provide some inferesting
descriptive data it does not allow for the possible
diéconfirmation,of hypothesis three as there is no direct
péychgdynaﬁic measure. It would be impossiﬁle to tell
whether o:ganisation development consultants were seen in

a particular way because they were consultants in organisa-
tion development oxr becauseusf their personality character-
istics. The probability is that it would be a combination
of the two.‘ Quite apart from this theoretigal problem,
the practical difficulties of gaining entry into host
organisations and obéaining personalvdata of an affectual
nature from organisation development consuitants and others

in their organisations was seen as a major problem.

Projgctivé testing strategy. Unlike the previous strategy,

the idea of projective testing concentrates exclusively

b



‘on psychlogical variables. Hexe the respondent can be taken
outside his everyday context and asked to respond in his own
idiosyncratic way to ambiguous stimuli, the result being tzken
as a measure of personal characteristics. Such an approach
would provide a moré acceptable measure of hypothesis three
assuming that the content of the test could be related

direétly to the variables in the theory.

- Given this general summary of some of the strategies which
were considered to test hypothesis three, it was decided to pursue
strategy d) as this seemed to be the best strategy for investigating

psychodynamic variables directly.

Inétrument design for hypothesis three -

In order to design an instrument for use in testing hypothesis
three, one major problem was to overcome the effect of a reference
group based explanation and link the measure as directly as possible
into personality characteristics. This was largely a problem of
deciding upon the stimulus to be given. IEarly designs, in itrying
to make any mesasure relevant for potential respondents working in
ongoing organisations,<a11 found difficulties in producing stimuli
too spécifically relatéd to the role of the organisation development
consultant.

Finally, it was decided to use an existing bsthological\test
which was not direﬁtly related to the organisatiop development
consultant role and provided a highly ambiguous stimulus against
which to test thevhypothésis. It was hoped that this would 1imit
the impact of learned role responses and hence be tied as closely
as possible to more personal charaéteristics. The test in question

was the Object Relations Technique (0.R.T.), (Phillipson, 1955, 1973)

a projective test designed "with sympathies" to Klein and Fairbairn's



theories of object relations aﬁd incorporating aspects of both

P.A.T. and Rorschach. The test is based on certain assumptions

some of which are common to all projective tests, namely that
"an individual will select from the perceptual field and

structure what he selects, to fit with unconscious object

relations which in early life were phantasied in order to
satisfy a primitive need. At the same time he will
characterize what he sees in terms of object relations
which have bzen built up in order to guard against the
consequences he might result from his unconscious wishes.
The individual will also attempt to obtain relief of
such unconséious tension systems without violating the
rules and logic imposed on him by his conscious awareness
of external reality. Here his intellectual abilities
will be the chief mediators." (Phillipson, 1955, p.13.)
~Thus Phillipson identifies £he relationship between the inner
psychic world, and the world of conscious external experience.
It is by using this test that the aim was to reduce the external
preésures on individual beliefs to a minimum in order to study the
inner psychic world in greater detail. . The issue then becomes cne
of identifying clues or signpostéﬂéﬁ this world of inner experience.
Philiipsbn (1955) again provides an excellent summary -
| ".ees in any situation wherevhe is under the dominance of
unconscious phantasy, intellzctual and ego efficiency_will
be weakened and tension will thereby be increased rather
than controlled. On the other hand, where the unconscious
‘tension is relatively easily relieved by defensive efforts,
a large measure of freedom and emotional resources are
available .... to use in reality-based relations with the

external world. ‘In such circumstances the individuals



"relations with other people will'be guided mofe by a
realistic appraisal of, and tolerance for, the individuality
of others. Similarities and differences will be perceived
for‘ghat they are rather than in terms of cues inviting the
satisfaction of a primitive need, or representing a frgstraw
tion of such needed relations, or intensifying related
anxieties"; (p.13.)

From this it is-important to look for those aspects of response
fo the O.R.T. stimuli which contain a positive o? negative affect,
and particularly those aspects which tend to be repeated over the
whole O.R.T. sequence.v Hexre the blénding of both the T.A.T.
contribution of making the picture material and story direczly
concerned with relations between people, and Rorschach whicg
provides suffioignt ambiguity of stimulus to allow idiosyncratic

interpretation, is particularly appropriate for the task in hand.

Structure of the Test

The test consists of three series (A, B and C) of four pictures
each plus a blank card which is used as in the T.A.T. method.
Within each of the three series, one, two,three person énd group
situations are presented to the respondent. These are presented
with variations in the amount of structure and detail in the pictures
varying from the A series which is presented with the himan figures
in vague silhouetteg through the B series in sharp biéck and white
contrast, to the C series which is much richer and uses colour,
parficularly intrusive red into soft/warm settings. Human figures
purpqrt to: be ambiguous with regard to sex, expression of faée, etc.,
and can, and are, interpreted in many ways. In general, hoﬁever,
the normative data suggests that the'picfures tend to evoke con- |
flictual humén relationship themes although cues to thése kind of

themes are not given in the pictures.



Pictures are preseﬁted in a set sequence designed to avoid
"sets" being created around the A, B or C series.or the one, two,
three person or group situations. Respondents are asked to
cpnstruct.stories emphasising

"how the situation came about, what is going on in the

situation and how it turns out". (Phillipson, 1973, p,lo.)
Prompting can be undertaken at the end of the first story or non-

directively later if the respondent has difficulty.

Previous use of the Test

The 0.R.T. has a primary use in the clinical setting, providing
data for interpretation by a psyoholégist prior to analytic and
therapeuticisessions. The test is designed, however, 1o be accept-
able to both normal and clinical sgbjects. To this end, the test
has been used in industrial selection situations and also as a
research instrument although normative data'conéerning the latter
is very limited.  Response nor@s can be found in two studies,
Phillipson (1955), who sampled fifty outpatients, and 0'Kelly (1955,
1957). Three other studies have been made on hospitalised samples,
Orme (1959) who compared male schizophrenics with Tavistock out.-
patients and a group of neurotics?lﬂaske11'(1961), who;compared the
aggressive content of 0.R.T., Rorschach and T.A.T. protocols of
schizophrenics with their observed behaviour and conciuded 0.R.T.
was more highly correlated and Rayner and Hahn (1964) who found
relatively more "successful" patients in psychotherapy could be
distinguished from lesé "successful" patients on a number of
dimensions. Two later studies are worthy of mention. Phillipson
and Hopkins (1964) used the 0.K.T. in relation with a tachistoscope
and conclude with a number of findings which '

"support the general assumptioh that the perceptual process

reflects the dynamics of personality". (p.1%)



Coleman (1969) has used the O.R.T. to investigate tﬁe
: develqpmént of percepfion of interpersonal relationships of
grammar school boys during adolescence.

Thus.the test has beeﬁ used on both clinical and normal
subjects and for analytic and reseagch purposes. One imporiant
contribution‘which sought to provide summary data on O.R.T. in
the clinicallsituation was that of Coleman, Elkan and Shooler (1970).
A number of interesting points are made concerﬁing,the O.R:T. in
action, and further reference will be made bglow to some of the

‘findings.

0.R.T. and the values of Organisation development consuliants
The 0.R.T. then was éeén as a good method of gaining accass
to the inner emotional‘world exemplified in hypothesis threé, but
the problem still remained concerning the operational measures
associated‘with the test. The fact that the test usually was
used in a clinical setting where individual interpretation is all
important and that there was little noxrmative data led to problems
in deéiding what would be comparable norms for a group 6f organisa-
tion ‘development consultants.  The nature of the test was guch
that to inflict it on a sufficiently lérge random sample of the
pobulation at large to generate response norms was hardly fealistic.
Coleman, Elkan and Shooter (1970) provided‘considerable heiﬁ
in this dilemma, as oné of their aims was to .
"ascertain wﬁethér particular features of the test
~ differentiate between clinical groups". (§.761.)
Effectively thié meant the production 6f normative data on various
dimensi§ns‘for each of the clinical groups. - Not only this, but
the Coleman et al sample waé éelected on fhe-basis of being clearly
above average intelligence and aged between 17 and 39.. Both of

these criteria were not in disagreement with what is known and



believed about organisation development consultants (for example
see appendix T, group A). Further nearly three quarters of the
Coleman et al (1970) sample were men, again a prbportiqn in a
similar direétion to organisation development copsultants. In
guch a difficult and sensitivé area as this it would be spurious
to talk of cohtrol groups, but the data available from the Coleman
et al (1970) sample would not suggest that it is inappropriate to
compare findings from a sample of organiéation development
consultants with those of the Coléman et al sample.

The actual details of the Coleman et al (1970) sample were
that seventy-two patients were tested comprising three in-patient
groups, eighteen neurotics (N), eighteen schizophrenics ~ non-
paranoid (8), twelve paranoid-schizophrenics (P) and twenty-four
out-patients (OP). - One further piece of relevant information from -
this sample was that

Yexcept on the first card only the material preceding the

psychologistls promptihg teee (was) téken down .... Material

from the blank card has not been considered in the present
study. All protocols are of subjects who were given all

twelve ficture cards." (p.763.)

All of theseApoints were observed in the bresent research.

Coleman et al analysed the types of interactions (in behaviour,
thought or feeling) between persons seen or introduced no matter |
how many were introduced into ezch story. . The catégories uééazweré
as follows:

a) Constructive - showing positive valuwation of their object,

including nurturanf, dependent, constructive domination
(teaching, guiding, persuading, etc.), sexual interactions.
'b) Hostile - showing attack or devaluation of object, included

rejecting or aggressivé relationships. Hostile sexual



interactions (rape) and hostile observation (spying) were
included under aggression.
¢) Neutral - superficial interactions or observation.

B

d) Nil - no interaction stated.

a) and b) were grouped together as emotionally toned inter-
actions for one level of analysis and compared with the neutral
and nil classifications for each of the four clinical groups. The

scores for each of the four clinical groups were as follows:.

Mean number of interactions per respondent in each clinical group

Hostile | Constructive | Total Emotional | Neutral | ¥Kil

oP 3.0 3.1 6.1 2.3 4.8
N 2.4 4.9 7.4 2.7 4.4

S 2.2 3.1 5.3 20T 5.1

P 1.2 2.6 3.9 2.7 6.2

(Coleman et 2l, p.775.)

Only‘the 0.P. group gave as many hostile as cénstructive'-
interéctions. Particularly the P. group produced less that 5050
hostile interactions in comparison to constructive interactions.

This would not be an unexpected finding‘in ferms of the use of
paranoidfschizoid defences wﬁich-ﬁould predict an over-emphasis

on the constructive side of.soéial life at the expense‘of the hostile
which would be denied and splif off, and is hence unavailable to

- conscious thought. - This situation may be parficularly so due to

the stress of the test situation. The S. and P. groupsvboth
produced fewer emotionaily toned interactions than the 0.P. and N.
groups, particularly the P. group which is in line with the well-
known guardedness of this group. Thus the P. group would seem_to
have two charaéteristics based on these findings. Firstly a hostile/
constructive ratiq of approximately 1:2 and secondly a low total

emotional score.



Hypothesis three argues that organisation development
consultants are employing paranocid-schizoid defences. This is
not to say that organisation development consultants are identical
- to the P;'group, but that they have a disposition to employ such
mechanisns without the low ability of the P. group to express
emotionally toned interactions. Hence the measures to be used
regarding the organisation development consultants is a constructive/
hostile ratio of 2:1. This is in line with Kleinian theory |
regarding the denial and splitting of aggression and would provide
suppoft for the source of organisation development consultant
values being in the operation of these mechanisms from a non-
organisational and pufely psychic point of view, If this is the
case, it would pro&ide important evidence to be viewed in the
light of the inferpretation from a Kleinian viewpoint of thev
organisation developmént literature and the initial non-directive
interviews with organisation development consultants from which

this line of thinking sprang.

Sample

The operational definition of organisation development
consultant was all those én the 1%§t of organisation development
network members as at lst April, 1976. As for hypothéses i) and
ii), the criteria for inclusion in the research was that the\
respondént should be on that network list. Thus the total
population was self-selecting. The assumption made here was that
all of those attfaqted to, and becoming participating mémbers in
this organisation could provide useful research subjécts for this
hypothesis which suggested a similarity of psychodynamics among them.

Nevertheless a random sample was not possible for a number of

reasons.,  Firstly the test itself was considered somewhat threat-

ening and although random sampling was tried, it was found more



appropriate to enter into an "opting-in" strategy which meant, to
some extent working where it was possible. A second criterion was
to minimise travelling for the researchei as this was part-time
fesearchionly. Ideally this would nof have been {aken inte a&count.

Given these criteria the éample consisted of thirteen organisa—~
tion development consultants‘in three groups of three in three
separate organisations. One group ﬁas employed in a large hospital
authority and two with a large chemical company although in separate
independent divisions on separate sites~ A further two constituted
an ad hoc group of one student and one lecturer at Sheffield Poly-
technic, neither of whom had any knowledge of the.test or the wider
" research. One final respondent worked as a private organisation
development consultant. One response was eliminated as oélyfhalf
the test prgtocol was qompleted; The age range was from 27 to 45
with a mean.of 34 . As in the Coleman et‘al study, evidence of
participation in higher educatipﬁ was takén as a measure of
intelligence. All had done fhis, ten to degree level or beyond.

In 6rder to facilitate comparison, a second group of twelve
0.R.T.'s was carried out on a group of céllege lecturers. This
group had an age range of 26 to 50 with a mean-of 36. | The criteria
for choosing.this group was a willingness to participate and a laék
of knowledge and experience in the use of prdjective tests (soﬁe
lecturers who could have been used had this knowledgej. As a
result, specialists from a number of non—behaviourai‘science back- -
grounds were included. The discipline backgrdunds vere as follows,

markéting . - 4 respondents

general management

2 respondents

statistics — 1 respondent

economics 1 respondent

operations management - 1 respondent

finaﬁéé 3 respondents



Test administration and analysis

A1l tests were administered uninterrupted and responses were
tape recoxrded. Five of the first group anq all of the second were
administered at Sheffield Polytechnic. Others vere given "on-sitel.
In two cases (the large chemical company), & company contact liased
to provide respondents. This helped the process of contracting for
time, problems-of relevance and minimised travelling. All tests
were started by the researcher reading the instructions (p.10, 0.R.T.)
to the respondent. Occasionally a respondent asked for clarification
after Al (number 1) but this was very rare. Test protocolé vere copied
Qut longhand from tape recordings and analysis was carried out from
these copies.

The analysis of the test was completed using two comparisons.
Firstly the organisation development consultants were compareé with
the lecturers. This gave a comparisorn of two professional groups
of ﬁnormals", but was insufficient to draw conclusions by itself.
Differences between the two groups could be explained by deviations
within the orgenisation development group or lecturers. A second
measure waé needed to monitor the direction of any difference between
the two groups and it was hexre thatlthe earlier work on norms proved
useful,

- A further comparison was made by comparing the organisation
development group scores with those scores outlined earlier of the
four clinical groups studied by Coleman et al (1970). This compafison
was facilitated by'the twenty~four O.R.T. protocols being scored
according to Colemanfet al's original criteria. ‘This scoring was
done by one of the original authors* who was instructed td score all
twenty~four of the préfocols using the same criteria and in the same
way as the scoring on‘the original clinical groups had been done.

¥Geoffrey Tlkan, Senior Clinical Psychologist, Paddington Centre
‘ ! for Psychctherapy.



This method of analysis would give information, therefore,
not only on the constructive/hostile ratio, but also on the
similarity or otherwise of the organisation development group

and other professional and clinical groups.



CHAPTER VIII.

Analysis and Interpretation of Results

Thig chapter will recount the analyses of results pertinent
to hypotheses i>, ii) and iii), (see ».197). It will begin by
consiaeringphypotheses i) and ii), firstly in making some comments
bregarding the comparabilit& of groups studied ané secondly.by”
interpreting‘the results of the ﬁain measures of hypothesés i) and ii).
H&pothesis iii) will then be considered both in terms of analysis
and interpretation of results, including the imwlications for

further research and for organisation development.

Hybotheses i) and ii).

a) Comparability of groups studied. A copy of the schedule

used can be found in appendix 18. As can be seen, certain‘
'information was reQuésted from respondents before perceptioﬁs of
parents were discussed.  This Qas for a number of reasons, one
of which was to make comparisons between responding groups
(organisation development group; I.P.M. éroup; D.M.S. group)
which may have shown important similarities and differences
agginst which to view any findings. The findings regarding
this data was aé folloﬁs: M |
i) Lge There was a significant difference on fhis dimensioﬁ
befween the organisation devélopment group and the other two

groups. The mean ages for the three groups were as shown

below.

O.D. I.P.Iq. DQR{'S.

Yiean age 41.8 25.4 28.8




This difference is further shown in grouping ages
around thirty years. Here it can be seen that there is
a high probability that the organisation development group
are drawn. from a different population CX? = 16.8587, p-=< 0.01)
(see appendix 19).

This was not altogether unexpected coﬁsidering the
populations being compared, although the differehces were
somewhat greater than expected. This was brought about by
the organisation development group containing a Surprisingly
high number of those over forty years and the other two groups
" a high number of those under twenty-five years.

Findings such as these have implications for the research.
-Whilst it is difficult to predict the influences which higher
means may have on perceptions of parental beliefs, one may
suggest that increasing age may result in increased difficulties
of recall particularly for those whose parents are decegsed.
Whether there are natural developmental processes going on
during the years in question vhich could affect perceptions

is a further point.

ii) Education. This criterion was considered under the
areas of general education in whicﬁ”a division was made between
graduates and non-graduates. A division also was made between
those with a formal qualification in social science (certificate,~
diploma or degree) and those without. Neither of these
criteria showed differences between the groups involved
(xz = 3,359 for the former and 0.144 for the latter). Thus
the populations were comparable on these dimensioﬁs (see

appendix 20).



iii) Type of family This was classified under three
headings, nuclear (respondent, mother, father, other siblings),
extended (as nuclear plus other relatives), and one parent.

The results vere as follows:

Family of Origin
Nuclear Extended One parent
0.D. 7 | 1 | 2
I.P.M. 13 ’ 2 0
D.M.S. | 6 5 0

The I.P.M. group had the highest nuclear classification
whereas the D.M.S. group had thé highest extended classification.
The organisation development group were highest on thé one
parent classification. With such small samples these cannot
be regarded as significamt findings but did reflect a difference

in the background of the populations.

iv) Family mobility Respondents were asked how many times

they had been involved in changing location of their home during
the period birth to ten years. Apart from providing data with
regard to the family backgroﬁﬂds of respondents in the various
groups, mobility at this time, with all the needs to make rapid
adjustmenfs and remake social relationshipé can be seen as an
factor in the childhood of social scientisfs}later to be involved
ip organisational change. The data was classified into

less than twp changes of home and three to five changes.

Whilst the organisation development group had the highest

number of people in the three to five group, this was not
significantly gigher than the I.P.M, or D.M.S. groups

(X? = 4.377) (see éppendix 21).



v) Class background This was obtained by asking

respondents the occupations of their father and mother
during the period birth to five years. In the event,
data'on mother was not used due to‘the small sample (most
motheré were housewives). Analysis was taken from the

classification of occupations and produced the following

data.
Social Class |
I | II III N IIT M IV | V | None
0.D. 4 0 1 3 21 0 2
I.P.M. 0 0 1 7 511 1
D.M.S. 2 0 1 7 171 1

There were some.differences betweeh the organisation
development gioup and the other two groups in class structure
with markedly more organisation development reople having a
class I background and fewer a class III background during

 their early formative years. A much larger sample would

"be required to determine the significance of this.

b) Results of perceptions of parental beliefs in relation
to own beliefs of organisation development consultants

The results of this question were anélysed in three ways.

' Firstly,'Xf was computed for each dimension and for both perceptions
of mother (M) and father (F) values in relation to own values.
Secondly, the data was collapsed to computefx? for each dimension

but with a joint MF score which may be termed a parental score (P).



Both of these calculations utilised a same/differenf clagsification
 between own and perceived parental beliefs and regarding difference
scores nc division was made concerning the direction of difference.
Thirdly the data was collapsed to produce a total own/F peréeption
and a total own/M perception. This was done by obtaining on each
dimension the number of times a difference (D) was scored and then
calculating'xg for the D scores; These three different methods
vere used as they measure different aspects of the fespondent/parent
relationship. However, the main measure was taken to be the M ahd
F score on each individual dimension. Grouping the data produced
an interesting but at this stage inconclusive picture.

The results of these analyses were as follows.

M.F.'X? scores taken by dimension
- Dimension M'X? values F'X? values
1. Intellectual side of life - 1.82 T 2.67
2. Emotional side of life 44 4.86
3. Social side of life 0.53 0.58
4. Religious side of life 0.17 2.53
5. Political side of life 0.46 0.62
6. Economic side of life “ 2.5 5.10

None of these scoies‘were significant (.01 <<p 5».65). Henée
this anal&sis suggested no relationship between own or perceived
parehfal'belief systems on the six dimensions in question. fThis
reéult suggested no support for hypotheses i) or ii) in’that the
self;perdeptions of the three groups on these dimensions were heither‘
significantly similar nor different from perceptions of parental

beliefs.



Collapsing the data according to the second method of analysis

the results were as follows.

P.'X? scores taken by dimension
Dimension : P‘X? values
1. 1Intellectual side of life 3.78
2. Emotional side of life 4.16
3. Social side of life 1.41
4. Religious side of life 1.43
5. Political side of life 0.68
| 6. Hconomic side of life. 7.67

Again none of these results differentiated between the
.populations except for a weak relationship on dimension 6, the
economic side of life. Here tlie organisation development group
could be différentiated from the other two groups CK? = T7.67

.01 =z p=:0.05). The analysis of this weak relationship was not
taken any further at this stage as the overall pattern was similar
to the initial analysis with no support for either hypotheses i)
or ii). -

Using the third method of analysing the data gave a picture-
of the overall Fiand M‘pe¥ceptions in comparison with that ofithe
respondents. Analysis of the da%a showed that when grouped
centrally (O - 3 and 4 -~ 6 D scores) there was no significant
relationship between own and perceived I beliefs on the diménsions
~ used X2 = 2.6). VWith regard to own/M beliefs, a weak relation-
ship was found Cx? = 8.07, 0.01 = p = C.05), (see appendix 22).
Again it was the organisatién developmenf group who were dissimilar

to the other two groups in that they had a higher number of



D scores between their own and perceived M beliefs than those
" in the cother groups.

With regard to hypotheses i) and ii) it can be said that
overail no strong evidence was found to suppbrt either of the
hypotheses. Certain weak connections could be found within
the data when'grouped to meésure P scores or to summarise F and
.M scorés, but the basic measure of producing M and F scores for
each dimension produced nothing of significance. These findings
would seem to support Keniston's views that although popularly
held, the two hypotheses in question are inadequate not only |
for use regarding student radicals as he suggests but also with

regard to organisation development consultants.

Hypothesis iii) -

Some evidence regarding this hypothesis has already been
produced in the sections concerned with analysing the organisation
development literature from a Kleinian perspective (see pp. 146-161)
and also the re-analysis of the focussed interviews with orga;isation
development consultaﬁts (see pp. 161-175). Vith regard to the
testing of this hypothesis using the 0.R.T., two major analyses
were made.: .

Theifirst'compared the scores of the organisation development
consultant group with the clinical groups of Coleman (1968).

A1l 0.R.T. protocols were scored using the classification of
interactions used by Coleman. The ratio of constructive (C) to
hostile (H) interactions was then computed and compared with the
similar ratio for Coieman‘s paranoid group. Coleman's outpatient
group provided a baseline comparison of "normals" for Both the

organisation development consultant ratio and also the paranoid -

group ratio. A further C : H ratio was computed for the



comparison group of college lecturers. The resulting ratios

were as follows:

Coleman groups Research groups

Outpatients] Paranoids | O.D.consultants{ Lecturers

C : H ratio{ 1.03 : 1| 2.16 : 1 ©1.68 31 1:1

A number 6f intéresting points emerge from this. Firstly
there is the almost identical core of the outvatient and lecturer
ratios at approximately 1 : 1. This ability to produce a balanced
set of constructive and hostile inteiactions provides excellent
comparison for the other groups. The ratio of the parancid -
group was very high by éomparison, and although the organisation
development consulfant group ratio was somewhat below this, the
ratio was tending strongly in the direction 6f the paranoid group.
If the very'high ratio of the paranoid grﬁup is explained by their
denial of the hostile/aggressivé aspects of relationships then
there would seem to be some support for the idea that the‘samevi
is true of organisation development consultants although not to
quite the same extent.

The second measure used regarding this hypofhesis compared

“the organisation development consultant group with the grcup of

college lecturers on two further scores. These were:

a) C + H score. This gave a total emotional (T.E.) score, and
measured the quantity of emotional interaction.
b) C - H score. This gave a qualitative measure of type of

emotional interaction.

I expected no difference between the two groups on the T.E.
score, but a significant difference on the C ~ H score. These

expectations were in contrast with Coleman's (1968) findings
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CHAPTER TX.

Summary and Conclusions: the Contribution of the Research

Introduction

The aim of this chapter is to highlight the ﬁontribution
made by this thesis to knowledée in the area. It will use as
a framework a similar classification of the areas of work
within the thesis as those outlined in the introduction,
nanely a discussion of the early survey reseéfch (;ncluding
other descriptive findings) and its findings, the fihdings of
the focussed interviews, and finally some conclusions regarding
the three hypotheses tested in the later stages of the work.
The implications for organisation development consultants and
organisation development in general is included, along with a
discussion of further research réquirements. A note is made
regarding the contribution made by this work to the under-
standing of the research process.

Overall the major aim of the thesis was to investigate
the characteristics of organisation development consultants,
but, as stated in the synopsis, the precise nature of tﬁe
£esearch objectives varie& during,such a protracted project
before focussing on organisation development cohsultant»valﬁes,
Consequently, the early research not only produced‘findings
which contributed to knowledge of the demographicwdetails of
organisation development consultants (chapters I and II) but
also served the function of contributing to the theoretical
perspective adopted in chapfers \ and.VI and the subsequent
‘hypotheses aimed at exploring'the aetiology of the values of
organisation development consultants. This was mainly via

the process of producing negative research findings but a



positive aspect also was involved. This was brought about by
the involvement of the researcher with practising organisation
development consultants (reported specifically in chapter III)
which led to:a sharply increased understanding of respondents
and provided a relatively easy way of testing theoretical |
per5pe0£ives and grounding them in the experience of the
organisation development consultants,

The literature search which resulted in the dependencyv
and counterdependency hypotheses can bevseen as part of this
process of moving toward an object relations perspective which
was put forward stréngly at the end. The contribution of this
section (reported in chapter IV) was to obtain from the literature.
of organisation development and related fields any insights into
the kinds of variables which were felt to be significant for
organisation development consultants as a result of survey amd
particularly interview data (chapters I, II and III). Many of
these led to dead ends. Others provided possible theoretical
perspectives and consequent research avenues such as studies of
authoritarianism and the many tests developed in the area.
However, in many cases, the theoretical perspective was not
rfelt to be appropriate or novel and sometimes the sheef logistics
of the necessary design did not provide a practical way for the
research to proceed. in the end, the combination of litefature
seafch and expérience of talking with organisation development
consultants in the field produced a situation whereby the.aim
- of the research became focussed upon the dependency and counter-
debendency hypotheses as possible sburces of values of organisatiQn
development consultants. Althpugh these hypotheses were felt
to bev"inadequate", there was little systematic work dore on-

them in other contexts and none at all in relztion to organisation



development consultants., It was felt that this provided a
place to start and "clear the ground" in terms of investigating
psychodyqamic variables. The fact that these hypotheses were
described as "inadequate" in a separate context did not seem
to detract from their possible veracity in the context of
organisation development consultants, although experience of
talking with actual respondents tended rather to support
Keniston's (1968) opinion.

It was with this 'in mind that the object relations view
was developed. This was a new approach to the area and
occurred not only because of the dissatisfaction with existing
theory but also because of certain personal experiences reported
in chapter V. It was during this period that the relation
between learning about oneself and learning about the WOfld
can be seen at its strongest and the importance of self- |
knowledge for those involved in social science research can
be seen at its most important in this example in contributing
. to objectivity.

The oﬁject relations approaéh and its application to the
aetiology of organisatidn development consultant valﬁes can be
found in chapters V and VI and to'éome extent in chapter VII
which evaluated and described the methodologies assessed and
adopted for the testing of the three major hypotheses. Tﬁe
.testing of the object relations hypothesis was problematic
insofar as it sufﬁe:éd the inferential problems of all |
psychodynamic enquiry. ﬁence it was decided to adopt a
direct measure of emotionality (the object relations test)
and compére findings ﬁith other clinical and non-clinical
groups in order to test for similarities and-differences'whiph

could be predicted from the theory, and then to reanalyse both



interview data (chapter III) ahd the organisation'development
and related literature (chapter IV). This analysis is
reported in chapter VI and 'is included as supporting evidence
for the major findings reported,in chapter VIII regarding the
object relétions approach and again later ih this chapter.
The consequences and importance both for organisation
development consultants and organisation development theory

arédiécussed later in this chapter.

The survey research and other descriptive findings

Prior to this piece of work little was known about the
types of individual who were working in organisation development
in Epgland. This early research adopted an atheoretical
approach, investigating the field in order to produce
descriptive findings of organisation dévelopment consultants
which would contribute to knowledge and help in identifying
areas fer theory development and subse@uent hypothesis testing.
It utilised a strictly operational definition of organisation
devehqm@nt consultants because, at this time, there was no
professional body with which to identify the group, and a
reputational survey would have identified and produced data
Qn some but not others. Accordingly, organisation development
consultants were defined as those who perceived themselves as
having the requisite knowledge and role according %6 certain
controlled criteria. Data on four groupings of trainers in
the chemical industry were produced, but-reported here is-a
summary of the main fihdings of the organisation development
group as this was the group of prime interest.

This research characterised these people in 1972 as

having two component groups, a young recently trained group



" of three to five years experience and a second group pre-
dominantly in the 40/45 age range who had worked in the
training function eleven to twenty years. Both groups
tended‘to‘work in large organisations with plentiful
resources and had a high level representation for their
function (usually training in this case) within the.
organisation. They were situated high in the hierarchy
and tended to be well qualified but not necessarily in the
social sciences. This latter finding was confirmed later
in the research when some demographic data was collected
from three gfoups prior to testing the first two major
hypotheses. Here, no significant difference was found
between the organisation development, personnél management
and general managenent groups in terms of the social science
qualificaﬁions. |

This later research was concerned to provide comparability
infomation on the three groups studied in testing the depend-
ency and counter-dependency hypotheses. However,it did provide
interesting data which both‘extended and added to the informa-
tion gained in the initial survey work, particularly by asking
questions in the area of family and class background. - 'Whilst
no findings of statistical significance emerged, the organisa-
tion development group contained some differences. Firstiy
the organisation development group had the highest one-parent
classificétion, Secondly this group reported the higheét
‘number of changes of parental home (family mobility). Both
of thege may suggesf an‘overriding classification of "family
traumatic event" in early and middle childhood, and this could
be related to paranoid~schizoid nechanisns.

Another importaﬁt aspect of the descriptive work was the

data on class backgrohnd. Following other findings on change



agents (Flacks, 1967; Keniston, 1967, 1971; Bay, 1967) a
high proportion of organisation development consultants cane
frgm‘social class I. Although this data was concerned with
early for@ative years, these4fiﬁdings are in line with the
widely accepted view that change agents do not emerge from
the "oppressed masses! but rather from the "well-educated
middle classes". | |

Overall, this survey data can be seen as providing a
useful and interesting background on organisation development
consultants, It'hés produced some surprising results,
- notably the laék of social science qualifi cations of organisa-
tion development consultants and the large proportion in
organisation development work in the age range 40-45 years
(this was true in bofh the early survey research and the survey
work in relation to hypothesis testing conducted some five .
years later). An important finding was the high level
representation of the particular function of the individual
within his.organisation. This was seen to support the then
predominant view of "top down" organisation development. A
final contribution worthy of note is the social class data,
~which reinforces many other findiﬁgs on the class derivation

of social change agents.

Findings from the focussed interviews

Two major contributions resulted from the analysis of the
focussed interview data. Firstly,and contrary to previous
~expectations held by the researcher at the time, the content
§f ideals held by the organisation development consultants,
although possessing some important similarities was found to

be not as striking in the responses as the tendency and

ability to idealise.” Secondly, the most consistent finding



regarding the content of the organisation development consultant
responses concerned the hindering forces around their self
image, notably shyness.

It must be reiterated that whilst some objective measures
existed for the view taken (length of response, etc.) it must
be said that an elemeﬁt of justification lay in the impression
created 6n the researcher at the time. The type of question
asked must also have been an important point, although
identical methodology was used with both chahge and maintenance
groups and other research quoted'supported the finding.
Nevertheless, the strength of the inmpression created was
sufficient to influence significantly the direction of this
research. These two findings wefe consistent with thoss
mentioned by other writers in chapter III,.namely the
"jdealistic"” finding ofvPrakash (1968) and the discrepéncy
between actual and ideal self to which Daccord (1967) refers.
Both of these findings can be interpreted using an object
relations frame, the Prakash (1968) finding providing some
evidence of idealisation and the easy access to this utopian
wérld, and Daccord providing descriptive evidence of splitting

and its relationship to paranoid-schizoid mechanisms.

The findings from the three major hypotheses

\

Vith regard to hypotheses i) and.ii), the dependency and
counter-dependency hypotheSes (see page 198/9),.no evidence
" was found which could be interpreted as generally suppoftive
-even'though some weak correlations could be discovered by
grouping the data in various ways. For example certain
~ groupings of the data produced a significant finding con-

cerning the organisation development consultant's perception



of his parents as a pair regarding the economic dimension of
wealth, méterial goods and sefvices. A second grouping
suggesteq‘a ﬁeak relationship regarding the organisation
development consultants' perception of their mothers on the
dimensions provided. The fifst finding was surprising,
particularly in the light of the age composition of the
organisation development group who tended to be older and,
one may Qpeculate, less prone to rejection of parental
eoonomic values. Nevertheless it was interesting that of
the fourteen D-scores on this dimension, only two saw a
paront as having a lower concern for wealth, material goods
and services than thomselves. Regarding the second finding
mentioned above, no explanation can be made for thisvweak
relationship at this time, and further investigation would
be needed to rule out chance findings due to grouping the
data. At this time, however, the only conclusion which can
be drawn is that hypotheses i) and ii) are drawn from theories
which, although widely held, have little empirical support for
organisation development consultants. |

Hypothesis iii), the split-ego hypothesis, seens o
~present more possibilities.  The literature search and
reanalysis of the focussed interviews provided some support
for this hypothesis, but this was open to othér interpretafions
such as reference group theory. HoWever, the conient of the
value system expreséed in the literature could certainly be
interpreted as orgahisation development consoltants adopting
a paranoid position, as analysed in chapter VI. The O.R.T.
findings provide powerful support of this hypothesis. The
highly significant C - H score vis-a-vis the lecturers shows

distinct differences in the populations. The content of



those differences in relation to the corroborative evidence of
the lecturers' C : H ratio being the same as the outpatients!
(approximately) and the organisation development consultants!
C : H ratio tending toward the parancids gives st;ong support
to the general argument which resulted in hypothesis iii).
The O.R.T. déta gives empirical support for the psychodynamic
findings and cuts acfoss any alternative interpretations of
the findings based on reference group theory. Thus there
would seem to be some empirical support for hypothesis iii).
Even so one must reiterate the point made earlier concerning
the falsifiability of hypotheses, It has been accepted all
through that hypothesis iii) was open to testing only at the
"sociological™ level, and outside the consulting room it is
not possible to establish the impact of emotional dynamics on
-professional behaviour.' ~Nevertheless the convergence of
findings produces a strong ihfgrence of support for hypothesis
iii). Whilst testing of relations between emotional dynamics
.and profeésional behaviour is theoretically testable at an
individual level, in practice, however, it is hardly likely
that respondents coul@ be found to indulge in this kind of
research. It may be that a design could be produced given
actual or remembered experiences during the training or
developmental exberiences of the respondent but confrols with
this kind of résearch would be difficult in thg ekfreme.

Given these findings, it is possible to speculate on their
implications for organisation development and to specify
research which would be necessary to monitor and investigate

the situation.



Implications for organisation development and further research

a) Consequences for organisation development consultants

Here one'can divide the consequences into two, those
concerned with recruitment and selection, and those concerned
with training. Withvregard to the former, a prime concérn has
to be the ability of the individual to handle openly hostile/
aggressive feelings inside himself and hence inside others.
Data on this can be gatheréd from 0.R.T., or from other pro-
jective tests, or from interview data, but in situations where
this is denied and there is a-histdry of disturbed object
relations, considerable developmental work would be necessary
for the individual involved to be able to achieve sufficient
integration to consult effectively. Further research using
O0.R.T. may provide some significant predictors of this
phenomenon. Analysis of individual cards,groups of cards or
éeries may prove to be significant predictors for organisation
development consultants.

Secondly, there are consequences for the training of
organisation development consultants, The aim of training
nust be to produce.integration of aggressiva/hostile feelings.
Training experiences focussing on power, authority and
‘influence can provide major vehicles for learning particularly
if coupled with opportuniti es to explofe personal réactioné,and
to work in intense situations on the denied and aééepted parts'
of the self. This 1is an important part of training‘work,’and
it would seem that many traditional therapeutic techniques are
useful but it may be that gestalt therapy techniqgues have
parti&hlar,importance in this connection. These imply not
only the individual producing his own data at his own pace,

but also take into account the importance of displacement onto



various parts of the body and the projective nature of many
defences. It is important to note from this research that
further training using techniques vested in the value systen
already accepted by the recipient would not make a marked
contribution fo the integration of the indivi dual. Learning

in this area is essentially a painful business which necessitates
novcollusions in avoidance between tutor and student. One
further point here is the possibility of using action research
designs for this work, where déta could be collected torfurther

knowledge and be used to facilitate the developmentvof the

trainee.

b) Relations with clients

Because of the paranoid-schizoid mechanisms, interpersonal
relations become disturbed. If these mechanisms-are in
opefation then one can predict a certain symbiosis regarding
the nature of consulting felatiénships. _Although this sometimes
may prove useful, in many cases, due to the content of the denied
aspect of the self, relations will be grossly hindered, partial,
or even broken. The unconscious nature of the process ensures
that this will be both true of work and other relations. One
may hypothesise the locating of héstile aspects in particular
clients ("this would be a fine organisation if only we could get
rid of those bureaucrats at the top") or the splitting of clients
into "good guys" and "bad guys¥. In both cases the effect is
for the organisation development consultant to limit his
activities to those parts of the organisation which are accepting
of his accepted value system. He enters the collusion, due
to his own lack of integration, of becoming the focus of some

unvanted managerial values (usually in the areas of openness

and trust), just as he is using some aspects of the organisation



to represent denied aspects of himself. This produces an
unchanging situation in which hostiliti es pass as interpreta-
tions from one side té another. Neither is able to learn.
Whether this is happening is a testable area. Indeed,
it was considered as one way of testing hypothesis iii). It
does require opportunities to enter organisations with a view
to monitoring organisation development consultant/client inter -
actions and obtaining the perceptions and feelings of each
about the other, Some interpretation may be needed as the

analysis concerns rejected as well as accepted feelings.

c) Broader issues in organisation development

In discussing implications of any work, there is always
danger in extending the argument too far. Concepts devised
for one level of theory often lose their relevance.as new.
variables are introduced and the argument extended. Having
said this, I feel that it is important not to leave this thesis
as a basically negative doéument which, in the nature of the
research performed, has tended to focus on those aspects of
organisation development consultancy which are not done well.

Firstly it is important to pgﬁsider whether the issues
raised are transitory or long term issues. Any new activity
. goes through certain phases in its development and requires
.various dominant values and paradigms which become less
functional and change as the activity grows. Invariably,
early develbpments attract "true believers" who have an
important role to play. A sociological or anthropological
longifudinal study of organisation develbpment would be an
important contribution to this,

Secandly, and lastly, in the ultimate, these implications

would seem to lead toward a new paradigm in organisation

&



development. This would be dominated by a heavy diagnostic
emphasis in which scientific values emphasising discovery of
valid'dapa supersede humanistic values emphésising intervention
and end states (Tranfield et al, 1975). This diagnesis would
then be used as a basis for joint planning (or client planning)
with intervention being based on idiosyncratic design’ rather
than pre-packaging. The ultimate outcome would be an improve-
ment in socio-technical matching as defined by the client.

Such a strategy for organisation development is not value
free, but the values inherent in it allow for much more
pragmatic, contingency based development, than those which
seem to be held and used by many organisation development
consultants at present,. In order to come about, such a
strategy requires, not only the academic and behavioural
science vraining of practitioners, but also their emotional

integration.

Some contributions to the research process

This thesis bégan by discussing the resources which were
available to undertake the work. The part-time nature of the
study became an increasingly impo;tant variable as time went

“by. Moreover, the impact of this paft-time work was
exacerbated by the topic area, psychodynamics, which was
‘under consideration. These two taken together led to two
important contributions which should not be missing from a
concluding chapter.

| Firstly there was the realisation of the fact that the
“unconscious processes of the researcher himself are a prime
influence on the research. One contributdon made by this
thesis is in the nature of objectivity. - It is unusual to'

read a piece of scientific work in which the author is



prebared to attempt to analyse some of the grosser distortions

or interpretations of the data stemuming from some aspect of
himself or to discuss the derivatioﬁ of particular theories

or hypothéses. Whilst these ideas are not new in methodological
debate, this thesis has attempted to include some of this data

in practice. .

Secondly, and related to the‘first point, the individual
researcher is a variable, This plays a particular part
regarding the psychology of knowledge for as the individual
decides each question to be asked, and the methods he intends
to use to answer it, so he learns something about himself and
his own psychological processes. These necessarily affect his
thinking next time, and may affect his self in areas other than
research, Thé impact of the personal development of the
researcher is very apparent in this piece of research. The
problems of objectivity are significant given this view,

It seems to me that the implications of these points are
for that part of the research process which places émphasis not
only on hypothesis testing but also on hypothesis generation.
Not only fieldwork and literature searches, but aiso peréonal
work may be required.in anykpiece‘bf research work, certainly
in terms of research training in the social sciences, and

particularly in the area of psychodynamic research.

e mn ev wm e me ew e ew e



Definitions

¥Training Manager/Director.
Has overall responsibility for the direction of'training policy
and plays an important part in its formulation. He should be a

" training specialist or have a wide understanding of industrial training.

*Praining Officer.

The specialist who acts at the focal point for advice and
executive action on the training function in an organisation. They

may cover a whole range of occupations or specialise in one or more.

Internal Organisation Development Consultant (Change Agent).

The specialist concerned with diagnosing, planning, implementing
and reviewing changes in organisational functioning’'particularly by
applying the findings of behavioural science to the workings of the

social system. ‘ I

¥Abstracted from the Glossary of Training Terms - Ministry of Labour
HQI‘ioStOo 19670 '



APPENDIX 2.

List of 0.D. techniques originally considered in the design of
question 12,

T—-groups
Téamﬁork Development
Job enx:ichment

" Blakes grid
Dimensionallsales training
Reddins 3-D approach
Confrontation meetiﬁg
Encbuntgr‘groups

' Managé;;nf by dbjectiveé
Coverdale training
Sensitivity training
Intergroup confrontation
Process consultation
A_SystemS'Approachi
Force field analysis

Data feedback

. This list was not all-inclusive but covered most

areas of the field of 0.D.



APPENDIX 3

Techniques perceived as ambiguous and possessing little predictive
ability discovered in the second pilot survey of question 12.

(1) A;biggous
a) Dats feedback - often construed as telling someone where they
went wrong rather than the particular organisationzal intefvention
developed by Floyd Mann.
b) Intergroup confrontation/conf:pntation meeting - often construed.
as a calcnlated argument between individuals/groups and rarely as
the resolution devices of Beckhard (1969) and Walton (1971) respectively.
¢) Teamwork development = often construed in "human relatioﬁs theory"
téamé dealing with variablés such as happiness and structure rather
thaﬁ effectiveness and process. Rarely construed as the teambuilding
laboratorieé widely used by orgénisation development consultants.
d) Process consultation - often construed as production process

consultation and rarely in Schein's (1969) terms.

(ii) Predictive ability

a) Management by objectives - everyone had at least heard of it.
b) Reddin's 3-D approach - no-one had heard of it.
c) It was felt that in a set of techniques as broadly defined as

these, encounter groups was covered by the inclusion of T-groups.
' ' ¢

(iii) Other omissions *

It was decided to further exclude systemé theory and forc§ field \
analysis as these were thought to be related to specifié theories
useful as analytical devices but not as intervention techniques.
.Dimensional sales training was further excluded aé the final decision

was made to include only five érganisation development techniques.



APPENDIX 4.

The Mann-Whitney U-test applied to the responses

from question 13 pilot 3.

Activity Number

0L

.Ol . cOl

05

01 .

01




APPENDIX 5

NUMBER - OF RESPONDING TRAINING PERSONNEL/FIRM

Analysis of respresentative nature of the responding personnal
(by firm size) using chi=squars

Total Expected ' Observed

0 - 100 | n 22,92 25
100 = 200 48 26.83 32
200 = 500 97 54,22 49
500 - 1000 - 96 | 53.66 53
1000 + 319 178.57 177

336.00 -3;5
X2 = 4.13

P «< 01

Figures at 55.9% response rate.



APPENDIX Sa

SIZE OF FIRM

Analysis.of réspresentative neture of the responding firms
: (by size) using chi-square :

Totalk# Expected# Observed
0 - 100 22 15.36 17
. 100 = 200 24 17.08 16 |
200 - 500 49 34.87 28
500 - 1000 55 39.15 34
1000 + 72 51.54 63
222 158
%2 = 4.82
p « .01

*Figures for 55.9% response rate

*#Total number of responding firms calculated by establishment
rather than company as it was felt that different managerial
norms would exist in different establishments of the same
.company which would affect the response rate.



APPENDIX 6.

Correlations between chosen activities representing
change and maintenance sub-roles in cuestion 13, using

the Pearson product moment correlation coefficient.

It was expected that all change and maintenance activities -
would correlate positively with all other activities in their
group and negatively with those in the opposite group.

The following results were obtained where A B and E

represent maintenance activities and C D and F change activities.

Correlations between Variables,

Positive predictions : Negative-predictionsv
e
Maintenance Change Between maintenance
and change

|4 and B +0.533;/C and D + 0.423’
. |

I
A and E + 0,698i{C. and F + 0.508

and C - 0.788

and D - 0.717

_ l
Band E + 0,744% Dand F + 0.272 and F - 0.510

" = e =

and C - 0.562

and D - 0.626

{oe)

Band F - 0.804
C and E - 0,870

D and E - 0.506

Eand F - 0.738




APPENDIX 7

Comprehensive data classification .-based on questionnaire:
role and organisational data classifications, and

personal data.
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APPENDIX 8.

THE BXTENT OF KNOWLEDGE OF SOME ORGANISATION

DEVELOPHENT TECHNIQUES AND SOME MORE TRADITIONAL

TRAINING TECHNIQUES IN THE FULL-TIME TRAINING

SECTOR OF THE CHEMICAL INDUSTRY*

TECHNIQUE | Responding] Not heard] Only heard | A working. | Used it/Taught
Total of it. of it. knowledge | others to use
: of it. it.

On the job :

training 100 (330) | 0 (0) 3.6 (12) 14.4 (44) [82.0 (274)
Case Studies | 100 (330) | 0.6 (2) 5.5 (18) 25.4 (84) |68.5 (226)
Blakes Grid**| 100 (330) |22.4 (74) |34.8 (115) |31.3 (103) {11.8 (38)
Job Analysis | 100 (330) | 0 (0) 5.8 (19) 17.6 (58). |76 6 (253)
Teaching ~ |100 (330) | 1.5 (5) | 5.2(17) | 8.8 (29) |84.5 (279)
Role Playing |100 (330) | 2.7 (9) 110.0 (33) |23.3 (87) |64.0 (201)
Cdverdale
Training** 100 (330) |123.9 (79) |44.2 (146) [20.3 (67) [11.6 (38)
Lecturing  |100 (330) | 0 (0) 3.0 (10) | 8.5 (28) [88.5 (292)
Sensitivity

Training** 100 (330) |15.0 (50) {33.0 (110) {33.0 (109) [19.0 (61)
Programmed : ‘

Learning 100 (330) | 0.6 (2) {13.6 (45) |33.9 (112) |51.9 (171)
Job -
Enrichment 100 (330) | 5.2 (17) [16.4 (64) 28.8 (94) 49.6 (155)
Appraisal _ : : .
Interviewing |100 (330) | 3.0 (10) [13.0 (43)  [26.4 (85) |57.6 (192) °

- Activity . ' ;

Sampling 100 (330) | 8.8 (29) |33.9 (112) |39.4 (130) |17.9 (59)

T—Groups** 100 (329) | 7.9 (26) [47.3 (156) [38.2 (126) | 6.6 (21)

¥¥ Denotes Change Techniques.

*  All figures percentages, raw figures in parentheses,
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TRAINING DEPARTMENT QUESTIONNAIRE.

‘Onai details: Na!ne 9 6020000000000 000000000000060s0000000000000000000

Compar]y AddI‘eSS lO.I.l"....‘..!...0...!..'0......‘.....

Company telephone ...cceeceeescesesrsoscscece sssoesasevssse
Are you (a) male (b) female

Age ‘_.0..0--0-000

1

What is your job title

?lease indicate any Speéialism by means. of a tick:—
' (a);’yg specialism
‘,(b) '6perator (process)

(¢) Craft (épprentice) :#5

(d) Technical

(e) Technologist (professional)

(f) Clerical and Commercial

(g) Supervisory

(h) Management

(i) Other (please state)

nooooopoh

lease list any degress, diplomas or professional qualifications which you
ow hold, and, when relevant, the discipline in which these were
btained (e.g. B.Sc (Chemistry)).



. How long have you been employed in training?

®0 000000 yeaI‘S

Staff are employed in your training department*

Under

11 -

31
51

Over

. Yor how many people does your training department* have the
© responsibility of training? ' ’

‘;)/”Under
101

251

501

1,001

5,001

10,001

20,001

10
30
.50
100

100

100 .

250

500
1,000
5,000
10,000 |
20,000

and above

eeessees months

Is the training function of yourvfirm‘represented at Director level?
Yes/No/Don{t know (please delete those inapplicable).

Is the personnel function of your fifm represented at Director level?
* Yes/No/Dorit know (please delete those inapplicable).

How many people, including Training Officers, Instructors and Office

For those in large divisionalised companies, the words "Training department"
should be interpreted as meaning the immediate department in which one
orks rather than the total company training department.



. Please list in increasing order of respons1b111ty or statuo the JOB TITLES
of your two 1mmed1ate superiors:—

(a) IMMEDIATE SUPERIOR JOB TITLES

“(b) HIS SUPERIOR'S JOB TITLE

0. Please list in decreasing order of respon31b111ty or status the JOB TITLES
of your two immediate subordinates:-

(a) IMMEDIATE SUBORDINATE JOB TITLE
(b) HIS SUBORDINATE'S JOB TITLE
1. DrawAa small organisation chart showing just where you fit into the

hierarchy. Please do not use abbreviations for various positions. Indicate
Yyour position with an asterisk.



PART II.
12, Here is a list of techniques. Please put a tick
(i) in column A if you have HEARD of them.
(ii) in.column B if you have a WORKING KNowLEDGE of them.
(iii) in column C if you ACTUALLY USE theﬁ or TEACH OTHERS to use them.
If you have not heard of any particular one of them,iplease leave the boxes blank.

Column Colﬁmn Column

(2) On the job training

(b) Case Studies

S

(¢) Blakes grid -~

1o0ono -

(@) Job Analysis

Pey

(e) Teaching

(£) Role Playing

(g) Coverdale training

(h) Lecturing

(i) Sensitivity training
(j) Programmed Learning

(k) Job enrichment

(1) Appraisal interviewing

J00000000000¢0 -

T0o0onoon

(m) Activity sampling

1000000000000 -

(n) T-groups




13, Below are six of the many activities which can be found in the jobs
of training staff. Given that these will not represent all the activities
in your job, and that some will be part of your job and some will not,
please attempt to rank them 1 — 6 in DECREASING order of importance.
(a)‘ Using column A to show the rankings of what you feel ACTUALLY
OCCURS on your job and

(b) Using column B to show the rankings of what you feel OUGHT to be
the priorities in your job. . B
A B
Rank Rank

(a) Teaching, lecturing or instructing
either in a classrooom or on the job.

(b) Designing the outline and content of
training courses and ensuring that
all relevant materials such as visual
aids, handouts etc. are available at
the correct time.

(¢) Acting as consultant to management
- by focussing on the quality of
problem-solving attempts and the
processes occurring in the problem—
solving group. '

(d) Providing help to management in
defining together probable solutions
to management problems which may or
may not involve training.

e) Arranging finances, claiming grant
g 8
" and budgeting courses.

(f) Helping management anticipate
problem areas by asking questions
which will help management to
clarify these areas.

14. If columns A and B in question 14 above, contain i
differently distributed rankings, please attempt to -
“give a brief outline of the reasons for this.



APPENDIX 11.

The problems perceived by training staff with regard to

performlng the change role,

PERCEIVED REASON FOR NO/ FEW CHANGE ACTIVITIES

1. Relations with line management in terms of:-
(a) Management hold short—term economic values
and cannot see how training contributes to

these — training not seen as part of management.

(b) No liaison with line management.
(¢c) Training responds with actions given line
management diagnosis i.e., reactive — {training

— officer involved after decision-making.

(d) Management see problem-solving skills as
‘neither acceptable nor desirable.

(e) Training has neither impressed nor
educated line management.

(fg Training has no status/authorlty.

(g) MTraining seen by line management as
course running.

(h) Decreased manning due to redundancy has
led to decreased time/person to spend on
training.

2. ©Small training department can only run
courses and claim grant.

3. Company changing its training policy - expanding

redefining and developing new roles.
4. Large edministrative load of I.T.B.

5. Training officer does not understand the
change role.

6. No-one else to reclaim grant and run courses.

SUBCATECORY

CATECORY
TOTAL TOTAL
;O
18.46
4.10
6.15
7-49
4.10
4.61
4.10
.51
49.43
6.15
6.15
16.05
16.05
. 5.35
5.35
12.24
12.24
2.05




10.

11,

. APPENDIX 11 (cont.)

Unable to delegate grant reclaim which is
most important.

Newly created training function - other
urgent priorities.

Personal role change ongoing at time of response.

No skills to undertake change activities.

0.D. perceived as a different function -

problem solving not part of training.

SUBCATEGORY  CATEGORY
TOTAL TOTAL
2.05

2.05
3.08
1.54

1.54
1.54 ~ ~—rr

1.54

2.05

2.05



APPENDIX 12.

A table of the four classifications of respondents with

regard to hierarchical position in the organisation#*

Training| Training | 0.D.Specialist No response
Officer Manager

Type 2 73.0 24.3 2.0 0

Type 3 61.6 36.0 1.2 1.2

Type 4 82.6 17.4 0 0

* All figs. percentages.




APPENDIX 13

A table of the four classifications of respondents with

regard to whether their training function is represented at

Board level*,

.Representation RepreEZntation Don't Know |No Response
Type 1 46.1 51.4 0] 2.5
Type 2 59.5 37.8 0 2.7
Type 3 39.6» 58.0 0 2.4
Type 4 | 38.6 59.5 1.9 0

* All figs. percentages.




APPENDIX 14.

A tablé of the four classifioationé of respondents with

regard to whether their personnel function is represented

at Board level.

Representation: Repre§:ntationA Don't Know | No Response
Type 1 92.5 | - 5.0 2.5 0
Type 2 89.2 - 8.1 0 2.7
Type 3 71.2 26.4 0 .2.4
Type 4 71.5 27.3 1.2 0




APPENDIX 15.

Qualification Data.

(a) Proportions of those with no gualifications in each

groupvtzpe.
%
group type 1 - 15.4 )
group type 2 18.9
éroup type 3 22.9
group typg 4 : 28.0

—

(b)  Proportion of graduates or above in each group type.

A -
group type 1 L 53.8
groﬁp type'2 . 43.2
group'type 3 33.7 -
group type 4 29.8




APPENDIX 16

INTERVIEW SCHEDULE

Section L“ . -
a) This section is concerned with your‘concept of your ideal
organisation. In this organisation how should:
i) conflict be managed? |
ii) decisions be made?
iii) communications be organised?
iv) 1leaders lead?
v) authority and power be distributed?
Try to describe this ideal, firstly as an abstract organisation,
the working of which you can conceive, and secondly as your present'f

organisation working in what you would consider to be an idezl way.

b) What would be the main values held by the people in these ideal

organisations? =~

Section 2
Thié section is concerned with your actions io trying to change.
your organisation.
a) Orgesnisational issues:
1) how are you attemptiné“;o change your organisation?
ii) what do you see as the organisational payoffs in
changing this direction? |
iii) what are the main organisational forces which are

hindering and helping you in your change attempts?

b) Personal issues:
i) what are the personal payoffs for you in doing this work?
i1) wvhat values do you hold in performing this Qorkfa
iii) what are the personal forces both hindering and helping

you in yoﬁf.job?



Aprendix 16.
Interview Schedule (cont.) -

Sectioh 3

This section is concerned with your ideal self. Txy to
think of the sort of person who would be an ideal occupant of
your job: |

i) what sort of person would be an ideal occupant of
your role? ‘
ii) what sort of activities would he perfbrm?
iii) what sort of skills would he possess?

Hov closely do you feel that you approximate to this?



APPENDIX 17

The value statements of some writers on organisation development

Beckhard

Tannenbaum and Davis

1.

2.

Should be increased
avtonomy.

Increased choices in work
and leisure.

Security needs should be met.

Should satisfy own needs if
in conflict with organisa-
tion.-

Should organise work with
meaningful tasks.

1.

2.

10.

11.

12.

130v

Away from views of men as
inherently bad toward views
of man as inherently good.

Avay from avoidance or re-
evaluations of human beings
toward confirmation as human
beings.

Avay from human beings as
fixed, toward being in process.

Avay from fearing.individual :
differences to using then.

Away from using human being
toward job description and
toward using him as whole

person.
—

Awey from walling of expreséion
of feeling toward meking possible
expression and uee.

Avay from maskmanship toward
authentic behaviour.

Avway from status for power
toward status for relevent

purposes.

Amay from distrust toward trust.

Away from avoiding others with
relevant data toward appropriate
confrontation. » .

Avay from avoidance of risk
taking toward increased riskiness.

Away from process work being
unproductive toward seeing it as
essential to task.

Away from competition toward
increased collaboration.



Appendix 17 (cont.)

Bennis

N.T.L.

1.

2.

4.

5

Increase in interpersonal
competence.

Increase understanding
between and within working

groups.

Human factors and feelings
legitimate. '

Development of team
management .

Decrease in suppression,
compromise and power in
conflict resolution.

Organic - rather than
mechanistic systems.

1.

3,

4.

8.

Create open problem-
solving climate.

Suprlement authority of
role/status with knowledge
and competence.

Locate decision making and
problem :solving responsibility
as near to information as
possible.

Build {rust.

Make competition more relevant
and increase collaboration.

Develop reward system recognising
achievement of mission with
organisation development
(growth of people).

Increase sense of ownership
of objectives throughout work
force.:

Help managers manage to relevant
objectives rather than past—
practice.

Increase self control and
self direetion for peaple
within organisation.



Appendix 17 (cont.)

French and Bell

Margulies and Raia

1.

2.

5.

6.

10.

11.

12.

15.

14.
15.

T

Most people want to
become more of vhat they
are capable of.

Most people desire to and
can make a greater contri-
bution to the organisation
than they are doing.

What goes on in work team
has great significance for
feelings of satisfaction
and competence.

Most people wish to be
accepted and interact
co~-cperatively.

Formal leaders cammot
perform all task and
maintenance functions in

groups.

Suppressed feelings
adversely affect problem
solving, personal growth
and job satisfaction.

Interpersonal trust, support
and co-operation too low.

Solutions to most attitudinal
and motivational problems

~ are transactional.

Roles are important in
managerial behaviour.

Policies affect small work
group and vice versa.

Many problems better faced
not in win-lose mode.

Needs and aspirations of
people tend to be reason
for change.

Work life can be richer, more
meaningful, enjoyable if we
express feelings.

Commitment to action.

Power equalisation.

6.

Opportunities for pebple
to function as human beings.

Opportunities for potential

fulfiliment.

Increase organisational
effectiveness for ALL its
goals.

Environment for exciting
and challenging work.

Opportunities for people to
influence work, organisation
and environment.

Treating each one as &
person vith complex needs
ALY, of which need satisfying.

N —

Partin

1.

3.

4.

Emphasise, humanise
organisation.,
Openness and trust.

Collaboration.

Constructive conflict.



x.

2.

3.

4.

5e

6.

INTERVIEW SCHEDULE

Age . Occupation

Educétion - general

Bducation -~ social science

Please state your rélationships with all individuals living
regularly in your home, or your parents' home, between birth
and 5 years.

1]
Numbers ;

|
|

~_

Relationship

" Please state the occupation of your father and mother where

appropriate) during the period birth to 5 years.
Father

Mother

How many times were you involved in moving the location of

-your home in the period birth to ten years?

0 1 2 3 4 5



The following is a list of beliefs about life.

(@

Think of yourself

with regard to each and then rate both of your parents according
to whether you see them as having a higher, or lower, or about
the same, concern as yourself for each.

a)

Ideas, theories and understanding -
intellectual side of life

More

Father

Mother

Same

Less

Feelings and emotions - emotional
side of life

Morxre

Same

Less

Interpersonal gfoup relationships -
social side of life

More

Same

Less

|
i

Spiritual beliefs - religious side(*ﬁ

of life '

More

Same

Less

The way society is and should be
organised - political side of life

More

Same

Less

Wealth, material good and services =~
economic side of life

More

Same
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APPENDIX 19.

An analysis of the ages of the three groups
(0.p., I.P.M., D.M.S.) using chi square

Observed
e TR
Under 30 30 and &bove
0.D. 1 11
I.P.M. 13 2
D.M.S. : 8 5
"Expected
Under 50 30 and above
O.D- ! 606 504
I.P.M. | 8.25 6.75
D.M.S. T.15 5.85
X2 = 16.86

P < 0.01 °



A comparison of thé educational backgrounds of the three groups

APPENDIX 20.

a)

(0.D., I.P.M., D.M.S.) using chi-square

A comparison of graduétes

Observed

Graduates graduates

Non-

OOD.
I.P.M.

D.M.S.

8 4
s | 10
19 | 20

Expected
Non-
Graduates; graduates
0.D. .'5.846" 6.154
I.rP.M. 6.820 7.179
D.M.S. |  6.333 6.666

+ = 3.359 (not significant)

b) A comparison of social science backgrounds

B e, e

/

-
Observed Expected i
! |
- Non- i Non- !
Social social Social '@ social
science science . science = science
203D, 4 8 0.D. 3.6 . 8.4
I.P.M.| 4 11 IPM. | 4.5 | 10.5
, E
DMS., 4 . 9 D.M.S. 3.9 | 9.
; ~ i
. : i
X% = .144 (not significent)




APPENDIX 21.

A comparison of the social mobility of the families of the three
groups (0.D., I.P.M., D.M.S.) during respondent years 0-10.

Observed
r Moves
0-2 3-5
0.D. S v6
I.P.M. 12 3
D.M.S. 11 2
| Expected
Mﬁves )
0-2 3~5 |
0.D. 8.7 ! 3.3

i
H

I.P.M. 10.875 | 4.125
DOM.S. ) 9'425 E 3'575

%2 = 4.377 (not significant) -



APPENDIX 22.

A comparison of own/F and own/M difference (D) scores using chi-
square for the three responding groups (0.D., I.P.M.. D.M.S.)

a) Own/F scores

Obsexrved ' ,  Expected

D scores ' D scéres

0-3 ‘ 4-6 ] 0-3 | 46
[o.2. 5 | 6 0.D. | 7.24 .| 4.05
|z.2M. | 10 3 5 IP.M. | 9.87 | 5.52
D.M:S. | 10 5 3 D.M.S. | 8,55 | 4.79

'X?:; 2.60 (not significent)

b)  Own/M scores

'Observedf_ Expected

D scores | D scores
S 0-3 | 4-6 'ﬁ 0-3 4-6
0.D. 2 10 0.0, 5.2 | 6.TT
I.P.M.| 10 4 =7 | I.P.M. 6,10 | 7.90
D.M.S.| 5 8 | D.r_i.s-. 5.67 | T.33
¥ = 8.07

0.0l < p < 0.05



APPENDIX 23.

T

A comparisém of C and H scores for 0.D. and lecturing groups
uging the Mann-Whitney U-test.

0.D. 18 9 10 11 12% 143 143 173 213 23 24
Lecturers 2 3 4 5 6 T 124 16 17% 19 20 21}

U =74 {not significant)



APPENDIX 24.

A comparison of C-H scores for 0.D. and lecturing groups using
the Mann-Whitney U-test

e

0.D. 1 2 3 4 6 T 9 9 13 17 20 23
Lecturers 5 9 13 13 13 13 17 17 20 20 22 24

ﬁ=3.6"

p < 0.025
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