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Systems Psychodynamics in the Service
of Political Organizational Change

Jean B Newnans

Comprelensive arganizational changes normally touch: employees’ emational
atd political concerns. Employees who lead and implensent such changes cope
with challanges o their inleresis by engaging in pelitical activides. Typicatly,
they enace peychological dynamics in 1he secvice of overt aud covert aims.
These dynwinics. inherencin sncial systems change, can he hoth functional and
dysluncrional, | loweser, in parcieniatly messy and confusing siluations, pay-
cholopical dynamics may be 5o severe dwe valid politdcal coscerns cannot be
addressed efecrively,

POLITICAL OB GANTZATIONAL CHANGE

Comprehiensive changes evoke strony politieal and psychological dynamics
Because s many aspects of organizaton are implicated. Sech changes involve
multipde, sirmultaneous, and sequential inftiacives, Aiming for inereasad pecfor-
mance, executives usually warger alicraliovns to wark nrganization, asserting
new norns o behawiner and thoughe. They anticipate or teact 1o welmolop-
catand econamic changes that create reqitivements ot possibilities for different
apprudches oowork. The language and characcer of such developrenis follow
trends pactiealar Lo g period and sector,

Arthe time af writdng, several ilbustrations readily can be offered. Many UK
pnblic encerorises and governmaent offices have heen carved lnlo sinalier unirs
called "sruas” and "agencies’, with inconwe-gencrating demands and alterations
in bow they purctiase and sapply services. Detegulaciun of mackers and the
availahility of suphisticated inkmmation rechnology motivate finsncial sendces
firrns 0 siring their wosk-force, redefing 'frone atfice’ and 'back office’ jabs,
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decrease or increase the produces they offer, and 'subconceact’ with brokers and
agents, Globalizallon of shippirg and privatization of rallways resuelt in 'our-
sourcing' mainlenance jobs and replacing Bul-thne employees with those on
LEBCLEMICATY "COEELERGLE

Manulactiwing research sugpests that such Aindamental organizational
chanpmes requite several, interconsectedd systemd o be aligned {Metmeann,
Henli, and Standing wsag). Tn moving from individual jobs w group working, for
exdenple, five aspaces of grganizacion mst be adtered:

= brusiness and organizalicnsal siotegy;

+ wenck desipn and veweed lrsining develuprmnents:

v qualiny, manufacturing, and englneering syseins,

= bsiness planning wod aeeonnting systems; )

» induscrial relations and personnel practices (1id,; 15),

Significantchanges to me organizadonal aspect slways affect nthers. [tis this
gualily of nrerconneclion which makay comprehensive organivatoral chanpe
s political, Changes acceprable to those peaple concerned with one aspect of
urganivarion wdy challenge the inrerests of people who are concerned with
anarher aspect,

Fowr examnple, o typical change to husiness and arganizational stcategy would
cencel one product aod inlekluce anclher. The implicated deparments might
ned oo e restructured and the annual bonus minimized in lavour of an exten-
sive advertising canepaign. Changes ro work design, passildy due to computer-
et wechnology, might ciiminate less-skilted jobs and lead o the promaoting
and fraining af workers for dlite positions, Payment systemns, including vrading
sbmcenres, miglu need W be alteved to reward the newwork. ndeed, changes in
operational systems frequent]y cannot be made due vo Hmitslions from existing
warking practices and employee comypetence. Business planning and account-
ing systems commuonly lollow on brorn changes o strategy and aperating sya-
ey, allloogh straregic changes can be driven by new ways to measure
campany and sub-uasit peronmanye.

Eroplnyees (including execurives and managers| view such changes thraugh
the Ahrer nf their ovm ernntional and palitical cancetns, They can be negatlvely
allecied by heing made redundant or having thele unit dissolved o they mighe
henefit positkeely Lhrough promotion, more satistying work, or higher pay.
Lsnally, cornprehensive organizarinnal changes have an impact on different
Eriufs En differanl ways, s loedling political activily.

Praposition One: Thiring confuging and racssy comprchensive organiza-
ticnal changea, cpdovecs wilt cxpress overt pobidicat goals retaced do those
purticular ehanges inan organizational systemn thal eoncern them.

Orgunizalional leaders often have goals in mind while lacking clear directions
for the many desailed alrerations necessary to achieve theilr “vision’, Stave-
of-the-art mehods for organizations] developunenl snd change mvolve
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employaes in exlensive planaing and inplemencation (e.g Bunker and Alban
1668; Bushe and Shani 1931; Moltmman and Camimings eeds), Thas, uncectainty
of divection can combine witl purdicipadive metliods of changs o create af the
same time both aosiery snd mechanisms fer politcal activiey,

POLITICS A5 WECESSARY TO ORGANIZATIONAL CREANGT

Palitical activities include debating, negoatiating, or laking some other accion.
Durng comprehensive crganizational changs, political actoes artompt o
achieve a ser of ideas, principtes, and commitnests relevanl wo crganizaticens
strvctites amd processes. Pefitical changss are those than alfec) deeply held
beliefs, especially those retacad to authoriny, Stails, power, and oesaomes,

Miles defines organlealional polilics as: 'the processes whereby ditferenti.
ated Tut inferdependent individuals or intercst groups cxorcise whalever
power they can amass Lo influence geals, criteria, ot priceszes uged in organ-
izatinnal decizion making o advance thetr own inrerests’ (R, H. Miles 1080: 154,
Peilnds of ansition end 1o be periods ol intensive politics since z0 many
aspecls of organization are under conziderarion. Palitzally avienced employecs
Intentionally adopt teases for carmying nur 4 plan nr achieving ends,

‘Political’ behaviour, however, usually carries the connetarinn of heing ille
gilinate, especially for people who are nnt in the dominatl coalition, Thereluce
people will use tactics which el e be vaobiliusive or e he seemingly legic-
Imate, ag, for example with the selzctive use of abjective coilecia, the use ol legic-
fmate decision procedures, and secrecy (Pleffer 1077 241). Bmplovess avgae for
decision-making critevia thar reflecr their inleresls acd againat coiterta that do
not. They use existing decising-making mechanisms to debate, negoliale, oo
take sorne ather action. During comprebensive change, additional committees
and task forces creare mare apportunities to inlluence outeomes. Those politi-
cal actors who have access w inluomaticn may withhinld or selectvely release
information a5 a puwer tictic,

Proposition Twe: During comprehensive organizational change, crmploy-
ees ywill use conscious prlitcal tactics designed to conmunicate acie cao-
pperation while, simulranecusly, wodking towards e achievernene of
covert goals.

Part of the puypose of nsisg particular laclivs 18 4o creawe 'the impression that
both the decision-making process arw owleoe are congruen! wich nbjscrive,
univeraalistic standards’ (L M. Miles 180 1625, Cverl co-operalion during
changes i olien supplerwnted witl covert activities designed to achieve goats
that mwight not he considered acceptable e the “dominant coaliton’ (ilarch
1g62), Tvpically, covert goaks have o do wilk retainiog or increnging suh-unic
differenitiation and pawer and with sataining o increasing Lhe sralus ang
rewards of indisiduals vr prowps (B 1, Miles w80; 157-8).
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BDILDING BLOCKS OF SYSTEMS PSYCHODYNAMICS

During politewd srganizational changes, cmployees have o cope with uncom-
fortabie sitwations and disturbing possibiliies. 1hey feel upset abour a paricu-
lar cheoage, feal threatened by & koown or possible outcome, and fiod
participatee decision-making meetings with bosses awbkward and difficule,
Employees often deal witli dhedr leclings sud thosghts by muovlng cluser Lo those
people with whom they have something in coinmen and by distancing them-
sebves from thoasye wit whom they disagrec, Adso, they tend to hold cemain posi-
tions and apinions relaled 1o the change programme, colluding wich thers to
lake up cnplementary positions and opinicss.

These behavioues, less cunseious than politeal goals and lactics, arg nweli-
vated by lorces uselully understood as pavchological dynamics. Ereployvees
engaging in political acrivities during organizuional change rend 1o do so in
groups or oo belll of groops or sub-uaits. These movationezl lotees, there-
fore, aperate in collectives, that is: pairs, groups, between groups, end ar the
level ol the organization as whaoba, A term nsed 10 ecler do collective psycho-
Yngical behavionn is sysrems psvchodynarnics’,

The word psychodynamics' is horrowead from individual psyehology whee it
i userd Lo describe Lthe energleing o modvaling foreces resuleing fam the nree-
convection between vatious pates of the individual's peesonality or character
structure. “Syatenn’, in this conceptual framework, dracers attention Lo the con-
necred parts ol o complex vrpanirarional whele. Systema psyehodymnamics,
therefore, provides a way of sthinlng ahout the energizing or molivaling forces
resudling [rom the neercotnection bedween various geoups and sul-units of a
sacial systern (L. B Miller and Rice rpti7: Trist and Murray wgn).

In organizarinns, the concept of a “boundary’ can include leeritoral diller-
ardidlionn as well ag oller ways of marking the inside and nutside of a group or
sub-unie af the larger system, such as tme and task (B ] Miller 1955). Beiong
albde to rraw & eeaphorical boundary arowod emploves groups by shift,
srade, or hicrarchical level, gender or racial identity, and ocoapalionat identivy
L, T1, Groeenn 10830 can be importanl, Boandaries matter because it §s aoross
Lhese Hieral and seolienl [ines thal emolicns, opiions, perceptions, and fan-
tasies travel.

Puging political prganizatiomal change, smplovees move coser in to
whichever grouyp tdentily foels roost rebevzod for Lhe oulcuine they desire. From
inside o particular group, they react ‘backsrage' to what is going en, evaluare the
charge initintives 1hat affect them collectively, plot their frontstage” political
tacrics, and assess the effectiveness of enzcred tactics (Goffiman 1938). They
interact with sither groups and sub-wnics poliically, supported by & few basic
psvchobopical mechanisims. Three sirch mechanismos—iprojection, intrajection,
and dissociatwn—csn b utdersieod as boilding blocks Foc the dynamics
ilescrilted helow.
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Proposiion Three: During comprebensive nrganizatonal changs, cmploy-
arg will unconzcioushy tse systems psychodyrwnics as a nzeful and pow-
erful vieroent of their polidcal tactics,

o individuat development, introjecrion and projecticn have been identified
as 'some of the eaclizsl activites of the ege’ (Klein w35: 8. wtiller and Rice slale
that the ego is the equivalent o the boundary control region thal wediates
between the e world and the euviconment g67: 18], Much rescavch into
group and intcrgraup behaviour demonstrates thar Liese peycholagieal mech.
anisrms can operare collectively as welt (see, for example, Lo 13 Brown iy
Kreoger 1675; lice 10801

Introjectic is the unconsciou: incorporalion of external idess and feelings
into an individual's wind or the group’s way of thioking. Insread of expecien-
cing e cuier world s external, the individual oy group wkes itinto the self or
group as a parc ol their inner life (Klein ggs: 81 During comprehensive argan-
izaticnai change, a group of sub-unic witl enact infrojection when ideas and
emolicns held oy organizational lzaders or outside relerence groups are
acceptad mindlessly, nmejecion can belp minimize lengthy debates snd resis-
tance, assist cmpinvess Lo tolevare slow implementuation, aod encourage rhem
to baarn new rales. However, intrajection can alzo create difficulties, for ex-
armple when directars announee a policy frem headquarters withoast cuslomie-
ingicfor the local site, oF when emploves representatives tesisc plans lor change
based solely on inconvenience La Lheir occupationat growp.

Projecrion is fhe unconsciaus transfer of one’s wen o a group's Impresstons
and Feelings W exwimnal objects or persons, This capacicy to wilrilrle cectain
mencal conslents Tom ang persen oF grolp an oo anolher cau alter the pehny
ioue of the persnm ot group (Hoowdts wds: 20, Terned "projecrive identilic:-
tion', thyis dynasmic valves projection from Sroup A o Group B, toowlidch

Growp B respends by andergoing introjection or "idendication o fusion with,

the projectad content and its unconscious meanings and thus [having] the
experience af eing manipulared int a particular role' {ibid - 23),

Projection and projeceive identification can, dike inouviecton, be hetpfl
dynamics, Uincamfortabls, even inroierable dioughrs and Feelings, such as tear
of redunduncy or af orgunizational vislenee o destruction, ean he projectsd oo
w anniber group, s releasing feelings of co-operadon in the unlksrdened
praup. Stwdlacly, it 15 not wnusnal for emplovees 1o project knorwladge abour a
clear, confident oulecome an o organizadona leaders, Lhus making acral
nnecerainly Lldesathle.

During especiatly diffimilt change programmes, howevee, it s the negalive
aspects af projection thar preoccupy change manaders, Some et loyee groups
beeowte stucic in an ineffeclive position, seemingly unahle w mave torward
reganlless of effor Lo address their poliveal concerms. Enviranmental fgutes,
such #s consullants ar esecufives from headguancrs, becoms fgures af hate
and wntrustionrshiness; ideas offered by e ars rejected automaticaliy.
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Thns, profectinn can be jolned wilh dissocation. At its mildest, a group
tlenies che possiblirg of & particelac owlceme sven though 1is blatantly going
ter happen. Lnder the stress ol fundamental change, employees may engage in
wild dissociation by deaying the congeclion of particulat facts to themsalves,
Unee a group orindividual is cavght up in g serious dissociative state, however,
it can be difficult lo know what w do.

Iman individual, a serious dissociative stade way indicate that 'a cevtain func-
Lieory el Lhe maincl becomes isolared from The memuainder of an individual's ox-
pericnce’ (Heichard, Siewers, and Rodenhauser 1952; 490, A group isolated
daring a change can become secinusly dissociative, Ceander deseribes this state
a5 'gross peyehological distertion ., . a specific breabdovat in perceptual and/ or
sansoryl motnt behaviour apparent i 4 group that hag heen ‘rabbed of ita
defences’ 993 2a4). Change proegrupmes that temain stick for o vear o more
uiten biave a sigoilicant uotor or powerhl geoug dissociated [rom participating
in e realiry of a changing creanivalion.

Roles for change managers

These three psychological mechanisms—indroiection, projection, and dissoci-
slion-—conlribule 10 8 growp's ability Lo use systems paychodwnamics in the
scevice of polirical aims, Other individual and group defences may be wsed as
wesdl. These lechniyues sean especially prwerful when combined with political
accinn during cowpreheusive change. Bacavse of their power, they fustrate
evin The hest change managers,

Proposition Four: Daring palitical etganizationat change, changs man-
ggers necd to take up robes Lhat bl conlain vneomfortalile and disturb-
ing emarions and alsa address effecrively the content of palitcal
cisagreement,
anages need ro vse mechanisms for negotiating polideal dectsions during
comprebensive change. Management Learn meetings and cotlective hargaining
proceduares may exisl atready for approndate use. [{owever, only a few people
are authorized ta participate in thew. Change mansgers usually offer other
enesiiregs and forums [or eonseliation and invobvement. Although such mech-
anisma provide leginimale means for working through politleal disagreemments,
they alsn edn play an impoersne funciion in adiressing emotional concerns.
The psychodynamic coneept of ‘containment’ suggests a core task fnr change
munagers and congnleants (Winkicart 1a58). Conlainment means ‘tresting
emoticonal probilems by non-interference, by the provigion of a holding envir-
onmeenil o whicl "uslumal” growlh processes could reassert themselves'
iPhillips 1gdil: 9i). I ocherwords, changa managers need (o aceep erploveas'
ernotionzl reactions w fundanicwal chaoges, uonderstanding lhal lme and
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space nead t be provided for emplovess to worl through these reaclions.
Cxpressing negative feelings towards exccltives, changs managers, ancd consul-
tanis is often an initial stags in such a process, folivwed by similar reactions
trwvarids albwer groups.

sany change managers find it difficult to supply a "holding environenent’,
They expec to take s polilical vole in a decision-naking imeeting ar 1o facilicale
& chanpe process. They feel unprepared Lo provide the non-anxious presence
necessary for allowing employges o werk throngh emotions. nvastment n
outcomes and in 2 parsisular change proces: makes nou-interference difficule

tudeed, change managers can exacertrawe psychological dynamics by lailing
to establish effaceve mechanisms that ale vecessary for resoiving polideal dif-
ereqvces, Iie oeder to aveid srrong emarional expression, they cancel collactive
meerings, Presentlng their concerns as chiective and universal, they criticize
the so-cailed private agernlas of other groups, Such actions prevent i noe
effective working through of coneroversiad decisions amd emotionab distech-
allCes.

Basis of case descriptions

Five cases are described betaw and Birielly analvsed according ta the deseriplive
[ramewnrk reviewed anove. Thase aspects of arganizadon Inplicated in gotmn-
prehensive change are deanilicd, aloug will s overe policeal goaks emplovess
express. The palitical cactic usad is noted, along with an indication of 1the coverl
goal 1hal emerged over time. The building blocks of systems psychodynamics
are identified, along with octher individual and group defence mmechantsms thar
rodght be operalional. Finatly, the rote of the change managers and consuliaonds
i indicated, .

Access o the sites came fron working as paid consulranes an averape of faur
days each month, fora perind of net less thao eigliteen months ner mere than
flve vears. Although the most senior manager paid the lee, explicit and wrilten
contracts made i possible asd desirable forwork to be underctaken with ali lev-
ez ol hierarchy, muast sub-units, and muost growps,

Data were recorded using qualitagive sociological aml atubropological
methaods (see, for exampty, Glaser and Scravss 17y, Motes were made on each
sire visil, with obgervations being kept separare From inlecpeelalioos, Fichl
notes from the ten organizations were scanned [or incidens in which sysrems
psychodimanics Dlocked resofution of political change issues, Cach scleclad
incident was seudied hy carefudly revicwing relaied tield nores. As the concen-
mial framewark was developed, a descriotive analysis in the form ol a case scen-
arfo was wrliten for gefesied ineidents (84, B, Miles and ITubetiman 19i4). Flve
are offered here,
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Rontine leresolution

When hesleaucy alonur aking necessary decisions becomes repeated, then the
systems psvchodytamic ol routine ireselution is being enacted. Such inabilicy
L lake & decision can b identificd as a dynamic precisely becavse the political
actors notmeally do ool prevaricate. However, during comprehensive organiza-
tinneal chiange, one lssuc stands ol roucnely as tresolvable. Rouline irresohue
lnn can help siow down sciae decisions natil interconnected ones are
addressed or untl difficolr issues are worked tirmagh. More often, howeves,
rhis dynamic damages leust hetween organkzational leaders and implicated
eraHovess, this hindering progress,

The pansinnless aparators
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The case of the pensianless operacoss hastrates how roudne ietesoludion was
userl in @ political debate about how o il Group-wide projects within five
companies. ‘The Board and ditectors [ought passively abiout profit cenless
during lugitinule decision-making meetings. They argued the validily of dilter-
enl crileria for evalueting M. Conecern {or people wus projected on to the
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pensinnless nparacors wi symnbolized this strategic tension, as did, of course,
ihe consuliani. Both the directoes and the Board dissociated themnselves fromm
direct concern or che aperators—as people and not as 4 symboi—ceompart-
menralizing their heads tor business from their concerns wich people,

Boutine irresolution allowed che Baard to avoid rtheir ansieny ahout the
uncemain gngcomes of relaxing the profic centre straregy. The direciors ronk
advaniage nf the Board’s HRM project Lo reguest lunds o sapporl sximg cosey.
Covertly, the direclors chailensed the nead for uny common poticias, symbialic-
ally HRBL, it a prolie cenuree strncture, The Board insigead an reraining the eighl
ter {ake final decisions 'for e good of the Group’,

Intergrnup splht

bntergrovp splits noeur when ewo o more gronps hreak inio parts which bold
catmplementacy or necessary elements 0 cliangea-relatad debate. The gualisy
of dialogre degenerates as the groups involved heeome increasingly luostle
ancfor increasingly discannected froun the other side af che debete. Typically,
each grnup becomes convineed thar it is a3 goad as or better than the atier an
some ilimensiors: nn attinude that can also oun inta a beliet that the othes
group is huk or worse in some way. Such differendation, esparcially during
comprehiensive changes in whicll new boundaries sre diawn armmed sul-
uolds, can be helplul in forrmdng the idenlily and focus ol a group, However, o
mTe comman result is g Ctendency - o tn spliv good from had e hemselvos
and to project their tesubrant feclings asto others’, leading oo major burriers
to the undersranding and eenrrol of the relationships berwesn human
resuTees and the tasks o which they coneribure' (B, )0 Miller el Piee
1967 16).

The edirorial kersus comumercial departiments

- ‘Eubstriptions to0 & amall, niche market ‘Tnagazine grow Tapidly. The magazine
ernphasizes Ligh quatity oflifs, particolarly positive ineerpersonsd relstionehips. The
e c-edizor [oels upaet, therefore, by anemerging rension between curployces whao
edir e moagazine asd those who sell adverlisiog, Tler attempts to ovgaiize boh
.- deperiments for planning S grivath fall, su she hires o enngsulvarng o .
_ Diagnogric interviews with all employees Indicate that rension has maved into -
* hostilivy, The editorial eropinyees avo convinced shat fhd Comniescial amploveas do
. ot ¢are about edivorial gqualine 'Commersial cave abinnt _Ewmmcn_.m_...u._. and J._mr._.i_m
mancy, they are Wraing ino diess-for-suceess, business wpes', The Commercial
- employees ate equally wnimpreszed with m?,a_acam_:m inediting:"They have ehelr
" heads saeck in the sand’ and ere Irying 1o hald the mapazice back: by mﬂ.ﬂnn::m tex
hippies and drep-outs’ they are seen o3 ﬂmm:m:._m g accepl ideas frene Comrmeginl
for .MEFFJ Aned Teliaiing in' mTagznt znd ellrist seays',
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[ this case, an intergroup E.__; was enacling a rumber ol umacknowlsdged
Bsseees relared 1o Lhe iugazine's success. Both deparements actively projected
their ambivalence ahout Lapid growth an to each niher. The owner-editor dis-
soctated hevself from 'their contlicl' by naming Lhe probem an inter Personal
issle, even thowigh organizational strategy and operational SFStem s were imph-
cated, The main paliticat {aclic was the sterecy of! _Enxﬂmmm camplaining and
withbalding ol cross-departmental informatios. Onee disclosed, information
hield wirhin each sub-unit eventually contributed e workalle solutions.

Thvizion of emotional labour

The division of emotional labour §5 cnacied when different groups 1ake on
andl/or are phven different pares of the emotional and tn_m__._cum_ workload nec-
ess81Y t0 & chauge programme, The division of laboir may be permaneni,

whireln agroup, deparement, or other suh-nnit specializes in one payehological
stance, ideslogical opinion, and/ov direction for a change initiatlve. Altemn-
alively, there may hr smine rotardon of division of labouwr, wherein individoals,

wroups, and sul-unils Luke on certain aditndes or roles at different slapes of the
change prugramme. ltesistance versis co-aperaion and heing a scapegnat
Meriis being a champion are Typically attitudes and coles dhat ave divided up dur-
ing vomprehensive change. This psychodynamic can be helptul as some pro-
Rt ol dhe arganizational memberzhip devotes fself to progress, However,
many a changs programme has been decailed by resistant employees whose co-
vparation and goad will are incorparilide with their plves role.
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The craftsmen s resistanes

.W@mdw nmm,_irm.mm. .E&Er: _:.._.:r ..._;m cm a Em:____. E:._mﬁmu_usm._ mxmﬁsam frafh ane
£ Jarility and H_S_%._n.” to twe. Into the new faeilizy, Lhe 1254 :rEE:E%E intrradces
.,.¢ semi- m:Eann_E wotk groaps’ for operatdes who are paid more for wor ki with-
vtk gupeErvisnrs. The introduction, assisted by o consullant, goes sa well that cthe UK
¢ Wanagerment lesmo deciiles 3l shap-Aoor warkers showld wotk in teams. Cperacors
"R the oripinal plant EXPIEES enthitsiasm for learnlog mnre skills E:. RETAITRL THITR
oAy
“The craftsmen, mechanical engineers, and elecerical engingars are not pleascd.
'+ Thay feel thieatened by the potental Yazz af thelc wilpe thilfasentiols aod specialized,
mem.. The new nﬁ_mmmﬁn_mm make alinost as pnch s e craftsmen's enny salacy, and
: manegers spéak of operatacs dolng some touting, lew-skill, maintenance tasks.
fﬁnmmﬂﬂ &nt assigtied w0 e new plod resenl being given breakdovwm work by opera-
*- Loy, inzisting on taking SﬁEq:a: andy frar & senior engineer ar a supeyrsat fiotn
Em old plant. .
Ty, “yeafs an, the EEEE :__ﬁ: team establishes’ passicipativi m_::::“_.._ A -
‘ EEEHE:E::E rnToittees for wiork and ﬁﬁ.ﬂﬁﬁmﬁ_w: Th éesftamen complain
- 'rhat they heve 10t agreed o wotk in teams. The apetarnr-dominated oade union
Swanle 1o speed things up and nat wiit kot the erallsmen to make up cheirminds, The
nHmmanma vate o send rapresentatives fa the rcﬂ_ﬂ_:mmm in prder to procect Leis
u.&.mmm:zmﬁ and shills. )
“Every time significant pra gress is meade, thi: crafrsmen walk ou of the comrnittes
- becanse their differcitials have ool been guaranteed, The managing dicerior #nid
. "persannel manager meet with the crafismen's trade union and propass solutizna
~which are voted down repestedly. Engineering senior managets, who fear lasing
“pomirel over maintenanes and the g Lhat comes with many subardlnales, st
- Tgsistance ln Heir crmpioyees, The operators in the new planl Baumt Hie ctaftsimen
wand try to nepgoliste mare money for themzelve: i secrcl.
st -The craftsmen's resistance cantinucs (ur thres years, Oneé all the oockalors aré
working I groups and gaining addidonal pay foe muliiple skilis, the eraftsmen
™ eEpresy interest, Thiz happens shattly aller 1he management (s coaes up wlilea
.. Ew arganizaciomal serategy it resssigns the most negziive senior crginesrs Lo
HnEﬁn.m._ speciallet pasllions.

The craftamen were nof she anly ernplovess ae the U site wha were suspi-
cious and scared abiail the TES dden of "teanwork’, The division ol enaolunal
labour, however, meant Lhat they ideneified with others' projecred negativity
and got stuck while the operatngs benefired from making progress. Their restz-
tance te chanplog inlusirisl relations and persennel practlces to e in line with
new work designs and refared rraining developroents meant that oehers would
dissociare fron thern and fovus oo turthering their mterests. The management
Lean. mnustly manufacouring and not “engineering men’, were happy Lo leave
the 'arragant Lastards out ro dry'—sornething sl was blalantly impossibia
apd andesicable lor suceas:fd ‘reamwock’.
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Change missionary

Whien caughr i in a change inissinmary dynamic, organizational leaders man-
age antl facilitare changes with evangelicat zeal, Dogmatic commprehensive
change is composed of principles basic w irs particular schood of thimght
related (0 Lol processss and mnecomes of change, Thase st be adhered 1o
rigidiy. The change missicnary dynamic can ke dillerent fomins, such as when
colgultanes or change maragers over-identify with one proap o sub-unitinthe
oiganizaliot, thus representing sheir concerls as central ¢o the change
processes; altemmatively, exlernal consultants bond willy executives and senior
change 'championg’, thus forming a firmidable pair who see it as their job (o
vorvvert othors 1o shelr baliels.

The stake-in-the-gronnd” conselianis

A H.E_uﬂ_mm: she Gl & US4 _:.a:r rae Em:cmmnHEmn mﬂ.:m_u__.x L rc_d_“_mﬂm E:r .ﬂmnﬂ
Factortes wilkio e same o LTPOTALIGIL mcqoﬂ_mnﬁ lalsour oty w78 gl ncEﬁmﬂma H_
thise of Mexican and Korean sites, The divéceor, présecling the-surival of *his site?, "
“seeks to getmore peoductivily at Tess fost FHEmEmﬂmE.. Ife hlres 1;». e comanl-
canls e hedeal g joba sud pai Ty working Wit u lalian _..Ew.:mmerE o
# lw months, he suspects the change consuilants of not _umEm seriells .._E_E .E:_:m_ )
his laowr casts. e hves enplnesning comsulbants, - . SR
Tl esgineering consuitants specialize | ina EEE_E e faﬂ_ ¢m m:nﬁ_ maan _m..__SE.
and materials bandling Sectetly, they wark wide the direcror and come up widia -
nlan, Dn:s.w public logethet, they convene 7 sefies of ‘neis dhecticn’ rngie ireges. Al
. these Emn_._:mn_ Lbe eipinee mj:r_.,cﬁainmhﬂm describe _EE 1__3, ..Ev} e puk y firm .h
stake-lo-1hé-ground and then meve the organization 1w it and then fut andther -
stake-in-the-geaund amd maveJ1 is very simples The direcror indicates s pleas:: -
e with This spovnach by -stacing that 'bis cdnsilianis will take- camm thie labour- " ;
meAnAgEment commitiee and ‘woke change happen’. He- BEFE 10, ﬂ_.ﬁ n_..aﬁmm b
coniguleants, ‘Tither 49.# m_._nEE_mm :E: ﬂ.:,._z 3 _._E_.m d Emnﬁa smMm _.._E, or m__o: are B
apalrze s’ They resign,. . -7 - - -
Beglslancis L, “stake-] -in- _.,:_mrmaa:un_, W.E._m::m:ﬁ Es ,wm._us_m iy _unEr_.e
ﬂaimﬂmn _.,:m E_._mnwn_n m_._.dm _EEER n:.E E..E::Q a Em : m_..h f

i chis case, chiange miszionaties ook over bolh the approach to and content
of & fundamental organizetfonal change. Al three palitical ractics weoe
mnbilized, although secvecy and “hackstage chats’ played 2 sigonilican part,
Abmesl Al prganizacional systerns were troplicee], The change agent pair—he
enginearing consultants and the director  dissnciated themselves from
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approaches to change without outcemes known 0 advance, They projecied
'eneaty of site survival' on to the chunge consullants, and on ta the tradse union
represeniatives who epressed feacs Uit thee irain goad was o decreaze slalt. All
the direciors and managers learned o introfect some elements of e 'stake-in-
dhe-pround' apnroach ar loge Hhelr jobs,

Hidden or displaced agenda

4 hidden or displaced sgenda i one of the mare difficull systems peychn-
dvnamics to diagnose precisely because of the ndten invisibbe link betwean thac
which iz abservabie and is ancececdend Wy a displaced agenda, an issue ihal i3
being svolded within ane sub-univor group gels shifted fam the place inwhich
it preds o be addressed to another, somehow relaced, sub-unit or group, For
exaimple, suppressed conflict acsenior managament level often emerges incon-
fligt at lower status levels, With a hidden agenda. something is put or kept cut
of sight, probably az a polilical el This hidden something bothers those
groups of sub-units trving moaddress comprehensive change ssoes. This
dynamic may be functional for a short peried: for example, withhaolding
inlerazlion or deflectng atiention uolit a suitable opparnmity can be provided
o work through reactiens. Tlowever, hidden or displaced agendas tand Lo block
propress by increasing distrust thas cannat he addressed dicectly,

The retiving owwner’s share value
A Sﬁzdnzn_s man mmmﬂm:n ?E Eﬂ_ ands from thiee faunders ta g0 E_J_Eﬁ.mm i
five yoars. Projects necessaty 10 [inanee s Tawsiness get larger and e challeng-
ing. Although the founders heve the competence necessary fo atitac theas laoratkve
coirracts, they simply da nochave the capaciny. Some senlot staft can nagodate theit
' fiamm's respansibitily eo design and build tacge Baildings; but they tend to e Emﬁmma
fov awn ta three years ta manage these projects once wwarded. .

Ta solve this dilewwma the founders toy several dillerent organizational and finan-
cial structures e totheace seninr staff. They pay higher than average salarics and
seward top perfarmers wich promotion and alaos. A..:m.‘._, CONVENE 50 m_.u.m_ H.u_.cuu_a:._-
golving and straepic planning meetings with those mlddle end senior manggers

wlhunn they bave iduraifed as werth developing,
'ressires o endarpe the Tusiness mean that pressures io solve these problems
incroase. Mevartheless, e various stuctares and mewards do not seem: to edp. Over
@ owo-yeer period, alf ofthe mars seniat managers [save the cotmpany. .

- & coasultant, braughe in to address ehe prablene, interviews Wairy g managers
wlie express serions cancesns and dowhes, They feel thacehe business s grawing oul
of coalrod, ard That B many kew sngloyess are Leing hired wha o aot share the
rompany ethos, Maney needs ta be ivested in developing an arganization fa sup-
port the business ag frs evisting level. A few suggest that ihie pressure oolnes frem o
hjdiden zpencla— cae nf the founders "wants te retive waglthy'.
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mns..mam, ._.,.sm.m_m. _..ﬁm&w._n_.um are H._..mm._u tor E.Em_.m E.:H:m,. mm.:_um af _.E&Ea...% u,m_ZEm;Bu&
. planninginectings mre Bregdly - ..Wnpmu,.. i

Ty this case a disphaced or hidden agenda morivated rapld and eontlmioas
growlly, Conflicl abaut strategic diveclion, opersting systems 1o handle prowth,
andd related Anancial targers emerged theough legidmate decizion procedures,
Flowever, the political taclics of secrecy and dehates about growth versies inter-
nal development were alded Ly psychoingical mechaniving, The owners pro-
jecled Wheir desies for growth on Lo senlor inanagens, dissociating themasalyes
fram human resonrees concerns, The senjor managers inlrojecied the goal of
gL fur several yeacs, bul began Lo resent the pressures.

The founders overtly neaded their 'top goys' to take over their business as
Hiwy upred, However, Loy weee arnbivalent aboer sharing the wealth in general
and, more particularly, in investing in a business that would go on without
Lheeee They eaacted this ambivatence by projecting iresponsibility on to their
seuiur emnployees and establishing noceatisic lnancial targets. For their part,
the senior empdavess did not wanr yet mere responsibiliny without greater
revard, 'They allmwed developments with which they did nat agree, telling
thenselves that they were young asd highly tmackelabte. They were ambivalent
abonr staying in such a demanding firen.

DISCITSSION AND CONCLUSION

Syvstems pavchocdynamics do noo exisc disembodied fom the people in the
sncial systems enacting them. Psychadynamics ave ahways psychodynaniles of
somelhing and zomeone. The prople invalved in these cases are In particulas
tales within sub-units or geanps, with particulac identitics that contebute (e
eltair attitndes, concerns, and political inderests. Their emotional and pelitical
coeerns resubt from comprehensive changes initiated by their executives and
elidnge Tnanagers,

During confusing and messy comprehensive organizadonal chinge,
empdoyess will express overo polilicad gosls related o those particular
chiges fnoan nrganizaianal syscem that coneern thetn,

Indead, these Ove cases demonsleale thal over politcal goads provide a
haseline fram which e conbusion andl asessiness besio, Each group in the
seenario could express iss nvert polisical goal. Om o the sucface, however, the
secming incrnpatibilivg ol the goals led w increased concerms and escalating
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difficulties. In some cases, the lucompatibiline was about the acinal changes
decizion itself (for evample, the rate and naloce of growth in the magazine and
in the construclion management Gom), and how that devision alTeored aspects
of ciganizaiion closest to the implicated proup. In oher cases, the sticking
poines seemed to be the processes of change and the condidans—parlicularly
noney and statz—nnder which people co-operzte (job and paymwent design in
the chemicals plant, (unding for Groug-wide praje:cs in the panar companies),

During comprehensive organizalicn change, amployees will use conscious
palirical eacdes designed to caununicals Lheir co-aperatian while, siennl-
taneansly, working towunly the achisvement of covert goals.

The cases described and briefly anaivsed Licre shiow that overt co-aperation
ks nocalways the chosen political tactic, T lour ceses, some groups arged over
criteria and participated in legitimate Jecision-making meerings ro inake eir
points {lhe directors in the paper company, the departient managers in the
magazing, the operaluss in the chemicals plant, and the made wiion in the
fieallh care manufacturer). But other groups chose secrecy, wighdrawal [ron
tegilimate meetings, or passive spgressive behaviour ithe heafth care products
direcror and bl enginesring consullants, the craftsmen (o the chemicals plant,
and junicr staff at the magazing), ¥urther, il uppears that work iz not always
undertaken towards covert poals (fur example, the senior staft ac the eonslouc-
tan munagement frm, who did not &tremmpe b schieve gregrer reward lorinore
cesprnEihillcy],

During comprehensive arganizarional change, employees will uneono-
sriously use systems psychodynarnics as a nsefid and powerhul element of
their politcal laclics.

Interestingly, it s pessible to idenlify the psychidynamics being used by the
Inain groups acting fn each case. Such a detailed analvsis requires more space
than i3 available here, lrut it is possibhe w note thar elements of all thees buiid-
ing blocks appear in all cases. Projection played an csseniial rale for everyong
on all sides of a political #sue even when it was nod overt (the change consut-
tants projected thelr frustalion with participstive mathodalogies on w the
health care direcior, the paper companies” ditectors projecied Leir need for
autononyy on Lo the Board. senior statt in Lthe construction managenienl Grm
projected thelr anbivaiencs about raking sver on to the foimders), 10 Lhese pa
ticular vases, introjection seesas 10 have boen cnacled wilh dissociation o
remove selected grouns nr fssues oo che change prodeer (de craltsmen, the
owner-editor, e pension-less operators, the change consultants, and the rotir-
Ing foursrder,

Braring polivical organizational change. change masagers need ta take v
roles that both conrain uncomfoelable wnad disturhing emotions sud ulso
address elfeclivaly the content of political disagresment.

Most of the changs managers in these cuses experienced difficully o com-
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blning the tasks of 'containment’ with political decision making. They rended
to e eetings a3 ook Lheir politieal concerns were legitimate (For example,
the "new direction” meelings in the health cate menufactueey, the editosial
mealtings at the magavine, the planning for growiloneslings al ihe construction
managenent firm, Consultants teaded ro e brought in to provide emntional
contaimnent (as with the disgnostin interviews at the magarine and the con-
strielien maeageinenl [rm) or 4o hold the concecn for emoalions {such as with
the pension-less nperators, the crafismen, and the health care manulaclhuriog
shap-float). 1 three cases resoluddon of disturbing emordons sesmed Lo cotie
onily when muanagers’ antietics were soothed aver time (the Board ook five
years tn give the aperansty d pension, the vraftsmen got thelr guarantes alier sl
cperatols worked in temns, the health care products srade union's concerms
were iguored wuril the new shap-floor lavowt and materiais handling system
wis aperations]). In the other two cases, managers allowad organizational
development methads o be nsed to work om emotionat and political coneerns
sequentially (the intergroup meedings ol he inzgazing, dn emergency weeling
in the congtruetion managemenl liam).

Underslading and accepeing Lhar emplovees enact systeans psychodimam-
ics by Lhe service of overt and covert pofitical ehjectives can help managers und
copsultants cope. Planning and  implementing pacticnlarly  challenging
changes always cvolkes polideal actions and related systema prychodynamies.
[tis o milstake do lreal sucly situations as only political or onky psvchodymami,
Persistent, messy, and confusing clisnge inildatives requice appeoprlate atteqn-
tio o loth dirnensions,

Change managess often souash political aclivily as away 1o stop severe pay-
chological dynamics. They intend to conloel inessy, often contlictual behay-
icurs theough such action. By denving employess a satsfactory solution w
political concerns, however, imanagers force dynamics imdergroend. Such ‘get
rough' behaviow sgually backfires in coenprehensive organizalional change.

Even when whale groups are 'ousourced’ or whole departments dizsolved,
the unycceeplabile eelings and thomghes go undergronnd and disrept or mini-
mize fcther developents. The resistance moves fran, the tavgeted group to
another, or one change initiative gocs smoolhly while ancther, seemingly
straightfrasarnd issee defies resoluticn, As these cases itluscrate, many & change
programme faces expensive delays in implementation precisely from unee-
sobvied ernotional and political concerns.

sfanagers and consultanls need o provide containment for the sysients
pavchadynamics, while providing elfcclive mechanistms for controversial
decision malking. During comprehensive organizational change, these are two
related butseparate concems. Contuinmenl 1 ol the saime as resolving palie
icat enncerng, aithough centainment can be a resolc of doing w0, However,
polilical conicens that require decivions cannoc be addregsed through convain-
rcht alonme

-



