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CHAPTER FOUR
 


THE DEVELOPMENT MODE AND MODELS
 
The mode of consultancy considered in this chapter emphasizes creative change and 


development processes in people, systems and organizations and combines this emphasis with 
a commitment to a systemic approach. Promoting and facilitating developmental processes is, 
of course, a feature of consultancy generally but they are primary emphases in the models 
described in this chapter. 


Models One and Two 
David Campbell and his colleagues have developed two distinctive models of 


consultancy praxis. In 1991 they published a book about the fIrst of these, which they called 
Development Consultation, (DC). This model combines their thorough going systemic 
approach with a particular understanding of the processes of organizational change and 
development. Then in 1994 they published a longer book about a model which they called 
Constructionist Consulting, (CC). This model combines their systems approach with 
processes by which consultants and consultors construct and co-construct new perspectives on 
organizational problems. DC emphasises development just as CC emphasises 
constructionism. Both models are presented as ways of deploying and enhancing systemic 
and systems approach to consultancy. (Somewhat confusingly, whilst "systemic" appears in 
the titles ofboth books, the titles given to the models do not.) 


David Campbell is a common link between the books and the models. DC evolved 
through cooperation between David Campbell, Ros Draper and Clare Huffmgton who co
authored the book about it. CC evolved through cooperation between David Campbell, Tim 
Coldicott, Keith Kinsella and, at the beginning, Ros Draper. These two different consultancy 
action research teams produced signifIcantly different but compatible models. It is not 
difficult to see how they complement each other especially in relation to their approach to 
organizational problems. They could be conflated into one model or they could be used 
alongside each other. However, CC is not said to be built on nor to be a development of DC; 
the descriptions of them are separate and independent; they are not cross referenced nor 
correlated. Accordingly, they are described separately here in the sequence in which they 
were published and seem to have evolved. 


These models are included in this section because of their developmental dimensions 
even though they could have appeared in Chapter Three as particular applications of systemic 
thinking and organizational development. They demonstrate that systems theory can be 
combined with organizational theory (and other theories) in consultancy praxis. 


Model One: Development Consultation (DC) 
I The Story of the Model's Development 


Development Consultation (DC) is the term chosen by David Campbell, Ros Draper and 
Clare Huffmgton for their approach to systems consultation. l [To avoid repetition David 
Campbell is used to represent all three authors.] DC evolved when they began to work as 
consultants to organizations. They found that they had to develop a language to describe this 
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consultancy work which was different from the one they had been using as consultants to 
family systems (that was based on the Milan Approach2 described earlier, see Chapter Three, 
Model Two). "Development" was chosen to reflect their basic beliefs "that organizations go 
through a continual process of moving from one developmental stage to another") and that 
they "change when people's perceptions of belief and behaviour change".4 


Campbell claims that DC is a "distinctive package" which, through their own 
interviewing style, is an instrument of these processes of developmental change as well as 
being systemic.s But, as they note, whilst DC includes original contributions from Campbell, 
Draper and Huffmgton, it draws upon a variety of ideas in the fields of systems thinking and 
consultancy. 


II Knowledge Informing the Model [element (a)] 
In choosing the title Campbell felt "it would be helpful to give our approach a label, by 


which people in the field could identify US".6 Of course, this happens to anything that 
becomes well known; titles and approaches become identified with each other. However, 
neither the title of the model nor the title of the book in which it is described (A Systemic 
Approach to Consultation) convey the essence of the approach which I understand to be a 
development-systemic approach to consultancy. This duality means that the model can be 
grouped with systemic or change and developmental modes and models. I chose the latter 
because of the stated emphasis. 


Campbell defmes development consultation in the following way: 


A consultant helps a client solve a problem through mutual exploration and 
understanding of the meaning which the inability to solve the problem has for the 
larger organization. The meaning shows in the way relationships are organized 
around the problem.7 


Note the subtle deflection of perspective from the problem to "the way relationships are 
organized around the problem". Campbell suggest that clues about and insights into meaning 
are in those relationships. I illustrate this in Figure 4: 1. 


Three key chapters in A Systemic Approach to Consultation are headed: basic concepts 
underlying the systemic approach to organizations; basic concepts underlying development 
consultation; the practice of development consultation, DC.8 Distinguishing between systemic 
and consultation concepts is useful but it could be misleading or confusing because systemic 
concepts suffuse D.C. Also, in view of the emphasis in this model, it would have been helpful 
to have a section on concepts underlying development. Its absence suggests that 
"development" has not yet been as thoroughly integrated into the model as has "systems" 
even though it is used to describe it. 


Figure 4:1 Relationships Around a Problem 


~pressively, however, connections between concepts and practice are close and sharp: 
explormg all of the concepts runs into discussion about practice and vice versa. This is as it 
should be of course: concepts should infuse praxis; cross referenced flow and feedback 
b~twe~ them creates evolving models in which theory and practice are dialectical and 
dlaloglcal partners. As I reflected on this the following diagram came to mind, Figure 4:2. 


Basic 
systemic 
concepts 


~praetice 
of 
DC 


Basic 
consultation 
concepts 


Figure 4:2 Basic Concepts and Consultation Practice 
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Now we tum to what Campbell says about the basic concepts underlying ~e systemic 
approach to organizations and then to other concepts underlying development consultatlon (DC). 


1. Basic Concepts underlying the Systemic Approach to Organizations 
"DC is based on systemic thinking; it is an application of gen~ral. sy~tems theory. 


Specifically, what it means is that the consultant assumes that any organIzatIOn IS a system of 
inter-relating parts ...".9 Therefore it is a form of "hard systems methodology". ~am.pbe~~ 
does not distinguish between hard and soft methodologies. This "systems or syste~c. VIew, 
he claims, "would assume that an organization must balance its need f~r change w~th I~S need 
for stability and that solving problems produces gains for some people m.the organIZatIOn and 
losses for others". 10 Examining these concepts further he says that DC IS a complex.process 
engendered by "some fairly straight forward ideas .... linked together in a very speCIfic way 
by the consultant". They are described briefly below. 


People and Systems in Organizations 11 


The "meaning of people in organizations" is an important idea in DC. Campbell says 
that whilst organizations can be thought about as systems they are also made up of 
individuals. [Individuals can of course be thought about as systems.]. DC. uses both ~e 
perspectives of individuals and organizations a~ expre~se~ ~ough theIr ?elzej or meanzng 
systems. Campbell believes that the way ~ which the mdl~l~ual sees reabty and choo~es to 
act are influenced by their belief or meanmg systems. Slffidarly, he argues, peoples role 
behaviour in organizations is influenced by belief systems in the org~iz~tion about such 
things as morality and achievement. It is also influe~~ed by th~ organIzatIOnal ~ulture and 
particularly by such characteristics as loyalty: competItIon and nsk. P~rsonal bebef syst~~ 
are "supported by a history of events WhICh have confrrmed or. dls.confrrmed them. 
Campbell illustrates these aspects in the diagram which is reproduced m FIgure 4:3. 


THE ORGANISATIONALPERSONAL BELl EF 
CULTURE SUPPORTED 


BY EVENTS 
SYSTEM SUPPORTED 


BY EVENTS 


~ INDIVIDUAL / 


/ ~ 
CREATES A VIEW ABOUT RELATIONSHIPS 


~ ~
 
LEADS TO ACTION 


Figure 4:3 Influences on individual action 


Organizations and Change 
Campbell says that they are inclined to agree "with the thinking about how organizations 


change that has emerged from the field of cybernetics,,13 and particularly from the work of 
Humberto Maturana and Fransico J. Varela. 14 Campbell applies their thesis about autopoiesis 
to organizations. The internal structures of organizations, he argues, will determine the nature 
of the responses that they make to inputs from the outside world. To illustrate these processes 
he uses the example of a coffee vending machine. In such machines, he explains, the coin 
does not cause the machine to produce a cup of coffee. It sets in motion a set of sequential 
processes and events which culminate in the production of a cup of coffee. Campbell notes 
that if the machine is in good working order the insertion of a coin will always produce the 
same results. He uses this example to illustrate that "an organization can only respond to new 
information in the ways its structure prompts it to respond". Brief case histories are given to 
support this hypothesis. 


Leaving behind this mechanical version of open systems processes, Campbell turns to 
the question of how do systems change? He argues that organizations are changing all the 
time because those within them recognize that random events occurring in their environment 
will affect them, are important and decide to support them. Such events could relate to 
changes in legislation and values, natural disasters etc. 


It follows from this, argues Campbell, that it is necessary to understand why and how 
support is attached to some events and not to others. For Campbell this involves looking at 
the "belief or meaning system of the whole organization". 15 


Then Campbell turns to what he describes as "the great problem of difference" with 
specific reference to the need for "balance". A central idea of systems theory he says, is that 
"every organization at each developmental stage must manage an appropriate balance 
between difference and sameness or stability: the life of the organization depends on it". 
Campbell says that this involves organizations encouraging their members to notice and 
appreciate differences and stable, repetitive patterns. He says that "every aspect of the 
organization - defmition of roles, management style, company structure, etc - must reflect this 
process" and the systemic concept upon which it is based. 16 


All this leads into ideas about why organizations have trouble in negotiating change. 
Basically, as I understand this brief section, the trouble stems from significant differences in 
the rates at which different individuals, groups and organizations change in their beliefs, 
behaviour and work culture. Organizations, says Campbell, are continuously changing and 
for the most part adaptations are made which keep their members happy and productive. 
However, Campbell argues that critical things happen to people when they feel that there is 
too much change in the organizational relationships and roles upon which they had depended. 
People lose a sense of security and confidence in the ability of the organization to "provide 
the context where new, equally rewarding relationships will develop". When this happens, he 
maintains, "employees retreat into behaviour which aims to bolster personal security at the 
expense of the organizaiton". This leads him to the conclusion that it is the meaning members 
of the organizations attach to relational and role changes that creates problems rather than the 
change itself. 17 
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It follows that systemic consultations must explore and examine the meanings attached 
to changes and especially the perceived effect upon the balance between differences and 
similarities and organizational relationships. Such an exploration must be directed to the 
culture of the organization and that of the individual and the interaction between them. When 
these processes are effective, individuals re-connect with the organization differently, 
problems and obstacles are seen in a different light, new strategies emerge and organizations 


. d 18are remvogorate . 


Campbell says that "the remedy for this situation is to re-connect the individuals to the 
organization". The aim is to enable individuals to see their needs reflected in the "folds of the 
organization" and to see how carrying out their roles contributes to their own and the 
organization's development. This is done in DC through several stages: 


(a)	 promoting awareness of the needs and wishes afindividuals and the way 
the organization affects and is affected by these needs; 


(b)	 identifying the source ofthreat to relationships and exploring the
 
consequences ofchange and no change;
 


(c)	 relating the consequence ofbeliefs operating and threatening at different 
levels of the organization to the losses and gains which could be 
experienced; 


(d)	 creating new patterns ofconnections among individuals and the 
organization through complex processes of re-evaluating individual needs 
and the organizational culture in the context of changing needs of 
individuals. 19 (Italics are Campbell's. I have paraphrased the points.) 


Campbell says: 


We think of this process as creating a new set of beliefs which lead to new 
behaviours and the creation of new relationships; and it is the basis of the 
systemic approach to consultation. We think of the individual and the 
organization as connected together as a system; and the exploration of this 
connection, through systemic interviewing [described later] leads to the creation 
ofnew behaviours.20 


Feedback 


For Campbell "feedback is the lifeblood of any system". Increasing awareness of the 
way feedback operates, effectively and ineffectively, is, he claims, "the single most important 
intervention to enable organizations to manage change productively". Systemic interviewing, 
a central feature of their praxis, allows consultants to follow the feedback whilst hypotheses 
help them to "develop ideas about the meaning of that feedback in the puzzle of belief and 
action in the individual and organization".21 


The Observer Position 


Whilst acknowledging that "one cannot observe oneself',22 Campbell uses the term 
observer position to describe processes by which individuals reflect on their own beliefs and 
behaviour through adopting a self-reflective position. This he says is a "prelude to any 
change based on a model of systemic awareness". In a most helpful analogy he says 


...consultation does not change organizations in the way that a gardener might 
move shrubs and plant trees to change the landscape. It is more akin to moving 
the observer to a different position, so that the landscape is seen from a different 


. 23perspectIve. 


2. Basic Concepts Underlying Development Consultation 
The various points made in the section under this heading are encapsulated m 


Campbell's opening sentence: 


Development Consultation aims to create an experience between the consultant 
and the client that respects and emphasizes the way they become an interacting 
system, in which the feedback and communication ensure that it is impossible 
not to change.24 (Italics are his.)* 


These aims are an expression of Campbell's belief system?5 A paraphrase of his 
description of them follows. 2 Italics are used to indicate his key words. 


Consultants' interventions convert consultant-client interactive systems into co-evolving 
system. Clients' interventions or feedback enter the consultant's belief systems. Consultants 
get clients to become self-reflective about discrepancies between beliefs and actions and their 
effects on their relationships within the organization and the dilemmas for the organization of 
many different sets ofbeliefs and action. 


Mutual feedback processes stimulate and effect reflectivity in the clients and in the 
consultants. (Following Gregory Bateson, Campbell defmes a system as "any unit structured 
on feedback".) This can lead to consultants revising their hypotheses. Feedback is stimulated 
by: hypothesizing (interestingly Campbell suggests that clients' hypotheses about problems 
may prevent them solving them.); circularity; neutrality which, he claims, "conveys to clients 
an appreciation of many points of view, without being on any person's side".27 (These terms 
are described in Chapter Three, Model Two.) 


* My concern that this statement infers that the process itself is coercive or directive is only partly relieved by 
a statement a few paragraphs later: "This mutual feedback process creates 'a system' of its participants, 
(which presumably includes consultants as clients) and the direction in which this system may move is 
determined by the unique interactive process occurring among these components, at this particular time". 28 
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III Praxis of the Model [element (b)] 


1. Modus Operandi: How the model works 
DC is presented as a nine-stage process promoted by using skills commonly associated 


with consultancy in distinctive ways. . 


Stage 1: Implement refe"alprocedures 
Like every other aspect of DC, referral procedures operate on different levels of 


meaning. Whilst taking presenting problems seriously, consultants, assuming the request for 
consultation has a "larger meaning which represents a dilemma about change in the 
organization", look for information about relationships in the organization and the 
expectations clients' colleagues might have of the consultations.29 


Stage 2: Make hypotheses about the referral 


Consultants discuss among themselves the information they have gathered and use it to 
construct hypotheses to guide the planning of the consultation. These hypotheses: 


- are about the conflict between individual needs and the organizational life 
cycle; 30 


(This helps to understand the organization in terms of its development, for 
instance, is it at a pioneering, systematization or integration phase? Members 
of the organization may also have their own life cycle issues.) 


concern conflict about relationships which are being threatened by change. 


The kinds of questions which help to formulate these hypotheses are: 


What are the losses and gains for the individual or organization in changing this 
piece of behaviour? 


Which relationships are being preserved by the problem behaviour? 


What would happen to these relationships if this problem behaviour stopped?31 


(This takes us to what was said earlier about the "relationships around the
 
problem".)
 


[Campbell dedicates a nine page section to "useful ideas and hypotheses about 
. . " 32]organizatIons . 


Stage 3: Design a consultation 


If the consultants end up with a contract to "consult to the organization" they seek the 
client's permission "to design the consultation in the way that we think best". (Note, "consult 
the organization" not the client.) They design the consultation to be a "challenge and a 
surprise to everyone in the organization, including the referrer" in order to get participants to 
think differently about their relationships and beliefs in the organization and to see old 
problems in new contexts. Campbell fmds that it helps to do this if "the consultation is a new 
context for the participants" and "by the consultation itself being somewhat surprising".33 
(Methods and formats used to do this are described in the next section.) The first few steps 
are taken in no special order (presumably to help to surprise). Feedback is used to review, 


34and if necessary, to revise hypotheses and to decide how to continue.


•i~.. 


Stage 4: Use an interviewingformat based on hypothesizing and circular questioning 


Fundamental to DC is the practice of systemic interviewing through using specific 
techniques such as various forms of circular questioning. ("Circularity" was discussed earlier, 
see Chapter Three, Model Two.) Interviews are designed to release new ideas and lead to 
change in behaviour through investigating the connections between individuals and the 
organization which is referred to as "connectedness or reciprocity". Through this 
interviewing process clients "are raised to a higher level or a new context in which they can 
observe the pattern of behaviours or actions maintaining a problem".35 In turn this enables 
them to move out of feedback which locks them in dysfunctional circular processes. This 
style of interviewing supports DC consultants' relationships with clients and their theory that 
"change consists of evolving alternative viewpoints for the client to pursue".36 


Questioning tends to follow a general framework around: issues or problems; 
relationships and change processes around the issues; dilemmas of change. Campbell claims: 


This process is experienced as surprising and unpredictable, because the 
questions that arise out of putting the issue into a wider context appear to come 
out of nowhere. We think this is because people expect the content to expand 
and become more detailed.3? 


Circular questioning is illustrated by the general questions used and through extended 
case studies.38 Some of the questions used are presented in Display 4:1 on the next page. 


Stage 5: Conduct and participate in a reflective discussion when there are two consuitants40 


In a reflective discussion consultants talk openly about the consultation so far and their 
hypotheses in the presence of other participants who listen and observe. As they do so, they 
comment on each other's views as they feel they need to do. It is important that the 
discussion represents what they are feeling and thinking even if there are irresolvable 
differences between them. Reflective discussions usually last five or ten minutes. Comments 
are then invited from the other participants and especially on what they are learning from the 
discussion. Participants fmd the experience both fascinating and tension producing. Often 
they are provoked into redefming things. Being asked to listen and not talk breaks the pattern 
of participant-consultant intervention and allows participants to move into an "observer 
position", from which they have "a better understanding of the way they are connected to a 
wider system". 


When there is only one consultant similar effects can be obtained by the consultant 
thinking aloud in front of clients. 


Stage 6: Create and implement exercises and tasks 41 


Exercises and tasks are distinctive characteristics of the DC approach. Most of them 
arise out of the thinking the consultants do about the feedback and are devised "on the hoof'. 
These exercises "address experientially the relationship between belief and action" and, by 
cutting off options, they "highlight binds people are in as they negotiate change". They "are 
structured ways of helping people to appreciate a theoretical point in action and practice". 
They are systemically based. An example of such an exercise is a "sequential discussion" 
designed "to help people to understand the idea of the creation of systemic reality". A 
sequential discussion of a problem, for instance, proceeds through three rounds. First, there is 
a sequential discussion on the problem: a member makes a brief comment about the problem, 
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1. Questions which explore the beliefsystem in the organization: 
What do you think would happen if the problem was not solved?
 


Which relationship would benefit most if things changed?
 


What is your explanation for the problem?
 


Is it important in this organization that people support each other?
 


2. Questions which investigate action or behaviour connected to the beliefsystem: 


Who does what, where and with whom etc.?
 


What happens when people are not communicating?
 


What do people do to show others they are not performing adequately?
 


3. Questions which explore relationships: 
Which of the department heads have the closest relationships?
 


Who supports the boss when he makes a decision?
 


Who would be most likely to change if the area manager left?
 


Who most agrees that the organization exists to make a profit?
 


4.	 Questions about the hypotheticalfuture that explores the organization's view of 
change over time: 


How do you think the relationship between the directors will develop in the future? 


If this problem were solved, how would people behave differently in the future? 


Ifyou decide to leave, how will things be different in a month's time? 


Where possible part of the feedback from one question is incorporated into the next. 
This technique shows clients that their ideas are valued and taken seriously since 
they are used in the consultant's questions. This helps to maintain and develop 
relationships between consultants and clients. 


Display 4:1: Examples of Questions that Induce Circularity 39 


the next person comments on it and adds a brief observation, the remainder do the same; 
second, there is a sequential discussion aimed at a formulation of a statement about the 
problem. Third, there is a sharing of the experience of the process. A circular questioning 
exercise is another exercise. 


Usually, exercises and tasks require people to interact in ways in which they do not 
normally do and use varying learning patterns. It is important that they include playfulness and 
humour, that they make people feel safe and that they induce contextual shifts in people's 
awareness. 


Stage 7: Facilitate and ensure clients set new goals and engage in "strategic planning" 


Before the conclusion of consultation those involved are asked to review their thinking, 
determine what their task is in relation to the organization, identify individual and group 


goals, pinpoint steps to achieving them, anticipate feedback and how to manage it and 
timetable action and future reviews. This, known as strategic planning, involves participants 
hypothesizing about themselves and their organization. 


Stage 8: Give structuralfeedback to clients 


DC consultants give feedback which reframes things in a more positive light. This has 
potential for change because it expands meaning and enables people to see things 
differently.42 Below is one of the examples ofreframes given by Campbell.43 


Problem behaviour	 Reframe 
A team of social workers The absentee wants a more 
complains about one	 loosely organized team. 
member failing to join	 The absentee wants to maintain 
in its team meetings.	 links with the world outside 


the team of clients and the task 
of social work. 
The absentee gets support from 
a member of another discipline 
outside the team. 


Stage 9: Hypothesize about the relationship between the client's feedback and response to 
consultation and evaluation. 


In DC the consultants follow the clients' behaviour for indications of ways in which they 
are behaving differently. "We do not ask for feedback, but watch and wait because we 
assume the client will not stay the same".44 Campbell says that they have "less of a problem 
about implementation than in other approaches, where the challenge is at the end of the 
consultation in recommendations" because "challenging, surprising or provoking is earlier in 
the process".45 


2. Operational Modes 
Much about how consultant function is explicit or implicit in the previous section. Here 


we draw out significant points. Two (or possibly more) external consultants engage in 
consultations. They consult to the organization. They work with groups of clients. They use 
a variety of formats: interviewing whole and/or sub-group exercises; the presentation of 
theoretical ideas; group and reflective discussion. They "move on from one mode to another 
to enhance the learning processes of the participants".46 


IV Application: Work Settings to which the Model is Applicable 
[element (c)] 


DC is about work related matters. Campbell says that they have successfully applied it 
to: 


Team building, mergers and acquisitions, appraisal systems, interviewing skills, 
family businesses, the internal consultant, project development, and company 


.	 53d	 Ieve opment meetmgs. 
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V Understanding of Consultor's Work [element (d)] 
This model operates on the assumption and understanding that clients are engaged in and 


with human organizational systems whether they are aware of it or not. Consultants need to 
know how to get clients to work systemically for development in their organization and 
context rather than to understand the nature and forms of their work. 


VI Principles [element (e)] 
Campbell notes major groups of ideas in the consultation field that have influenced him 


and his colleagues.47 He says that the scope of this book on DC, A Systemic approach to 
Consultation, does not permit a full discussion of these ideas but what he does say helps 
people to locate their origins and sources in relation to the following four bodies of 
knowledge. First there are the ideas associated with the Tavistock Clinic and Institute of 
Human Relations and especially with C Argyris, Wilfred Bion, Harold Bridger, Gordon 
Lawrence and Eric Miller.48 Emphases represented here are: involving people whose work is 
being changed in the diagnosis and consideration of improvements; putting people (P) before 
technical (Y) and structural (S) innovations; helping clients to understand and work with both 
conscious and unconscious aspects of their organizations.49 However, DC as described is not 
a psychodynamic consultancy model. Second are the ideas associated with the work of Tom 
Peters and his book Thriving on Chaos (1987). He emphasizes the importance of continual 
change in big organizations; he argues that innovation occurs through internal and external 
interactive processes.50 Third are the ideas about organizations promoted by Gareth Morgan 
in Images of Organizatons. 51 Fourth are the ideas of some consultants. Campbell links 
himself most closely with those of Edgar H Schein and his approach, "process consultation" 
(PC). Schein's model is described later. Nonetheless, Campbell notes that they differ 
crucially in the material they use to create hypotheses: Schein gives little indication of what 
he is looking for; Campbell does. Also, Schein emphasizes contract making to avoid 
confusion whereas Campbell emphasizes setting up the consultancy relationship systemically. 
PC works on a three stage process - inquiry, understanding and action; in DC these stages 
collapse into one in which change processes begin much earlier than in Pc. "Schein does not 
talk about change, but he approaches change via the route of the consultant who has specific 
solutions for specific problems". So, Schein's questions are problem-based rather than 
systems-based as in DC.52 


Aspects of the undergirding philosophy and theory upon which this model is based have 
surfaced at various points in the description of the model and especially in Section II. 
Consequently, all that is necessary here is to identify the three basic fields of theory to which 
these references point. First, there are the fields of cybernetics, systemics and systems 
thinking. It has already been noted that the emphasis is upon "hard systems". Second, there 
is the field of theoretical thinking about human groups - dynamics, psychodynamics and how 
people behave in them. Key theoreticians referred to are Wilfred Bion and Eric Miller. They 
draw upon the thinking of The Tavistock Institute of Human Relations. Third, there is the 
field of theoretical thinking about organizations - organizational life cycles and organizational 
behaviour and how organizations change and develop. Here there are two primary references: 
the work of Gareth Morgan famous for Images of Organizations; the theories about 
organizational self-transformation or autopoiesis and the logic of self-producing systems 
developed by Humberto Maturana and Fransico Varela, Chilean scientists. But whilst they 


major on "development" and draw upon ideas about how living systems, organizations and 
people change, they do not address directly what constitutes development and betterment and 
theories about it. 


VII A Summary of Key Features of the Model 
DC emerges as a multi purpose model. Basic elements are modelled in Figure 4:4. 


• hard systems 
thinking 


• Tavistock 
Institute 
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• Tom Peters 
"75 Model" 


This model operates on the assumption that clients 
work in or with human organizational systems. 
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Figure 4:4: A Diagrammatic Representation of Fundamentals of the DC Model 
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Model Two: Constructionist Consulting (CC) 
Constructionist Consulting (cq is the term chosen by David Campbell, Tim Coldicott, 


and Keith Kinsella for their approach to being systemic and constructionist consultants. l [To 
avoid tedious repetition David Campbell is used to represent all three authors.] 
Constructionist refers to the attention paid to the way in which problems in organizations are 
constructed and re-eonstructed by clients and/or consultants through processes of 
constructionist thinking deployed by constructionist consultants.2 


I The Story of the Model's Development 
Three quite different professional experiences came together through the collaboration of 


Campbell, Coldicott and Kinsella apart, that is, from the formative experiences each of them 
had had quite separately of the Milan group. At the end of their book on CC they describe 
their separate journeys in some detail in a fascinating chapter. 3 Diagrams they produced to 
encapsulate what they call their consultancy praxis "migrations" are reproduced in Figure 4:5. 
Then they reflect on their experiences of discovering, practising and developing the 
"constructionist position" 4 in consultancy work grounded in systems thinking. 


Tim Coldicott 5 says he ftrst picked up the "systemic trail" through signiftcant school 
teachers "bridging the disciplines" of arts and sciences and through attending lectures in very 
different departments and subjects at University. From geology he migrated to management 
consultancy in 1970 and then from acting as a "functional expert" through being a 
"management structure and systems specialist" to practising as an adviser on changing 
organizational values and behaviour. Searching for a different explanation of the resistance to 
change he commonly experienced and a more congenial mode of consulting - he felt there 
was something wrong about the interaction he was experiencing between consultant and client 
- led him successively to the Tavistock Institute and to the Milan Group. When he met 
Campbell and Kinsella he says his "development ... took a spiralling form". 


As a civil engineer Keith Kinsella 6 was attracted to the "structures". Firstly, he was 
interested by the complex way in which forces and stresses operated in metal structural 
frames. Then, late in the mid-sixties in the management side of the business he used network 
and critical path analysis methods in relation to work programme and workers. Later, he saw 
that what interested him "was the way these methods could apparently capture whole systems, 
by mapping the important connections and information or interaction patterns". Subsequently 
his career path included: work study training; inter-group dynamics, management and 
consultancy (based on ftrst-Ievel cybernetics); experience of the Grubb Institute where he was 
introduced to the Tavistock model of consulting and the Milan Family Therapy Centre. 
Along the road he says three influences crossed his path: neurolinguistic programming; soft 
systems methodology; the use of a conversational approach as advocated by P Reason and J 
Rowan. Then he met Coldicott and together they met Campbell. 


David CampbelC completed a PhD programme in clinical psychology in Boston, 
Massachusetts in 1971. Whilst the emphasis was on psychotherapy he was "also exposed to a 
form of systemic thinking through the pioneering work of Gerald Caplan, who advocated that 
preventative work should be done by professionals getting into the community, understanding 
how the community based structures work, and stimulating change from the grass-roots level 
upwards". Over the years, alongside practising as a psychotherapist, Campbell did "some 


work as a consultant to tearns and small organizations, but largely on the basis of the 'psych
ology' of group dynamics and staff development problems". In the late seventies he became 
involved in a new area of work, family therapy, in which: 


The family was a team, a unit, a system... Early thinking ... focussed on 
structural properties of family life such as the alliances and boundaries amongst 
the members, and the therapist frequently held a template in his (sic) mind of the 
way a family structure should be in order to function well. 


competence 


constructionist consultant 
process consunam 


!eXile, consunanf 
~ ager 


II 


dissonance 


1, Tim Coldicott's map: the migrants 
progress from manager to 
constructionist consultant 


2. Keith Kinsella's migration map: 
developments in conceptual thinking. 


3. David Campbell's map: the 
migration of therapist to 
consultant 


Figure 4:5: Three Migrant Maps 
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Then in succession came: the Milan Group with its "systemic family therapy"; the 
Tavistock Clinic; applying to organizations conceptual tools used in family therapy; Coldicott 
and Kinsella and the constructionist approach to consultation. 


These three quite different disciplinary routes met at the Milan Group roundabout and 
then followed the road to the constructionist position. 


The following description of this model does not repeat what has been said in the 
previous section about critical aspects of Development Consultation which it is presumed 
applies equally to CC although, as already noted, this is not made explicit in Campbell's 
description of it. 


II Knowledge Informing the Model [element (a)] 
This section focuses on the concepts related to CC which Campbell emphasizes. 


1. Constructionist Consulting 


Campbell maintains that two central ideas help people to grapple more effectively with 
the "world of work in which there is an increasing fragmentation of traditional structures and 
values". First, thinking systemically helps people to understand the "connectedness" in 
organizations and the dilemmas and tensions encountered during change. Second, 
understanding how people create and maintain mental pictures of organizations and their 
problems helps them to alter their pictures and solve problems.8 These ideas lead to an 
approach to consultancy which is fITst systemic and then constructionist. Systemic is used to 
refer to the ideas about human systems derived from General Systems Theory.9 
Constructionist refers to "aspects of systemic thinking that focus on the construction of 
problems in organizations".l0 This includes careful attention to the processes by which (a) 
"people construct a view of organizational problems," and, (b) "consultants attempt to join 
with their clients to construct together, or co-construct, a new story which includes the 
solution to the problem".ll These are primary reasons, Campbell says, why they have chosen 
to call their approach to change management and consultation constructionist. Also, he and 
his colleagues "coined the term constructionist consultin¥ to distinguish this type of 
consultancy from more traditional expert or process models".1 


[The focus on problems resonates with the emphasis in Model One, Development 
Consultation, on focussing on "the way relationships are organized around the problem".] 


Campbell describes consultancy techniques associated with constructionist consulting 
but claims that essentially it is "a way of thinking, a way of being, as a systemic consultant 
that is akin to developing a new identity". 13 As he is convinced that people do not become 
systemic thinkers or constructionist consultants by reading but by working with practitioners. 
Therefore, he sees Systemic Work With Organizations as an introduction to the ideas and 
practices and not as a "how to do it" manual. 14 Various terms are used in relation to the 
constructionist concept: the constructionist consultant; constructionist practitioners; 
constructionist consulting; constructionist approach to consultation; constructionist model, 
position, thinking. 15 


2. Systemic Thinking 
Following Bertalanffy, Campbell sees systems as "sets of elements standing in 


interrelation" and following Katz and Kahn he defmes systems theory as being "basically 


concerned with problems of relationships, of structure and of interdependence rather than with 
the constant attributes of objects". "Systems theory", he says, "has come to be known as the 
study of "wholeness and interdependence".16 


As the previous section makes that clear, constructionist consultancy is a focussed form 
of systemic or systems thinking which has been considerably expanded in the last few years. I? 


Fundamentally for Campbell: 


Systemic thinking is not an explanatory theory. It does not explain why 
organizations behave as they do. Rather, it is a framework for observing and 
understanding the world in terms of the connections amongst its many parts. It 
breaks the world into smaller units such as organizations, families, or 
communities and conceptualizes them as systems consisting of inter-connected 
parts. 18 


This can be interpreted to mean that CC is nearer to soft than to hard systems thinking 
although Campbell does not use these terms. 


3. Constructionist Practice 


Now we tum to those ideas from the field of systemic thinking, which are central to 
Campbell's understanding and practice of constructionist consultancy. 


(a) Creating "punctuation": For me the jargon of this term obscures the nature of the activity 
meant by it. As I understand it, the underlying idea is about being clear about the system in 
focus and consciously choosing from the many possible points or perspectives the one from 
which the system, or complexly inter-related events, will be (is being) viewed, explored and 
examined. 19 


(b) Cause and Effect: Campbell distinguishes between two ways of viewing cause and effect. 
One is linear causation, "a uni-directional relationship between the cause and the effect", in 
which one thing causes another. The other is the complex interaction in systems of many 
interdependent causes and effects. (Consultors who are "part of the system" can be 
contributors to the causation and experience the effects.) Both have their uses but the second, 
Campbell says, offers a framework to observe and understand the complex, multi-layered 
processes within an organization".20 


(c) Feedback, Context, Meaning, Constructed Realities and Language Making: Noting and 
examiningfeedback andfeedback processes are important to systemic praxis. Campbell says 
that both positive and negative feedback are helpful but negative feedback "can be more 
helpful in times of complexity and change, since it suggests possible directions in which an 
organization could shift in order to be more responsive to its environment." He also helpfully 
distinguishes between "tight" feedback (quick, direct and relevant response to action in other 
parts of the system) and "loose" feedback ("that which is not seen to be immediately or 
directly responsive to an action"). Campbell uses an example to illustrate: 


one team leader may stay up all night to produce a five-page reply to her boss's 
request, while another is so busy he forgets to reply at all. These actions tell the 
boss something more than opinions about the new policy. In other words, there 
is feedback and there is feedback. 
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Campbell concludes that "the simple concept of feedback is not sufficient for 
understanding the complex processes going on in human systems. In order to account for 
some of this complexity, other concepts are necessary".21 In fact all of those in this section 
but particularly the following four. 


Context: Feedback relates to the observer's context. Purpose creates the context in a 
"dynamic, growing, open system that is "goal directed" and "meaning driven". "Therefore", 
Campbell concludes, "much of the focus of systemic thinking is trying to understand the 
contexts people are in and the meanings attributed to various activities". Incidentally he says 
that their "experience has proven ... that many failed solutions result from an insufficient 
understanding of the myriad contexts that shape and maintain a problem".22 


Meaning: For Campbell, "A central assumption of systemic thinking is that human systems 
operate on the basis of the meaning that members ascribe to the activities around them". 
People who are anxious about their jobs, for instance, are likely to ascribe different meanings 
to problems at work from those who feel secure in their employment. "Therefore 
understanding an organization as a system is about understanding the many contexts and 
meanings people use to govern their behaviour". Consequently, consultants try "to clarify the 
'meaning of the various meanings' or the meta-context". Campbell defmes "meta: (as in 
'taking up a meta-position') taking a view of an issue from a different, usually higher level 
e.g. Metaphysics". It is a way of helping "a client to see more of the trees in the wood!" 
Establishing meta-eontexts is illustrated in Figure 4:6. To help people to do that Campbell 
aims "to move people into the 'observer's position' so that they can see their own 
contributions to problems in the organiztion,,?3 The observer in the diagram is 
simultaneously in three different contexts although the number may be many more. Clearly, 
establishing and examining contexts and meta-contexts can help observers, clients, to 
articulate their attitudes to and actions related to the "musts" of Contexts A, B and C (they 
may, for instance, be only giving lip service to the stated objective of context A) and to 
determine the implications for them of the meta-eontext "must".24 


O~~~T~~L --
....-----


~E~ ----------------


Figure 4:6: Contexts and Meta-context 25 


Constructed realities: Campbell uses social constructionism to explore how and why 
observers (clients) construct a reality in a particular way and the experiences that influence 
them to do so. Social constructionism focuses on the "individual in social interaction" and 
"proposes that realities are created by people communicating with each other through 
language, each influencing and limiting the range of responses from the other',.26 


Making Language: "Language", says Campbell, "does not unlock the reality, but, rather, the 
reality is created through the process of two or more people engaged in 'making language'. 
As a result, analysing patterns in conversation or even memos ...become an important source 
of understanding how realities are created. A new field of study called "discourse analysis 
has emerged to examine the process"?? 


The emphasis that Campbell places on "team thinking" and "team discussions of all 
types" follows directly from this. Significant aspects of the many realities of systems are 
created through the language and interaction of people in such discussions. (This is similar to 
Patricia Shaw's emphasis on "conversations" in consulting based on complexity and chaos 
theory. See Chapter Eight, Model One.) Such thinking and discussion create "team minds" 
which defme how teams see, understand and defme part of the organization in which they are 
set. (these can be described as collective work-views, Chapter Six, Model One.) "Sequential 
discussion" is a way used in CC to illustrate how the team mind creates systemic ideas. In 
sequential discussions people in a small group speak in sequential order about a given topic. 
Each person must, speaking briefly, make a comment on what the previous person said and 
add a new idea or observation. After going round the group several times, the sequential 
discussion stops and the group discusses the experience.28 


Ultimately, however, says Campbell, organizations are shaped by what people do. 
Understanding contexts and meaning leads to action which generates feedback and leads to 
new contexts and further meaning. He notes that "as consultants using systemic thinking we 
have found it enormously helpful to explore the range of options for action which follow from 
the meanings employees construe".29 


(d) Change: Campbell distinguishes between first and second order change. "First order 
change involves the alteration in the activity of the parts of the system that enables it to adapt 
or correct its equilibrium in response to external changes of a non-system-threatening degree, 
without fundamentally changing the rules governing the inter-relationship of the parts of the 
system". Second-order change on the other hand, involves the evolution of new "rules" 


30governing the inter-relationship between parts ofa system.


(e) The Individual in Context: The emphasis in CC is on the individual as the basic unit that 
makes up the larger system. "The 'individual in context' is the observer who perceives 
feedback from others, decides on the meaning of the feedback, and chooses an appropriate 
action". However, for systems to work in harmony, there must be a "fit" between their 
components and there must also be sufficient difference and diversity among the parts for 
each to be demarcated and defmed in relation to the other.31 


(1) "Reframing": 32 Bridging theory and praxis in the application of social constructionist and 
systemic concepts in organizational work involved Campbell in reframing peoples' thinking 
in relation to the overlapping but distinguishable dimensions presented in Display 4:2. 
Essentially they are about being "systemic enough" in consultations with people who are not 
accustomed to this approach. They fall into three broad categories. Reframes 1 & 2 comprise 
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the fITst of these. It is to do with the observing position that consultants need to take up, a
33


second-level cybernetics position in which the consultant becomes a part of the system. 
Reframes 3-6, the second category are about "generating and using valid knowledge to steer 
the processes of change".34 With reference to Frame 3, for instance, the paradigm shift 


proposed to clients is: 


Away from	 Towards 


solve the problem	 create the future 


bring in the expert	 help people learn 


identify the accountable manager	 involve everybody 


fmd the right technique	 fmd a helpful process 


fmd the best way	 fmd a better way
 
. . 1 35
 


get a quick fIX	 unprove contmuous y 


Reframes 7-10, the third category, is about helping people in organizations to become more 
36interested in developing their learning processes. Overall these processes of reframing are 


designed to effect a "shift from expertise to co-creation".3? 


Frame Shift	 Suggested benefits 


1.	 Universal to local Policies and programmes become 
meaningful when opportunity is created for 
interaction between corporate intent and 
local practice. 


2. Observed to observing systems	 Adaptiveness and flexibility of systems are 
enhanced when change agents connect their 
own previous and anticipated actions to the 
problems of change and "resistance". 


3. Part to whole	 Including a broader representation ofthe 
system in policy formulation leads to more 
radical change and higher commitment 
levels from system members. 


4.	 Debate to dialogue Letting go of habitual debating patterns for 
a more relativist position expressed through 
dialogical inquiry brings forth greater 
awareness ofother options for change, and 
other explanations that dis-solve problems. 


5. Detail to dynamic complexity	 Change leadership becomes more effective 
when it switches from a focus on the 
detailing of processes to managing meaning 
using feedback arising from the dynamics 
of the change process. 


6. Quantification to appreciation	 The control of complex social organizations 
is enhanced when the effect on individual 
and organization behaviour of an emphasis 
on quantitative measurement is understood, 
and there is a greater appreciation of the 
central but essentially unmeasurable 
contribution of many of our mental 
constructions to what we mean by 
performance. 


7. Instructive to interactive	 Training investment yields greater payback 
when new learning is distilled from 
experience and the results integrated with 
daily practice through trial application and 
adaptation to feedback. 


8. Instruments to processes ofmanagement Constructs become more useful when seen 
as continually evolving from a dialogue 
across the system about means for 
improving understanding and performance. 


9.	 Literacy to orality The complexity of the impact of local
 
situations on change prescriptions is best
 
handled in face-to-face communication,
 
reflecting the contexting strengths of the
 
oral tradition.
 


10. Espousal to enactment	 Complex change is more surely 
implemented when espousal of new ideas is 
followed by the enactment ofnew 
behaviours, within the leadership in the 
relationship between the leadership and the 
rest of staff, and in the cultural context in 
which they all operate. 


Display 4:2: Frame Shifts and Benefits in the Application of Systemic Concepts in
 
Organizational Work38
 


III Praxis of the Model [element (b)] 
Campbell understands praxis to be "most simply translated as personal theory-in-action 


or the practical living out of one's central ideas, conditioned by a hermeneutic approach to 
understanding and developing this form of knowledge.,,39 A striking thing about Campbell's 
praxis is the number and range of methods and facilitating structures he uses presumably in 
different ways and combinations according to the consultancy context: he actually says that 
what has evolved is "a hybrid consulting style".40 Descriptions of the methodologies in 
Systemic Work With Organizations are rich in the detail explaining how and why they are 
used. Tantalizingly, it is simply not possible to capture all of this in the confmes of this book. 
But it is possible to overview the principal aspects of the praxis. 
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1. Modus Operandi: How the model works 


A Praxis Paradox 
By way of introduction to the practice of cons~ctionistconsul~~g C~pbell con~iders 


"a major paradox" encountered by practitioners. It IS about whether It IS possible to be m the 
constructionist position in contexts in which the people are in the "conventional 'linear' 
mode of thinking." Experience has shown that dealing with this the paradox requires that the 
constructionist consultancy model is described at three levels.41 


(a) The identity level: whom consultants think they are when doing this work i.e. 
their professional identity. Campbell sees himself as: a part of the system; 
practising neutrality; living and working in relational and flexible ways and 
oscilliatory processes; engaging vigorously in inquiry and dialogue in a number 
of personal, social and professional discourses; authoritatively diffident i.e. clear 
about what he thinks but curious and irreverent about what emerges. Living out 
this relational way in a professional consultancy capacity "is a praxis, not a 


" 42theory or tec hnique. 


[A difficulty with this section is that in part it tends to describe the consultant's 
identity, what s/he is, through describing what s/he does and the stance s/he 
takes.] 


(b) At the level ofbeliefs and values Campbell believes: 


•	 in the "interpretative idea of multiple realities" which "does not 
preclude the idea of single reality negotiated between observers in a 
local context"; 


•	 in many pathways to a goal which chimes in with the cybernetic 
concept of "equifinality " i.e., the understanding that the same goal 
can be reached from different starting points by differing processes 
and steps; 


•	 that progress can only be made by understanding and working with 
what is in the client's mind and their resistance to ideas; 


•	 that problems related to "control" and "skilled incompetence" need 
to be resolved by the group of people creating and maintaining the 
problem.43 


(c) At the level ofstrategies and capabilities consultants need to: 


•	 understand the client's own construction of their context and 
problem; 


•	 look for connections to other positions and views; 


•	 generate two-way feedback; 


•	 suspend judgement until client starts to go over old ground or is 
stuck (described as "redundancy in the process") and then intervene; 


• use feedback to update hypotheses and generate feedback to test 
them; 


• help clients to take up observer positions so that they might 
understand their experiences in new contexts; 


• use own feelings and thoughts to generate hypotheses and ideas then 
move away from them to take up a more neutral position, i.e., 
engage in oscilliatory processes essential to being engaged and 
"objective"; 


• promote communication, open two-way dialogue about ambiguities 
and conflicts because this leads to appropriate meanings and next
action steps; 


• distinguish between, and dialogue about, content and contextual 
dilemmas- Campbell sees the primary consultancy task related to the 
latter.44 


Towards the end of Systemic Work With Organizations after describing their migration 
(see above), in a brief section entitled, "Retrospect and Prospect", Campbell, Coldicott and 
Kinsella make two powerful observations. First, when they were thinking about organizations 
as complete systems "what was missing was the non-directive way of operating" on the 
beliefs of the clients, "to bring organization and people into alignment. Instead the emphasis 
was on radical structure change and the replacement of key people as a means of 'infecting' 
the culture with change agents to trigger the adaptation of the wider system" Second, a 
"constant struggle through all this has been to achieve the position where one is a systemic 
thinker in a situation rather than is trying to respond in a systemic way.".45 


Operational Dimensions and Intervention Patterns 


Three basic operational dimensions of the constructionist consulting are: 


(a)	 operating in the second-level cybernetics position; 


(b)	 generating and using valid information to steer the process from "detail to 
dynamic complexity and quantification to appreciation "; 


(c)	 supporting the creation of a praxis of learning. 46 


CC is seen as an evolving methodology. Within the praxis framework outlined above, 
Campbell has found that six intervention patterns enable them to be "systemic enough".47 


Pattern 1: '''The FORESEE®' approach - negotiating learning partnerships". 
This	 is a four step process represented as a spiral: connecting, contexting; 
consequencing; communicating. (The title is a pun on the four C's.) 


Pattern 2: "'Role Consultation' - strategic thinking for top managers". Role
analysis combined with "constructionist and observing systems perspectives" 
has been effective. Used with the FORESEE ® process it helps to develop a 
relationship with an organization. 


Pattern 3: "'Participation inquiry'- identifying the real differences". This 
intervention is a form of participative research of the kind described by Peter 
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Reason 48 based on a subjectivist epistemology which brings together researcher 
and all stakeholders. 


Pattern 4: "'Whole group working'- facilitating system-wide dialogue". The 
process is akin to those used in "search conferences" but focussed on ideas of 
context and circularity. 


Pattern 5: "'Development Programmes'- improving management praxis". 
Consultants evolve with clients development programmes using the format of: 
thinking/trialling/adapting to feedback. 


Pattern 6: "'The generative cascade'- towards organizational learning". The 
cascade metaphor is borrowed and adapted to denote processes aimed at 
enhancing the quality of relations between managers and staff at all levels 
through an overlapping four phase process. Each level in the hierarchy has to 
move through the following overlapping development phases to enact and 
transfer to the next level of staff a "new way" of relating. 


Phase I "experiencing" the new way for oneself; 


Phase 2 "espousing" the new ideas and practices; 


Phase 3 "enacting" the new praxis in a competent and confident manner; 


Phase 4"enabling" other levels of staff to move through all the phases 
themselves, i.e. "enabling the enabling". 


Throughout they make extensive use of hypothesizing, systemic hypotheses, neutrality 
and circularity. 


2.()perational~odes 


Great care is taken in contract making to get informed acceptance of constructionist 
consultancy as it operates in an organizational context. Reference has already been made to 
the difficulties of doing this when people do not think and work systemically and they do not 
have experience of others doing so. Consequently people fmd it difficult to understand what 


49constructionist consultants do and what they have to offer. Campbell devotes a chapter to 
describing and illustrating three stages in "the route to acceptance": to be seen; to be heard; to 
be valued.5o 


CC consultants "start at the top" with the managers who are accountable for the problem 
in the organization to discover how they see the problem and so that they know who the 


52consultant is and what s/he is trying to do.51 Then they widen the conversation as necessary 
to work with small groups, teams or all the people in an organization.53 


From the case studies in Systemic Work With Organizations and the patterns of 
intervention it appears that sometimes consultants work alone and at others with one or more


54
other consultants. But no details are given of consultancy team work. Consultants variously 
work through one-to-one conversations and group discussions on-site and away day and 
weekend conferences. 55 


Within the praxis of constructionist consulting they use as appropriate one or more of the 
six interventionist patterns described above. 


IV Application: Work Settings to Which the Model is Applicable 
[element (c)] 
CC has been used in both public and private sectors. It has proved to "have been useful 


in the fields of health, education and local government as well as commerce and industry". 
Courses are available in CC. Examples are given of consultations with a NHS Trust hospital, 
a work-team in the Social Services and a UK branch of European multi-national industrial 
organization.56 Thus CC can be used in areas similar to those in which DC has been 
deployed. 


V Understanding of Consultor's Work [element (d)] 
This model operates on the assumption and understanding that clients are engaged in and 


with human organizational systems whether they are aware of it or not. Consultants need to 
know how to get clients to work systemically for development in their organization and 
context rather than to understand the nature and forms of their work. There is a telling 
statement about Campbell's approach to understanding the consultor's work in the description 
of a consultancy programme related to NHS Trust Hospitals of which he says he had very 
little work experience. This lack of experience and direct knowledge of the 'content' of the 
client's work, however, did not overly concern him for the following reasons.. 


The focus (and consequently, the added value of the systemic adviser) is usually 
on the aspects of "context" and "process" that give the content meaning. This 
perspective would allow me to consider the effects of my actions as information 
or feedback (rather than error), using this to understand afresh the meaning that 
people were placing on the action, and hence to get a sense of the context(s) they 


fr 57were wor kmg · om. 


VI Principles [element (e)] 
By and large the bodies of consultancy knowledge related to Development Consultation 


apply to Constructionist Consulting. Additional bodies of knowledge relate to 
"constructivism" in general and "social constructionism" in particular; The Milan Family 
Therapy and Organizational Consultancy Praxis; a raft of consultancy processes and 
interventions. It is interesting to see the bodies of knowledge and experience that the authors 
draw upon from the descriptions of their migrations to Cc. Coldicott came to it from 
management structure and systems specialist and consultant; Kinsella came to it from 
structural engineering management; Campbell from clinical psychology. CC praxis has roots 
in many diverse bodies of knowledge reaching out fan-wise into various disciplines. 


The undergirding philosophy, theory and epistemology of CC are similar to that of DC. 
Interestingly and unusually Campbell makes specific reference to "epistemology" which he 
defmes as "how we know what we knoW".58 The epistemology of the participative research 
methods associated with CC is said to "represent a break with long-unquestioned reliance on 
scientific/positivist methods that have been so successful in the physical sciences". It is 
described as "subjectivist epistemology" which derives from what Campbell describes as a 
"relativist raradigm" which he notes is not to be confused with "qualitative methods of 
research".5 (See also the section above on "beliefs and values".60) 
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CHAPTER SEVEN 


THE PSYCHOANALYTIC AND 
PSYCHODYNAMIC MODE AND MODELS 
This chapter is about a mode of consultancy praxis, which operates through unconscious 


and conscious processes. (A field of which I have no direct experience as a consultor or a 
consultant.) Up to this point we have been considering modes and models of consultancy 
which operate on and through human consciousness and conscious processes. In these 
approaches to consultancy, consultors and consultants apply themselves to those things 
relating to themselves as practitioners and to the consultor's work about which they are 
conscious or which they can bring into their consciousness. Using a range of analytical tools 
they explore situations, human working relationships, ideas, thoughts, feelings, hopes, fears, 
purposes, plans etc. Variously they use the kinds of knowledge and ways of knowing 
described in Chapter Nine as: experiential, existential; personal; interpersonal; practical; 
prepositional; metaphysical, philosophical, moral, religious; historical. So, they engage 
critically with the objective and subjective dimensions of their work and vocational 
experiences in relation to various theoretical, theological and philosophical insights. But, in 
analysing work situations and the relationships between workers they do not use concepts and 
theories about the unconscious dynamics in individuals and groups. Indeed, earlier we saw 
that two consultants who came from "working with groups and organizations using 
psychoanalytical concepts based upon the premise of a dynamic unconscious" consider that 
"recursive and psychodynamic systems are best regarded as two distinct languages" (Chapter 
Five, Model Three, Section Vll.2). However this might be, the mode in this chapter takes 
seriously the unconscious lives of individuals and organizations and their interaction with 
their conscious working lives. To do this various psychoanalytical and psychodynamic 
understandings are used. 


This chapter describes two models, one is a Tavistock model and the other is a Gestalt 
modeL 


Model One: A Tavistock Approach (TA) 
The consultancy approach to institutions described in this section derives directly from 


the Tavistock Institute of Human Relations (TIHR) as described in The Unconscious at Work: 
Individual and organizational stress in the human services which is ascribed to the "members 
of the Tavistock Clinic Consulting to Institutions Workshop".) Clearly the double entendre in 
the title indicates the consultancy domain in which the unconscious is studied and its activity. 
Approach is used in the title of this model in deference to what the editors, Anton Obholzer 
and Vega Zagier Roberts, state in the introduction that the idea that there is a "Tavistock 
Model" is "to a large extent a myth". Tavistock consists of several parts, departments and 
staff members who "offer different kinds of organizational consultancy... based on different, 
though overlapping theories", "And yet", they say, "there are ways of trying to understand 
what goes on in organizations and in the individuals who work in them which could be 
regarded as 'more Tavistock than otherwise' .,,2 
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I The Story of the Model's Development 
What follows relates to TIHR which grew from the work of the Tavistock Institute of 


Medical Psychology, better known as the Tavistock Clinic. This clinic was founded in 1920 
by a number of professionals who gave their services freely in order to pursue psychodynamic 
treatments. They believed that the neurotic disorders known as "shell shock" which they had 
been treating were endemic and pervasive in modem society. They were committed to 
treatment, research, prevention and teaching. This group of professionals included general 
physicians, neurologists and psychiatrists and psychologists, social workers and 
anthropologists. So from the outset there was a combination of medical and social science 
perspectives. Following the 1939-45 war, a document was produced entitled, "The 
Integration of Social Science with Dynamic Psychology - a) at the level of interpersonal 
relations between workers, b) at the concevtuallevel, c) in methodology". A new discipline 
was emerging referred to as sociatric work. 


In the 1950's those involved in a TIHR action research project as participant observers 
noted that people doing similar jobs in separate coal mines organized themselves very 
differently. Reflecting on this: 


led to the concept of the self-regulating work group, and to the idea that 
differences in group organization reflect unconscious motives, which also 
affect the subjective experience of the work. It was through this project that 
the 'socio-technical system' came to be defined as an appropriate field of 
study. . . Organizations as socio-technical systems can be understood as the 
product of the interaction between a work task, its appropriate techniques and 
technology, and the social organization of the workers pursuing it.4 


Elliot Jacques concluded from an associated project "that social systems in the workplace 
function to defend workers against unconscious anxieties inherent in the work".5 


As funding became more difficult to get in the 1950's and 1960's, TIHR "shifted its 
focus from grant-aided research towards consultancy work directly commissioned by client 
organizations". This has led to a large number of research and consultancy projects from the 
perspectives of the social sciences and psychoanalysis. Combining these perspectives has 
shaped many of the interventions associated with this model, provided tools for consultants 
and insights by which people can think about their experiences as members of organizations 
and institutions.6 


This approach arises from the work of a Consulting Institutions Workshop started at the 
Tavistock Clinic in 1980. These workshops "explore the interaction between conscious and 
unconscious dynamics in a wide range of institutions, mainly in the statutory or voluntary 
care-giving sector".? A central theme concerns: 


the need for human service professionals to confront the powerful and 
primitive emotional states that underlie helping relationships (especially with 
people in dire need), and consider how the staff members of these 
organizations can function effectively without becoming chaotic or 
withdrawn. Another is how the organizational arrangements themselves 
the structures, cultures, modes of operation, etc - can help or hinder in 
protecting this precious capacity.8 


II Knowledge Informing the Model [element (a)] 
This section is a brief description of the interwoven strands which provide the conceptual 


framework to this approach to consultancy. Earlier we saw that this can be traced back in 
Tavistock to the convergence of two disciplines, psychoanalysis and social science. The 
model combines insights and theories from psychoanalysis with those from systems and 
socio-technical approaches.9 These are variously used by Tavistock staff and practitioners. 


1. The deployment together of social and psychological analytical 
perspectives. 


One of the Tavistock themes is that to effect real change social and psychoanalytical 
perspectives must be deployed together "in those aspects where structure and unconscious 
functions overlap". "Working only from the psychoanalytical perspective may heighten 
people's awareness of and sensitivity to unconscious processes, but will not create the 
conditions in which such awareness can be used, and staff will become even more depressed 
and frustrated". This point is elucidated through describing three dangers of such an 
approach. The first is that it ignores social systems and systemic elements, which form the 
context, and affect the work in which the psychoanalytical insights have to be used and this 
can cause added depression and frustration. Secondly, psychoanalytical theory can be 
misused and disparage character and impugn motives. "This", they say, "can lead to 
attributing institutional problems to the individual pathology of one or more members". 
Thirdly, it can lead to consultants pathologizing the behaviour and functioning of institutions 
and their members. Conversely, to use the social perspective only, Obholzer and Robers say 
"can produce a two-dimensional blueprint rather than a three-dimensional working model". 
This occurs when the ''unconscious and non-rational aims and needs" of living people in 
institutions are ignored and no account taken of "psychic determinants of the pr-existing 
organization". Neglect of these factors means that new structures will probably fail. 
Deploying psychological and social perspectives together forms a three-dimensional working 
model. 10 


2. The unconscious at work 


Central to the Tavistock approach is the understanding that the unconscious has profound 
and pervasive positive and negative effects upon human behaviour. Consultants must, 
therefore, take it seriously because it is at work everywhere including the world of 
organizational work. 


(a) The unconscious at work in organizational life 
In the introduction to a chapter on "some unconscious aspects of organizational life" 


William Halton says: "The psychoanalytical approach to consultation is not easy to 
describe". II He attempts to do so through describing key concepts some of which are noted in 
Display 7:1. Psychoanalysis is concerned with understanding the inner world with its 
dynamic processes of fragmentation and integration, which variously occur through the 
processes described in Disp1ay:7:1. Halton claims below that psychoanalytical concepts make 
a particular contribution to thinking about institutional processes, though contributions from 
other conceptual frameworks are also necessary to understand institutional functioning. 
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Pychoanalytically oriented consultants extend these concepts to under
standing unconscious institutional anxieties and the defences against them. 
Besides concepts, they bring from psychoanalysis a certain stance or frame 
of mind: to search for understanding without being judgemental either of 
their clients or of themselves. This enables them to make themselves 
available to receive and process projections from the institution. The 
feelings experienced by the consultant or, indeed, by any member of an 
institution, while interacting with it, constitute the basic countertransference 
response on which the understanding of unconscious institutional processes 
is based. 


At its best, such understanding can create a space in the organization in 
which staff members can stand back and think about the emotional processes 
in which they are involved in ways that reduce stress and conflict, and can 
inform change and development. 12 


Unconscious: hidden aspects of human mental life which influence conscIOUS 
processes. 


Denial of internal and external realities: pushing thoughts and feeling out of 
consciousness because they are anxiety provoking. 


Resistance: emotionally charged refusal to hear or accept what consultants say. 


Splitting: dividing feelings into differentiated elements, ego by splitting the image 
of another into good and bad components. 


Projection: locating one's feelings in others rather than in oneself. 


Paranoid-schizoid position: splitting off and projecting outwards parts of self 
perceived as bad and thereby creating external figures who are both hated and 
feared. 


Depressive position: this can occur when previously separated feelings such as 
love and hate hope and despair are brought together and integrated and when self
idealization is given up by facing internal and external realities. It is also used to 
indicate the experience of feelings that come from projections. They can ricochet 
across groups and organizations. Those who can "contain" and reflect upon them, 
in Bion's term, act as "containers" and can use them constructively. 


Projective identification: unconsciously identifying with projected feelings. 


Countertransference: other people's feelings experienced as one's own. 


Display 7:1: Some Psychoanalytical Terms 13 


(b) The unconscious at work in groups and teams 
Jon Stokes in a chapter on "the unconscious at work in groups and teams" says that the 


psychoanalyst Wilfred Bion made significant contributions to the understanding of 
unconscious processes in groups. He distinguished two opposing tendencies in the life of a 
group: to work on the primary task; to avoid work on the primary task. The first is referred to 
as work-group mentality and the second as the basic assumption mentality. Groups pursue 
these tendencies in various ways but according to Bion much of irrational and chaotic 
behaviour in groups springs from three basic assumptions: dependency (baD); fight-flight 
(baP); pairing (baP). Pairing occurs when a group behaves as if coupling between members, 
leaders or some external person could bring salvation.14 


(c) The unconscious at work in members of professions and organizations 
According to Bion each individual has an unconscious predisposition for one basic 


assumption (dependency or fight-flight or pairing) rather than another which he referred to as 
valency.15 This predisposition or valency can influence a practitioner's choice of profession, 
the unconscious roles they adopt on their own behalf and on behalf of the institution-as-a
whole,16 and their innate tendency to relate to groups and respond to pressure in their own 
ways.17 This can mean that professional teams have a predilection for one or other of the 
basic assumptions. Consequently forming inter-professional and inter-disciplinary team work 
involves "harnessing... different sophisticated forms of the basic assumptions in order to 
further the task".18 Conflict between the different emotional motivations is inevitable. But it 
can be overcome and creative collaboration achieved providing goals and means of achieving 
them are clarified. This involves what Bion described as the "sophisticated use of basic 
assumption mentality".19 However, breakdown in such use can occur and lead to aberrant 
forms of each assumption. Stokes summarizes these as follows: 


Aberrant baP produces a culture ofcollusion, supporting pairs of members in 
avoiding truth rather than seeking it. There is attention to the group's 
mission, but not to the means of achieving it. Aberrant baF results in a 
culture of paranoia and aggressive competitiveness, where the group is 
preoccupied not only by an external enemy but also by 'the enemy within'. 
Rules and regulations proliferate to control both the internal and the external 
'bad o~Jects'. Here it is the means which are explicit and the ends which are 
vague. 


In this approach consultants and clients need to be aware of and to understand these 
modes of "unconscious suction" in individuals and institutions.21 


3. Organizations as open systems 
A.H. Rice and E.H Miller of the Institute of Human Relations, following Kurt Lewin, 


developed the use of open systems theory in relation to organizations and their work. The 
underlying physiological concepts which they applied to human systems are described by 
Vega Zagier Roberts in the following way. 


A living organism can survive only by exchanging materials with its 
environment, that is, by being an open system. It takes in materials such as 
food or sunshine or oxygen, and transforms these into what is required for 
survival, excreting what is not used as waste. This requires certain 
properties, notably an external boundary, a membrane or skin which serves 


176 177 







to separate what is inside from what is outside, and across which these 
exchanges can occur. This boundary must be solid enough to prevent 
leakage and to protect the organism from disintegrating, but permeable 
enough to allow the flow of materials in both directions. If the boundary 
becomes impermeable, the organism becomes a closed system and it will die. 
Furthermore, exchanges with the environment need to be regulated in some 
way, so that only certain materials enter, and only certain others leave to 
return to the outer environment.22 


Figure 7:1 reproduces the model used to represent organizations as open systems. The 
inner box represents activities required to convert inputs to outputs. Around this is a 
boundary (represented by "M" in the diagram) across which the organization exchanges with 
the environment take place. Facilitating these exchanges involves, amongst other things, 
management o/the boundaries. 23 


inputs 


M 


... conversion process ... ... ... outputs 


Figure 7:1: Schematic Representation of an Organization as an Open System.24 


4. Authority, power and leadership 


This approach to consultancy pays careful attention to matters of authority, power and 
leadership. Clarity about these key factors is seen to be essential to the competent functioning 
of organizations.25 Defmitions and distinctions are given as aids to clarity. Authority is "the 
right to make an ultimate decision, and in an organization it refers to the right to make 
decisions which are binding on others".z6 Distinctions are made between: authority from 
"above" (derived from one's role in a system); authority from "below" (people sanctioning 
the authority system by voluntarily joing the organization); authority from "within". With 
especial reference to the last point distinctions are drawn between authoritative (a "depressive 
position" - see Display 7:1 - a state of mind in which those managing authority are in touch 
with the roots of their authority and their limitations) and authoritarian (a "paranoid-schizoid 
state of mind, manifested by being cut off from roots of authority and processes of sanction, 
the whole being fuelled by an omnipotent inner world process"). Essentially the difference is 
being in and out of touch with one's own inner world and surroundin~s.27 Power refers to 
"the ability to act upon others or upon organizational structure". g Leadership (and 
management) requires an authoritative state of mind to keep an organization performing its 
primary task. 29 


An important feature of this model is the psychoanalytic study of unconscious processes 
in groups which is traced back to Freud. The following quote illuminates the significance for 
consultants and managers of the ideas about authority, power and leadership. 


Essentially, Freud argued that the members of a group, particularly large 
groups such as crowds at political rallies, follow their leader because he or 
she personifies certain ideals of their own. The leader shows the group how 
to clarify and act on its goals. At the same time, the group members may 
project their own capacities for thinking, decision-making and taking 
authority on to the person of the leader and thereby become disabled. Rather 
than using their personal authority in the role of follower, the members of a 
group can become pathologically dependent, easily swayed one way or 
another by their idealization of the leader. Criticism and challenge of the 
leader which are an essential part of healthy group life, become impossible.30 


5. Institutions, Organizations and the Unconscious 
A major theme of this Tavistock approach is making links between the conscious and 


unconscious in institutional life and work. This is put succinctly in the following quote. 


Ideas which have a valid meaning at the conscious level may at the same 
time carry an unconscious hidden meaning. For example, a staff group 
talking about their problems with the breakdown of the switchboard may at 
the same time be making an unconscious reference to a breakdown in 
interdepartmental communication. Or complaints about the distribution of 
car-park spaces may also be a symbolic communication about managers who 
have no room for staff concems.31 


Institution is used to refer to large social systems such as the health, education and social 
services. Organizations are discrete social systems, members of institutions. Institutions are 
seen to be relatively stable; organizations are more flexible and changeable. However 
Obholzer and Roberts use the terms interchangeably1 32 


According to Obholzer and Roberts there are always tensions to be managed in 
organizations even when they are not in crisis. They claim there is a sense of widespread 
crisis in society today. In the human services, cuts, restructuring and other changes threaten 
personal security and cause stress. Tavistock consultancy experience and research have 
identified several things which help to understand and manage organizations at all times 
whether or not they are in crisis or times of rapid change or periods of heightened tension. 
Briefnotes on these things follow. 


(a) ''The organization-in-the-mind" 


Pierre Turquet introduced the idea of "the organization in-the-mind" in the 1960's whilst 
working at the Tavistock. The term refers to the pictures or concept of the organization that 
each member has in her or his mind. Different members may have different pictures some of 
which may contradict others. Organizational coherency depends upon a collective 
organization-in-the-mind shared by the members. Experience and research shows that the 
differences between members' conceptions are complicated and compounded by differences 
in their conscious and unconscious conceptions. Consequently there can be confusion about 
the organization's primary purpose or mission. For instance, there can be three "levels" of the 
understanding of the purpose of an organization: what we say we do; what we really believe 
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we are doing; what is actually going on. Members may be unconscious of the third level. In 
the health services, for instance, whilst the stated task is treatment of illness, the unconscious 
task may be to promote the fantasy that death can be prevented with the effect that the service 
can be seen as "keep-death-at-bay service". Another example is the complex interplay in 
organizations of "cure" and "care". Organizations and professionals are dysfunctional when 
they are committed to an unconscious emphasis on the task of cure above that of care when 
cure is simply not possible. Accepting, understanding and taking into account the conscious 
and unconscious, personal and collective dimensions of the organization-in-the-mind are seen 
to be keys to good consultancy praxis.33 


(b) Institutions as containers 34 


Besides providing for specific needs (such as those related to health, social and religious 
care and education), institutions, it is claimed, can also contribute towards dealing with 
fundamental human anxieties about life and death. Those who are prey to these anxieties can 
seek relief by projecting them on to another. This happens in mother-baby relationships. 
When the feelings become bearable they are said, using Bion's term, to be "contained": 
"Institutions can also provide a sense of psychological containment". Obholzer says: 


It is this process of containment that eventually makes possible the 
maturational shift from the paranoid-schizoid position, which involves 
fragmentation and denial of reality, to the depressive position, where 
integration, thought and appropriate responses to reality are possible. In an 
analogous way, the institutions referred to above serve to contain these 
anxieties for society as a whole.35 


For Tavistock consultants this points to important conscious and unconscious dynamics in 
organizations and institutions. Obholzer also says that there are three layers of anxiety to be 
understood and addressed: primitive anxieties that beset all people; anxieties arising out of the 
nature of the work; personal anxieties. Containing and coping with anxiety variously involves 
inter alia: facing psychic reality; being psychologically informed; developing awareness of 
unconscious processes; clarity about the primary task of the organization; clarity about 
authority structures.36 Thus Tavistock consultants must work with their clients at the 
conscious and unconscious dynamics experienced by individuals in organizations and by 
institutions. 


(c) Conflict 
Those practising this mode of consultancy pay careful attention to any and all forms of 


conflict and especially to the unconscious and psychodynamic factors. Some of these have 
been referred to above. Tavistock consultants encounter conflict which is variously related to: 
social and psychological factors in organizations; collaborative action; inter- disciplinary, 
intergroup and multidisciplinary teams; internal or external threats. However this may be, 
Tavistock consultants focus on the unconscious disposition and mechanisms fundamental to 
the conflicts. For example, people in groups may be operating on different basic assumptions 
as defmed by Bion. Some may be inclined to work on the primary task (work-group 
mentality), whilst others may be inclined to avoid doing so (basic assumption mentality) when 
it is painful or causes psychological conflict.37 Again, some people may project on to the 
work situation or on to the consultant unconscious anxieties or fears. It is not possible here to 
summarize the may different examples that are given in The Unconscious at Work. 


III Praxis of the Model [element (b)] 
There are two parts to this section: modes operandi; operational modes. 


1. Modus operandi: how the model works 
An earlier section shows that the consultancy tools come from both the social sciences 


and psychoanalysis. Social science tools are necessary to engage with social structures and 
systems "existing in the real world" and to carry out primary tasks. In this model 
psychoanalysis is used to work with unconscious factors and the psychodynamics of 
individuals, groups, teams and organizations. Importantly in this approach the tools of 
psychoanalysis are also used to focus on and interpret the consultant's unconscious and 
particularly how it responds to and interacts with clients and their work situations. James 
Mosse in the Introduction to The Unconscious at Work explains this as follows: 


Freud writes that the analyst "must turn his own unconscious like a receptive 
organ towards the transmitting unconscious of the patient" ... It is axiomatic, 
and stands at the very heart of applied psychoanalytic work, that the 
instrument with which one explores unconscious processes is oneself - one's 
own experience of and feelings about the shared situation. If the self is to be 
the scientific instrument on which 'readings' are taken then how is this 
instrument to be calibrated? The answer from psychoanalysis is 
unequivocal: through personal analysis. Anyone wishing to work as an 
analyst must first undertake an analysis of their own, through which they 
should be able to distinguish what comes from themselves - their own 
unresolved conflicts - and what belongs to the patient. They should also 
gain experientially based understanding of theoretical concepts descried in 
the literature. In order to undertake the kind of institutional consultation 
described in this book, some personal therapy is probably necessary, 
sufficient to help one to 'catch' and reorient oneself within the powerful 
unconscious psychic currents that run through groups, particularly when their 


. d J': d· 38unconscIOUS eJ.ences are un er scrutmy. 


Note the simpler statement of this feature of praxis given by Deidre Moylan in the 
preamble to Example One in Display 7:2. This fundamental feature of the Tavistock 
approach to consultancy has not been encountered in the other models considered. How it can 
work in consultations is illustrated in two examples reproduced in Display 7:2. 


The description of the cases or vignettes in display 7:2 is typical of the way in which the 
plethora of cases submitted by various consultants is described in The Unconscious at Work. 39 


They portray the interpersonal work behaviour of clients and describe how consultants 
diagnosed and discerned unconscious activities and mechanisms at the heart of difficulties 
and problems. Consultants used psychological knowledge and psychoanalytical under
standings to get at malfunctioning psychodynamics. Generally speaking, consultants sharing 
with clients what they had uncovered were cathartic processes and revealed what would 
improve things. The cases show consultants engaging holistically with clients and their 
working context. Emphasis is placed on the engagement between consultants and consultors 
rather than on consultancy steps and sequences. It is necessary to be tentative about this 
because, as was stated in the introduction, whilst The Unconscious at Work arises out of 
decades of work on consulting in institutions, it is "not a book for consultants, but an 
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accessible book for staff and managers working in human services .. .',40 Nonetheless it 
presen~ inva~uable infonnation about the concepts underlying theory and practice and ways 
of ~e~pmg chent~ to work at them creatively. Most consultations proceed by exploring the 
reahtIes as expenenced and expressed but in some consultancies role play is used.41 A book 
on the Tavistock approach to consultancy might well have given procedures and rubrics for 
consultants. Scattered throughout the book, however, are pointers to good consultancy praxis 
some of which are listed below as bullet points. ' 


A fundamental part of the training of psychoanalytic psychotherapists is to learn to 
attend to the material that patients bring on a number of different levels, including 
attending to the feelings it evokes in themselves. This is just as important in 
working with groups and institutions. We can 'hear' and learn a great deal if we are 
able to attend to atmosphere and to our own feelings, and not just to what is actually 
being said. 


I was told that the staff of the Daniel Finch Drug Dependency Clinic were finding it 
a difficult place to work, and I was asked if I would offer consultation. I arranged a 
first appointment to meet with the staff to find out more specifically what it was that 
they wanted help with. My most powerful memory of this first encounter is of my 
horror because it felt like there were dozens of people in the room, all looking at, 
and to, me to do something about the problems they were having. What could I do 
for these hordes of people? The door opened and a few more came in - and then 
again. How many more of them were there? I sat frozen in my chair. I did a 
surreptitious head count. Sixteen. I had two reactions simultaneously. One was, 
'Oh! Is that all? Sixteen is a manageable number.' The other was, 'How can I alone 
work with sixteen people?' But I remembered I was not quite alone: I worked in a 
clinic which had a wealth of experience. In this way, I reminded myself that I had a 
context, which reminded me of my role. Also, I reminded myself that I had worked 
with larger groups than this in the past, so that my feeling of being overwhelmed by 
numbers was probably telling me something important about the stairs experience. 
This enabled me to proceed with the task I was there to undertake, which was to find 
out what this group ofpeople were looking for when they asked for a consultant. 


It takes much longer to describe these first moments than to experience them, but 
they are worth close attention. They provided an enonnous amount of information 
about the unit, which had been conveyed with great efficiency in the first seconds of 
the consultation. The atmosphere of a horde conveyed graphically one aspect of 
what it was like to work within this clinic: my experience mirrored the staffs 
experience of feeling overwhelmed by the huge numbers of people waiting for 
treatment. They were trying to deal with a large and demanding clientele at a time 
when staff quotas were being decreased and demands increased; patient numbers 
were multiplying and pressure was growing because of AIDS - and HIV-related 
problems. 


Display 7:2: The Consultant's Unconscious as a Consultancy Resource:
 
Example Om?9
 


In many work situations, the chief anxiety which needs to be contained is the 
experience of inadequacy. The following example is drawn from my consultation to 
the staff of the Tom Sawyer Adolescent Unit, who were complaining about a 
difficult group of adolescents: 


After several weeks of feeling increasingly useless as a consultant,
 
inadequate and quite irrelevant to the needs of this hard-pressed group, I was
 
told haughtily by one member that they would be better off without me.
 
They would do better to organize a union meeting or an encounter group. I
 
felt ridiculed, devalued and somewhat provoked. Another member of the
 
team complained that I invariably took every opportunity to divert them from
 
their real task. A third, speaking in falsely concerned tones and with knitted
 
brows, asked why people like me were so intent on causing confusion by
 
always looking more deeply into things. They were, after all, just honest
 
workers whose only wish was to be left alone to get on with a difficult job,
 
with little or no support. Yet another wondered why I bothered with them,
 
and whether I was some kind of masochist.
 


Just when I had taken about as much as I could without losing my temper,
 
another staff member, who up to that point had remained silent, said how
 
despairing she had been feeling in her work lately, and how devalued. She
 
felt her efforts had been under attack by some of the adolescent clients and
 
their families. Another then added that it seemed their work was frequently
 
undermined by the administrative staff who were supposed to be supporting
 
them. It emerged that the whole team had been criticized recently by
 
management for their handling of a difficult and sensitive situation in the
 
unit.
 


It was at this point that I was able to make sense of my own feelings and the way I 
had been made to feel by the group. I could then put into words the team's deep 
sense that they and their work were under attack. In turn, they had needed to make 
me feel unwanted, ineffectual and under attack, partly to get rid of their own 
feelings, but also to show me what it felt like for them; this may have been the only 
way they were able to let me know. It extended to their trying to get me to give up 
on them, or else to retaliate. Just as they sometimes spoke of going home wondering 
whether they should resign, or whether or not to appear at work the next day they 
had spent a month testing whether I would have the tenacity (or was it masochism?) 
to keep coming back to them. Another previously silent member confinned this, 
saying she had secretly hoped that I would be able to keep going and not 'pack it in'. 
She also had wondered whether I had anyone to whom I could turn when the going 
got tough. 


Display 7:2: The Consultant's Unconscious as a Consultancy Resource:
 
Example Two 39
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Some pointers to good consultancy praxis 


•	 Provide a safe forum, i.e. a place and space which provides "conditions of safety, respect 
and tolerance so that anxiety and insecurity can be contained and examined 
productively". Amongst other things this involves promoting understanding rather than 
judging or blaming. Holding consultations on the same day, at the same time and in the 
same place helps to strengthen the secure containment. External consultants can play an 
important part in establishing and protecting "reflective space" from being eroded.42 


•	 Use perspectives from the social sciences and from psychoanalysis and the tools 
43associated with them.


•	 Avoid being seduced into the role of expert, manager or supervisor: consultants "are not 
experts on how to do their [the clients'] work. Rather, we hope our skills lie in helping 
to liberate their expertise".44 


•	 Avoid collusive processes: be alert to the possible covert and unconscious aims in 
requests for consultancy help. 45 


•	 Maintain an "outside perspective", i.e. outside the daily life of the institution: 
"membership of an institution makes it harder to observe or understand that institution: 
we become caught up in the anxieties inherent in the work and the characteristic 
institutional defences against those anxieties".46 


•	 Take "up a listening position on the boundary between conscious and unconscious 
meanings", and work "simultaneously with problems at both levels". It may take some 
time to make sense of hidden references.47 


•	 Effective symbolic communications "between consultant and client "occur just at the 
point where the consultant's understanding of the hidden meaning coincides with the 
group's readiness to receive it." Good timing is critica1.48 


•	 Consultants need to help clients to an awareness of underlying work pain anxieties, sense 
of helplessness and hopelessness and fantasies which enable them to manage themselves 
and their systems in ways which improve their use of psychological and physical 
resources: "neglecting to do so results in disproportionately heavy wear and tear of both 
human and physical resources." 49 


•	 Reframe presenting problems (see earlier pieces about this).50 


This seems to be the point at which to introduce Anton Obholzer's understanding of the 
consultant's role. He likens the consultant's role to institutions to that of an architect to 
buildings. His description of this novel idea gives the measure of this analogy. 


It is generally recognized that if you want to refurbish a building, you need 
expert advice to locate load-bearing walls, the distribution of services and so 
on. Neglecting this can, in the process of alteration, bring the house down on 
your head. Yet when it comes to changing organizations, a much more 
cavalier attitude prevails. If the institutional equivalent of a load-bearing 
wall comes down, or a short-circuit is produced, it is treated as if it were 
either inevitable or bad luck. 


Consultants to institutions can be regarded as having an analogous role to the 
architect's, predicting which are the load-bearing structures, and helping to 
identify what sort of emotional loads these structures are carrying. It is 
essential that the implied question "What are you going to do about this, and 
who, in what role, is going to take the lead in this work venture?" is an 
integral part of the exploration of institutional stresses and defences. It is 
important that the solution of the problem arises from a collaboration 
between the consultant and those within the organization, taking into account 
their management style and language. This way, the risk of undermining the 
existing management is reduced, as is the risk of bringing about temporary 
improvement, followed by collapse on withdrawal of the consultant. 


The institution, therefore, is best served by a form of consultancy which does 
not have a preconceived idea of what the structure of the organization should 
be on completion of the intervention, while giving the consultant 
opportunities to communicate ideas as they arise. The outcome, instead, 
should be determined by a public process of striving towards understanding. 
With this comes awareness that the task of monitoring and reviewing is never 
complete and needs to be supported in an ongoing way. The consultant who 
offers a psychodynamic understanding of institutional process also brings a 
state of mind and a system of values that listens to people, encourages 
thought and takes anxieties and resistance into account. At the end of the 
consultation, the organization will, one hopes, have taken this stance into its 
culture: a new awareness of the potential risks to the work and the workers as 
a result of the stresses inherent in the organization's task, as well as of the 
costs of neglecting these, together with greater clarity about how to 
proceed.51 


1. Operational Modes 
As already noted Obholzer and Roberts do not give a structured account of Tavistock 


consultancy procedures and processes. The case studies present pictures of consultants, 
seemingly acting alone, responding to invitations from institutions to help with problems 
experienced by groups or teams or departments. They operate by engaging with clients in a 
wide range of ways all aimed at analysing conscious and unconscious processes with clients 
in relation to any and all aspects of the work of institutions. Three operational modes can be 
discerned. The ftrst of these involves consultants or facilitators promoting staff support 
groups. They can take various forms: "sensitivity groups"; support or mutual support groups; 
"staff dynamics groups" which is favoured by some Tavistock consultants.52 The second is a 
"consultative approach to teaching supervision".53 The third is the use of this Tavistock 
approach " to develop a capacity for self-consultation: for observing and reflecting on the 
impact unconscious group and organization processes have on us all, and our own 
contribution to these processes as we take up our various roles". 54 
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IV Application:Work Settings to which the Model is Applicable 
[element (c)] 
The approach described has been used widely to help "human service professionals to 


confront the powerful and primitive emotional states that underlie helping relationships 
(especially with people in dire need)", to help staff members of these organizations to 
"function effectively without becoming chaotic or withdrawn" and to develop "organizational 
arrangements themselves - the structures, cultures, modes of operation etc. - [that] can help 
or hinder in protecting this precious capacity".55 The main area of application is a wide range 
of institutions in the statutory and voluntary care-giving sector. 56 


[A version of this approach is used by the Revd Canon Keith Lamdin in and through the 
the Work Consultancy Programme in the Anglican Diocese of Oxford.] 


V Understanding of the Consultor's Work [element (d)] 
This approach does not seem to require specialist knowledge of the nature of the work of 


institutions nor of the forms that it takes in specific organizations. Indeed one Tavistock 
consultant found that not having personal experience of and knowledge about the work of a 
nursing ward was useful. It enabled her to ask basic questions "which sometimes led on to ... 
(nurses) thinking about aspects of the work which had formerly not been noticed".57 What is 
required of consultants is theoretical and experiential understanding of the operation of social, 
psychodynamic and systemic processes in clients and their institutions and in themselves. 
This description of this approach makes that clear. Such knowledge enables them to deal with 
issues in the conscious domains and those pockets of irrationality and the behaviour 
associated with it and "anti-task" processes which undermine work and infest the entire 
institution.58 


VI Principles [element (e)] 
Aspects of the undergirding philosophy and theory upon which this Tavistock approach 


is based have been discussed at various points in this piece. Basically the approach is 
grounded in three fields of theory: the social sciences; psychoanalysis; systems thinking. 
Intervention theory and philosophy is based on the conviction that these theoretical 
perspectives must be deployed together in order that clients and practitioners themselves may 
better understand and manage the realities, the structures and psychodynamics of their 
institutions and the functioning of their unconscious. 


VII A Summary of Key Features of the Model 
The basic elements are modelled diagrammatically in Figure 7:2 
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Figure 7:2 A Diagrammatic Representation of the Fundamentals of a Tavistock
 
Consultancy Model
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Model Two: A Gestalt Approach to Consulting 
(GAC) 


Gestalt is an imported German word for a configuration, pattern, or organized whole in 
which the whole is perceived as more than the sum of its parts with qualities different from 
those of its parts considered separately. This has, of course, always been recognized. 
However, early in the twentieth century Gestalt psychologists carried out experimental studies 
of the qualities of wholes and parts. According to Ian ML Hunter their key argument was 
"that the nature of the parts is determined by, and secondary to, the whole". They saw this 
applying to every field of psychology, philosophy, science and art. They "insisted that 
enquiry proceed from-above-down rather than from belOW-Up, i.e. one must not start with 
supposed elements and try to synthesize these into wholes, but rather examine the whole to 
discover what its natural parts are". What became known as Gestalt approaches were applied 
widely to phenomena in perception, learning and thinking processes.! 


One application of these concepts resulted in Gestalt therapy, a form of psychotherapy 
based on a holistic understanding of mind and body, which stresses feeling over thinking, and 
the value of immediate authentic experience. This is clearly a very different approach from 
the Freudian emphasis upon recovering fundamentally formative repressed childhood 
experiences, for instance? Another application is the Gestalt approach to organizational 
consulting developed over a long period by Edwin C Nevis and his colleagues. He describes 
himself as an "organizational consultant who has learned much from Gestalt therapy but is not 
a practicing therapist in the classical sense." Nevis' model is included in this Part, because in 
approach and praxis, it is related to that of Gestalt therapy and "attempts to integrate into 
psychoanalytic theory the fmdings of Gestalt studies ofperception and learning".3 


I The Story of the Model's Development 
Dr Edwin Nevis was an organizational consultant first and then studied Gestalt therapy. 


As an organizational consultant he worked on two assumptions. The first was that the 
essential service to be provided to clients is "scientifically based data gathering". The second 
was that "Rogerian non-directive counselling is the best framework for consultant-client 
relating." Associated with these assumptions was an "underlying belief that the feelings, 
emotions, fantasies, images and other personal experiences of the consultant are detrimental 
to the work with clients if not held under control". Theory and methodology were assumed to 
be more important than the use of personal experience "to achieve a compelling unique 
presence". Radical changes in his approach occurred through experiencing "the power of 
personal here-and-now, subjective experiences as a support" for his work as a consultant. 
"Through studying and experiencing this approach he saw that a more potent consulting style 
might be developed through use of the Cycle of Experience and Gestalt methods of high
contact interaction". Long association with colleagues at the Gestalt Institute of Cleveland 
fostered and developed the evolving approach. Nevis' application to organizations of Gestalt 
work with individuals and families was aided greatly by his association with a programme in 
"Organization and System Development". His ideas were further tested by seven years of 
teaching seminars in theories of planned change at the Sloan School of Management of the 
Massachusetts Institute of Technology. An approach to organizational consulting grounded in 
Gestalt theory evolved. For over forty years he practised and, taught and wrote about it. He 


served thirteen years as President of the Gestalt Institute of Cleveland. Believing that 
effective consultation requires a coherent theoretical framework, he has articulated the 
guiding principles and values of his approach in Organizational Consulting: A Gestalt 
Approach.4 


II Knowledge Informing the Model [element (a)] 
Nevis sees "the major objective of consulting relationships as being the education of the 


client system in how to improve its awareness of its functioning and to enhance its ability to 
take actions that improve this functioning". 5 Knowledge and understandings used to achieve 
this purpose are discussed in this section under three main headings: basics of Gestalt 
psychology; "presence"; the Gestalt cycle of experience. 


1. Basics of Gestalt Psychology 


(a) "Organised wholes" 
In Gestalt psychology "the true data of experience are organized wholes". Studies in 


visual perception show that we see wholes before breaking them down into their component 
parts.6 Perceived patterns are referred to as Gestalten or configurations.? 


(b) Figure-ground relationships 
"Figure-ground relationships" is another fundamental concept that emerged from the 


early work on visual perception by Gestalt psychologists. It refers to the following 
phenomenon. 


Each gestalt is seen as a figure that stands out against a vaguer background. 
The figure has clear form, while the background, or ground, tends to be less 
clearly formed. The figure is more interesting, has more meaning attributed 
to it, and remains in memory better than the ground.8 


This basic ground-figure model has been broadened to include the full-spectrum of 
individual environment relationships.9 


(c) Figure formation 
Figure or Gestalt formation denotes the process by which we see the whole first and then 


break it down into its parts. (Reference has already been made in the introduction to this 
basic principle.) The whole is always more than the sum of its parts: a tree is seen as a tree 
with or without its leaves. Presumably, however, concentrating on a leaf means that it is the 
figure in focus and the tree is the ground or background. Figures are formed in relation to 
diverse aspects of our physical, human and spiritual environments as we show interest, 
concern and attempt to make sense and give meaning to things and our experience of them. 
Seeing figures as they form is referred to as awareness, it is the beginning of the Gestalt Cycle 
of experience described below. Becoming broadly and deeply aware of something involves 
the full play of all our senses in attention to and concentration on our inner and outer worlds. 
Receptivity of this kind is both a passive and active process. As Nevis observes, "The process 
of attending to something in order to know it in full measure is real worlC'.1O (The italics are 
mine.) 
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(d) The law ofequilibrium or the law ofPragnanz 


The law of equilibrium or the law of Pragnanz "means the psychological organization is 
not random, but tends to move in a given, compelling, more stable direction, than in any other 
direction". This results in "the good gestalt, which has properties of simplicity, regularity, 
proximity and closure". With reference to the law ofPragnanz, closure refers to ''the inherent 
human tendency to complete incomplete or confused perceptions" which can be thought of as 
"an equilibrium-producing process".11 So, for example, a triangular shape is seen as a triangle 
even though the lines do not quite meet at the comers. Similar processes occur in the 
perception ofhuman events and relationships. 


Early Gestalt psychologists, apparently, saw figure formation in relation to how 
individuals interacted with their environment, how learning took place and how meaning was 
given to experience. "They did not at first associate their principles with the principles of 
perception of feelings, emotions, or bodily sensations, or to motivation". Kurt Lewin, 
however, did. He saw that intentions create tension systems in people and generate the energy 
to achieve them. For Lewin intentions were "quasi needs" such as reaching a goal, which, 
like the basic needs of living, put a "system in tension" and require satisfaction. "Release of 
tension" is correlated with "satisfaction of a need". He saw the fmished task as a "completed 
gestalt". Tension is released; closure occurs; the law of Pragnanz is seen in action. 
Unfmished tasks, on the other hand, leave people dissatisfied; tension is not released; closure 
is not achieved. (Nevis says a series of experiments show that incomplete tasks are 
remembered far longer than those which are completed.)12 


Nevis follows this with a note about Kurt Goldstein's idea of what he called the 
'''holistic' organismic process". This operated to reduce tension at different levels of human 
needs as described by Maslow in his exposition of the "hierarchy of needs". Goldstein 
believed that it was necessary to postulate one level ofneed only, that of self-actualization.13 


To a large extent Gestalt theory has been applied to the individual but it has also been 
applied to groups, families and organizations. It has proved to be useful in therapeutic and 
consulting work at all levels. A table offered by Nevis summarizing the historical progression 
of thought from the initial Gestalt psychologists to the application to consultancy is 
reproduced in Display 7:3. 14 


The application of these basic principles to consultancy is by and large self-evident. 
They illuminate and facilitate processes related to: working with wholes and parts; bringing 
systems and sub-systems into focus through the use of figure-ground relationships and 
formation; working for creative equilibrium through tension release. 


1. Early studies of visual perception 
• The figure-ground relationship 
• Law of Pragnanz/closure 
• Insight learning (Wertheimer, Koffka, Kohler) 


2. Extension to the realm of motivation/action 
• Intentions, tension systems 
• Importance of the here and now 
• Unfinished situations (Kurt Lewin and students) 


3. Extension to total organismic functioning 
• Organismic self-regulation 
• Principle of self-actualization 
• Holism (Kurt Goldstein and students) 


4. Application to individual development 
• Awareness training 
• Methods for here and now therapy 
• Treatment of the whole person 


(F. Peris, L. Peris, P. Goodman, I. From, 
New York Institute of Gestalt Therapy) 


5. Refinement of individual therapy 
• Gestalt Cycle of Experience 
•	 Integration with other approaches to human development 


(Faculties of Gestalt institute of Cleveland and other 
Institutes, practicing therapists) 


6. Application to larger systems 
• Couples and family therapy 


(W. Warner, S. Nevis, J. Zinker, W. Jackson, W. Kempler, 
Center for Intimate Systems) 


• Individual development in organizational roles 
(R. Wallen, E Nevis, S. Herman, and M. Korenich) 


• Organizational consulting 
(E. Nevis, L. Hirsch, J. Carter, C. Lukensmeyer, E. Kepner, 
C. Stratford, J. Voorhees, W. Burke, U. Merry, G. Brown) 


Display 7:3: Summary of the Development and Application of the Gestalt
 
Figure-Ground Model.
 


2. Presence 
Presence is a central concept in Gestalt Theory. Here it is described and in Part III its 


practice is explored. Nevis says that presence is not easy to defme but the following 
description he offers I fmd to be very clear. Presence is 


... the living embodiment of knowledge: the theories and practices believed 
to be essential to bring about change in people are manifested, symbolized or 
implied in the presence ofthe consultant. 15 (italics are Nevis') 
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Presence is a "good integration of knowledge and behaviour" actualised by consultants in 
their engagement with clients. It integrates and embodies into the consultant's being and 
behaviour that which is essential of the praxis of the Gestalt approach which clients need to 
learn. It is a living out of basic assumptions and beliefs. Presence makes "here and now 
behaviour an enactment" of what the consultant knows and believes. It communicates 
existentially what clients need to learn in a way in which they can learn experientially. It can 
be a "powerful force".16 The quality and power of the presence is determined by the quality 
of the integration and assimilation by consultants of the theoretical Gestalt approach and their 
ability to live it out when consulting, i.e. to project and actualise it in consulting 
relationships. I? For Nevis, style, the delivery of the message, is an important but superficial 
aspect of presence. But, style and vision must be well integrated for presence to be 
effective. 18 


Nevis suggests the following four factors affect presence which enables "the consultant 
to be interesting enough to achieve and maintain engagement with the client system". 19 


(a) "Rightness" 


"rightness" refers to a consultant's right to be a consultant and to be doing what slhe is 
doing because slhe is qualified and competent. The sense of rightness is conveyed by the 
consultant's presence and experienced by consultants and consultors as feeling "at home" 
with their roles and relationships?O 


(b) Being explicit versus being mysterious 


This and the next two factors are represented as a continuum between opposite apposite 
approaches. One end of the continuum represents an expression of explicit imperical 
knowing through analysis and diagnosis. Nevis associates this position with the 
"sage/naturalist" approach. Mystery, the intuitive or the imaginative is represented at the 
other end where the "guru/mystic" operates.21 The ability of consultants "to present a strong 
stance along the continuum" is a feature of Gestalt consulting. Nevis does not say precisely 
what he means by a "strong stance" but from the context it would appear it is about 
consultants occupying any position on the continuum with a sense ofpresence and rightness. 


(c) "Narcissistic versus collective identity" 


At one end of this continuum is a narcissistic orientation, which focuses on consultants 
as independent operators and upon their personal unique qualities. At the other end of the 
continuum is the collective identity which focuses on consultants as representatives or 
members of a discipline, an orthodoxy, a group or a school of thought which they themselves 
embody. Whilst it is claimed that it is possible for clients to learn from all positions on this 
continuum the stated advantage of the collective identity end is that it gives the security and 
support that comes from an independant "consensually agreed ... body of knowledge". But it 
could give the impression "that flexibility or nonconformity in applying the particular 
doctrine will seriously impair learning". Nevis summarizes as follows. 


Thus the practice of an established craft is the message of the collective 
oriented intervenor, whereas the narcissistic intervenor's presence indicates 
that powerful personal impact is more important than possessing a particular 
badge or membership card.22 


(d) "Clinical versus contactful" 


At one end of this continuum is the clinical mode, which stresses emotional neutrality 
and detachment "so that correct diagnosis and solution of problems can be made". [Many 
would challenge this.] "The consultant is not emotionally or personally involved to a great 
extent, but draws power from dispassionate curiosity and an austere manner that promises 
unflinching integrity when done well". More passionate involvement is at the other end of the 
continuum. Consultants are contactfully present; express feelings and identify with the clients 
and their system. Excitement is generated by consultants and clients "taking a journey 
together". 


Nevis suggests that in organizational consulting "there is often a strong pull towards the 
clinical mode". He claims that this prevents "dysfunctional confluence from taking place in 
the consultant-client relationship" and that it "allows the consultant to say difficult things, 
using 'hard' data as support and not being deterred by emotional concerns". On the other 
hand: 


The contactful presence tends to be less focused and to promise less by way 
of specific outcomes. Rather it relies on development of great trust in the 
apparent depth of commitment by the consultant to stay with the client 
through what may be a difficult struggle. Carl Rogers is masterful in 
drawing on this ability.23 


By way of conclusion to his exposition of these modes Nevis says that in presenting 
them he does not advocate one form of presence over another. The main criteria for choosing 
between them appears to be the theory of learning appropriate to the clients and their 
situation, the context and the need to provide a presence otherwise lacking in a system. 
Consultants, he claims, "should be able to move from one presence to another". That is, they 
should be able to move from being explicit to being mysterious; from a narcissistic to a 
collective identity; from being clinical to being contactful. However, most practitioners, it is 
conceded, can only approximate to this ideal and "no single intervenor can give a system all 
that it needs with a sense of rightness". It follows that more than one consultant may be 
required when multiple presences modelling different theories of learning are required for 
optional organizational learning.24 [In relation to this point I fmd the text is somewhat 
confusing but I believe I have got the essential meaning.] 


[Author's Observation 


These ideas cause me to break my self-imposed no-comment rule! Aspects of the idea of 
consultants moving from one presence to another across the three continua I fmd 
problematical. Consultants moving slightly from their optimum performance position are not 
difficult to conceive. That is normative and would not adversely affect the rightness of their 
presence. But I fmd inconceivable the practice of them moving from pole to pole of the 
explicit-mysterious and particularly the clinical-contactful continua when working with the 
same clients and especially in the same consulting session or programme. It is inconceivable, 
not only because of the difficulty of practitioners spanning these continua, but because of the 
confusing and confounding effects upon clients of consultants moving from one pole to 
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another of these two continua which are so different that they are tantamount to excluding 
each other. 


The narcissistic-collective identity continuum I fmd much more conceivable. Indeed, 
both poles appear frequently in consultancy praxis. Generally speaking consultants integrate 
within themselves their understanding of the collective identity of the mode and model of 
consultancy to which they are committed, in this case Gestalt consulting, with their own 
unique, narcissistic, interpretation of good consulting praxis possible gleaned from other 
sources. Authenticity, presence and rightness flow from such processes. Nevis exemplifies 
this. Given this integration, consultants can draw more heavily upon one pole of the 
continuum than the other without compromising presence and rightness. 


In some ways these difficulties are mitigated by the idea of using "multi presences". But 
this I would also fmd problematic if consultants operating from opposite ends of the continua 
were working together with the same clients. Would the collective presence of such a team, 
for instance, have a collective rightness? I fmd it difficult to see that it would. Clients, for 
instance, experiencing first clinical and then contactful approaches would have to alternate 
between very different working and interpersonal relationships. This could confuse, confound 
and disorientate clients as they tried to relate to the very different approaches. Reflecting on 
this I recalled an experience at an airport where I experienced for a prolonged period two 
women officials questioning me alternatively. Books considered subversive in my luggage, 
combined with the fact that I had stayed in an "occupied zone" made them suspicious. One of 
them was warm and discussed things in an apparently interested and friendly manner. The 
other, unfriendly and aggressive, was increasingly fierce in her interrogation of me. Even 
though I understood the process it was not easy to negotiate the two approaches.] 


3. The Gestalt Cycle of Experience (''Cycle'') 


The Gestalt Cycle of Experience (Cycle) summarizes the experience by which people 
become aware of what is going on, mobilize energy, take action and move to resolution or 
closure and withdrawal of attention. The cycle emphasizes "high contact (strong presence) 
process consultation". Figures 7:3 and 4 reproduce the diagrams used by Nevis to illustrate 
the Cycle.25 Now we look in more detail at the principal stages of this Cycle. 
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Figure 7:3 Gestalt Cycle of Experience: Flow of a unit of uninterrupted experience 
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Figure 7:4 Flow of Continuous Experience 
(a) Awareness 


Awareness is understood as a growing consciousness and comprehension generated from 
the use of all the senses - sight, hearing, touch, smell and taste. It leads to the development of 
figures and involves direct immediate experience and "spontaneous sensing of what arises or 
becomes figural". Awareness may be associated with sensations, internal verbalizations and 
visualizations (including thinking and dreaming), feeling, values interpersonal and group 
interactions. Whilst it includes self-awareness, Nevis differentiates it from introspection, 
which he defmes as "a searching, evaluative process in which parts of the experience are held 


WITHDRAWAL
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up for examination". "Understanding Gestalt awareness process changes the nature of 
assessment, enhances the richness of the data gathered in diagnostic work and leads to 
intervention behaviors (sic) that allow for high consultant impact and acceptance". It adds 
significantly to "organizational examination". The aim is to develop awareness in consultants 
and clients and in their systems. Howbeit, Nevis says, "One of the qualities that distinguishes 
skilled professionals from novices or non professional persons is the depth and breadth of 
their awareness,,?6 


Gestalt awareness processes 
Gestalt consulting uses two awareness processes. One is referred to as the process of 


action, directed awareness which relies upon logic and analytical reasoning. This process is 
said to be "focussed and bonded". The other is referred to as a process of open, undirected 
awareness which is based on the contention that data cannot be forced to emerge, "one must 
become immersed in a setting and wait until it emerges". Hypothesis formulation is held in 
abeyance for a longer period of time when using this awareness process, said to be "sponge 
like". (Nevis suggests Sherlock Holmes as a metaphor for the first and the TV detective, 
Columbo for the second!) Features of these two processes are set out in the table reproduced 
in Display 7:4 27 


Active, Directed Awareness Open, Undirected Awareness 


Goes to the world	 Lets the world come to you 


Forces something to emerge Waits for something to emerge 


Uses a structure/framework to Investigates without being organ
guide what you wish to see, ized or "prejUdiced" in any way as 
hear, etc. to what you wish to see hear, etc. 


Focuses questioning; strives Maintains widest peripheral vision; 
for a narrow, sharp field of little foreground and everything of 
vision equal importance 


Attends to things in terms of Is na'ive about how things work; 
knowledge of how they work, hopes to find something new 
what is present and missing in about how things work 
a normative sense 


Searching use of sensory Receptive use of sensory
 
modalities modalities
 


Supports work by content Values are process- oriented; 
values and conceptual biases tend to be content-free 


Display 7:4: Gestalt Awareness Processes 


Awareness, regret and righteousness 


Organizational Consulting concludes with: "Epilogue: Leaming to Deal with Regret". 
Nevis considers that ''the difficulty of bearing the awareness of regret to be one of the great 
barriers to organizational change, as well as to individual change". He argues that when the 
need to be right is intensive it can issue in righteousness and this he sees to be the enemy of 
regret: "the stronger the experience of righteousness as the springboard for action, the less it is 
possible to experience the often painful burden (the awareness of regret) that there is a 
negative aspect to a seemingly appropriate action, and that other approaches to the problem 
may be irrevocably discarded"?S He summarizes his case in the following way. 


•	 The process of deciding to act is one of choosing among alternatives which 
contain both positive and negative features. 


•	 The building up of energy to act out of righteousness drives people to take 
strong actions that are not supported by a rich awareness process allowing for 
the experience of regret at the moment an action is chosen. 


•	 The experience of regret is the full awareness and ownership by those who 
choose an action that contains negative aspects and precludes other actions 
that have certain positive features. 


•	 Without the experience of regret, it is difficult to achieve true organizational 
learning: people will act out of limited awareness, remain fixed in their 
righteousness, and over-certain about the actions they have chosen?9 


Awareness and the Cycle 
Whilst awareness is seen as a discrete stage in the Cycle it is also seen as important to all 


. 30Its stages. 


(b) Energy 
The Cycle is based on the assumption that developed awareness will lead to excitement 


or energy mobilization. Figure 7:5 reproduces the diagram used to illustrate this process. 
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Figure 7:5: The Cycle of Experience Seen as Energy Arousal and Discharge.31 
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Other Cycle stages - action, contact, resolution closure and withdrawal ofattention -are 
self-explanatory. A chart setting out the managerial functions in relation to the stages of the 
Cycle illuminates what is involved in using it. It is reproduced in Display 7:5. 32 


Cycle Phase Co"esponding Managerial 
Decision-Making Behavior 


Awareness Data generation 
Seeking of information 
Sharing of information 
Reviewing performance history 
Environmental scanning 


Energy/action Any attempt to mobilize energy and interest 
in ideas or proposals 
Supporting ideas presented by others 
Joining with what is important to others 
Any attempt to identify differences and conflicts 
or competing interests 
Supporting own position 
Seeking maximum participation 


Contact Joining in a common objective 
Common recognition of problem definition 
Indications of understanding, not necessarily 
agreement 
Choosing a course of future action that is 
possible 


Resolution/closure Testing; checking for common understanding 
Reviewing what has occurred 
Acknowledgment of what was accomplished 
and what remains to be done 
Identifying the meaning of the discussion 
Generalizing from what has been lear ned 
Beginning to develop implementation and 
action plans 


Withdrawal Pausing to let things "sink in" 
Reducing energy and interest in the issue 
Turning to other tasks or problems 
Ending the meeting 


Display 7:5: The Relationship of Phases in the Gestalt Cycle of Experience to 
Stages of Managerial Decision Making (See Zinker and S Nevis (1981) 


for a similar version applied to family decision-making processes.) 


So far, the discussion has assumed a single unified path following the stages of the Cycle 
created by an individual or possibly a tightly knit small group. In reality many tracks of the 
Cycle are generated by groups and organizations. Nevis produces charts which illustrate a 
ran£e of possibilities which have implications for consultants. One is reproduced in Figure 
7:6 3 illustrating an ideal. It shows how the tracks of four people cluster around the same 
energy-time line. Other graphs show the ways in which individual tracks can be put out of 
sync when they differ from each other in energy amplitude and/or the timing of the stages. 
Awareness of such processes is clearly important for consultancy practice.34 
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Figure 7:6: Gestalt Interactive Cycle: an ideal situation 


Nevis sees the Cycle as a "model of behaviour" and a "unit of work" which enables 
consultants to "orient themselves to each interaction with client systems in terms of a 
beginning and an ending.35 


4. Gestalt Consultants Intervene 
Gestalt consultants enter into and operate within client systems: they intervene.36 What 


this means in practice is considered in Part III. 


5. Change and Resistance 
Resistance is not seen to be necessarily the unwillingness of people to accept the help of 


consultants nor to defend traditions and values, although it may be either or both of these. 
Resistance to proffered help is a term from psychotherapy. Nevis suggests that in Gestalt 
consulting it is variously seen as a creative force for managing a difficult world. It is "the 
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mobilization of energy, not a lack of energy". It can be "viewed through cognitive lenses" 
37and as an aspect ofGestalt awareness . Nevis' working hypothesis about resistance is: 


The expression of any indication of opposition to something is as much a 
statement of the integrity of the person(s) expressing it as is the manifestation 


. . I b h . 38of nonopposltlona e aVlOr. 


He chooses not "to use the term resistance preferring to refer to any instance where one 
or more person does not seem to be 'joining' as a manifestation of multidirected energy".39 
(He later uses the term multidirectional energy which seems a better fit to what is being 
described.40 ) A major implication of all this for Gestalt consulting is that a "task of the 
consultant is to help the client system deal with its multidirected energies".41 (Nevis' italics) 


III Praxis of the Model [element (b)] 


There are two parts to this section: modus operandi; operational modes. 


1. Modus Operandi: How the Model Works 
Nevis contrasts and compares Gestalt therapy with Gestalt organizational consultancy. 


Voluntary psychotherapy is normally sought by clients and is a private event carried out on 
the therapist territory. It involves high interpersonal contact between therapist and clients. 
(Nevis refers to this as working by sitting down because the therapist sits during sessions.) 
Organizational consulting involves consultants working on clients' territory, privately and 
publically, with client groups, the membership of which may differ greatly. The consultant 
may be hired, not by a client group as an entity, but by a member of that group or someone 
else in the client organization. (This is referred to as working by standing up because 
consultants are generally more active.) Therapy and consulting are both contractual working 
relationships aimed at facilitating better bein~ and doing. Both are potentially learning 
processes for clients, therapists and consultants. 2 


For Nevis organizational consultation by definition involves work with more than one 
individua1.43 A consultant, he says, "may work with just one or two individuals in an 
organization, but it is questionable that this can be called organizational consulting. Perhaps 
it might be better to designate this work as organizationally sponsored individual 
counselling". However this might be, Gestalt consulting is "often supported by individual 
counselling in addition, that is, to the "one-on-one interactions ...between the consultant and 
... person(s) who brought the consultant into the organization". Such interactions include 
"developmental counselling" and "strategizing" which is quite different from what goes on in 
therapy.44 It is however, common for Gestalt consultants to also be therapists: 


Skills in diagnostic testing, interviewing and counselling were considered 
relevant and transferable to human problems in an organizational setting. 
Some of the now-senior people in the field of organization development can 
point to a history of education and practice in such varied fields as Freudian 
Psychoanalysis, Rogerian non-directive counselling, Gestalt therapy, and 
Skinnerian-oriented behaviour modification. 


A parallel development over the past 30 years or so has been a trend in 
the opposite direction. That is to say, many people who came to 
organization consulting from a management career or a work system 
perspective, rather than from a clinical occupation, have sought training 
in therapeutic-related skills and concepts in order to become more 
effective in working one on one and at the small-group level in 
organization settings. A small number of these people now conduct some 
counselling or psychotherapy as part of their practice.45 


Throughout, Gestalt consultancy praxis is informed and formed by the concepts, 
understandings and knowledge briefly described in Part II. Basic concepts are brought into 
play through the use of the Cycle, which is used as a constant frame of reference. 
Consultancy engagements comprise not a single movement through the stages of the Cycle 
but overlapping cycles.46 Consulting processes are generated by consultants intervening in 
clients' systems. Gestalt modus operandi is examined here by considering the ways in which 
consultants intervene, the functions they perform, the approaches they adopt and the ways in 
which they use data. Then the skills they require are noted along with a note about ways in 
which they can be trained. 


(a) Consultants as ''Intervenors'' 


This section is about Gestalt consultants as intervenors, the functions they perform and 
the behavioural skills they require. 


Intervention 


Intervention in this context means "to enter into an ongoing system for the purpose of 
helping it in some way".47 (Nevis' italics) By definition Gestalt external consultants are 
different in important aspects from members of client organizations in which they intervene.48 


Their affiliation to the organization is different from that of its members. Their role is 
different as is their function - to teach the Cycle to clients and to provide a presence that is 
otherwise lacking. Consultancy interventions variously affect the boundaries between the 
client system and its environment, between the client system and the consultant and the 
boundaries in the client system. Diagramming boundary changes, a device used by Nevis, 
enhances awareness ofthese changes. 


Functions 


To be effective, any act of intervention must relate creatively to the client system and 
avoid the danger of being seen as arrogant or presumptive. To do this, Gestalt consultants 
need: 


•	 to attend to the client's system and to establish their presence as they do 
so; 


•	 to attend to their own inner experiences; 


•	 to focus on the energy in the client system; 


•	 to facilitate heightened contact between themselves and members of the 
client system and between members of the client system; 


•	 to help the group to enhance its awareness ofthe process.49 
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Nevis has produced an interesting list of questions to help consultants to check the actual 
effect of their interventions against avowed purposes of Gestalt consulting They are 
reproduced in Display 7:6.50 


• Am I heightening the awareness of the client system with respect to its process in trying 
to deal with its problems? 


• Does my intervention help to	 lead to the generation of awareness ... regarding the 
client's problems and ways of functioning? 


• Am I establishing a presence during each stage of intervention that aids m the 
awareness/data generation/contact process? 


• Does my intervention build upon the energy of the client system and what is currently a 
figural, workable theme or issue, or is it my "imposition" of a value or desired solution 
that guides the work? 


• Does my intervention help to enhance the contacts between parts of the system and to 
provide learning about such things as subsystem boundaries and joint efforts for 
improving effectiveness? 


• Do my interventions enhance the ability of the client to understand and employ the skills 
involved in the Cycle of Experience? 


• What does this intervention do to my position relative to they system -	 where am I with 
regard to boundary and marginality issues? Am I getting in "enough, "too much," etc.?" 


• Am I furthering the development of the client's skills in seeing new ways of addressing 
system problems, particularly heightening the awareness of what it is possible to achieve 
at any given moment? In other words, how much awareness is there of the value of 
keeping things as they are, versus enhancing the appreciation of the need for doing 
things differently? 


Display 7:6 Orientation Questions for Gestalt Interventionists 


Behavioural skills required by consultants to make effective interventions 


Nevis says that the practice of Gestalt consulting requires six basic interrelated and 
interdependent behavioural skills. Together they form an integral system of skills. In relation 
to each skill he lists in considerable detail the associated abilities and qualities. Titles applied 
to key skills noted by Nevis are reproduced below. Where necessary notes are added to 
indicate the abilities subsumed in the skills. But there is no attempt to summarise all the 
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points made by Nevis. Skills and abilities, it is noted, are based on consultants understanding 
their "task as that of education, not salvation".51 


Skills related to observation, attending, taking in the raw data ofexperience 


These skills enhance awareness. They help consultants to know what is going on in 
others and in themselves. They enable them to "stay in the present and to focus on the 
ongoing process with faith in natural development". They enable consultants to be patient 
and to tolerate ambiguity. A basic ability required is considerable sensitivity to sensory and 
physical functioning of self and others. Inter alia this involves being able "to separate voice 
qualities from word content and to identify a range of qualities (e.g. tone, pitch, emotion)". 
To do these things consultants need to be able to tune into their own emotional reactions and 
those of others, to interpret them and to use their fmdings in the consultations.52 


Skills which enable consultants to share experiences and intentions 


The effective use of these skills enhances the awareness of clients. Inter alia they 
include the ability to separate data from interpretation, to make and emphasize non
judgemental observations and to put things succinctly, clearly and directly.53 


Skills related to the mobilization ofand modulation ofclient system energy 


These skills involve the ability of consultants to handle, manage, control, hold back and 
contain their own emotional energy in order that they may help clients to use their energy 
creatively. Consultants need the "ability to face and accept emotional situations with a 
minimum of personal defensiveness". 54 


Skills related to the enhancement ofcontact 


These skills are about forms of behaviour most likely to promote creative engagement 
between consultant and their clients. It involves the consultant's ability to "present self as a 
highly attractive yet noncharismatic presence" and to be "both tough and supportive".55 


Skills related to closure and the completion ofwork 


Amongst other things this involves the ability of consultants to help clients to draw 
meaning or understanding from their experience. These skills are about the awareness of 
phases of the Cycle and timing. 56 


Skills related to appreciation ofconsultation as the practice ofan art 


Underlying these skills is an "awareness of the aesthetic, transcendent and creative 
aspects of working as a consultant". Consultants need a sense of awe and humility and the 
ability to be imaginative.57 


Skills Development 


Reflecting on these skills and abilities, Nevis says it is difficult to determine whether 
some of the above are personality traits or abilities. However this might be, behavioural skills 
and abilities can be enhanced, he says, through personal development growth programmes 
including psychotherapy, encounter groups, meditation and "body process programmes". 
And some have found training in art, music, theatre or dance to be of benefit. Also, they can 
be developed by consultants practising them in settings that provide for experimentation and 
informed feedback from skilled consultants. Prolonged study is essential. Nevis declines to 
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say whether some skills and attributes are more important than others. They form a 
repertoire. In "all of these qualities there is no substitute for an almost innate curiosity about 
the raw data of human experience, one's own, as well as that of others". For Nevis: 


In the Gestalt perspective the major area of study and practice involves the 
use of self as an instrument. One must develop exceptionally acute powers 
of observation and articulation to be effective in using this approach. The 
skills can be learned if one is willing to pay the price in time and effort".58 


(b) Evocative and Provocative Modes of Influence 59 


Nevis distinguishes two modes or approaches to promoting change. One is described as 
the provocative mode. This is associated with strong actions which challenge, jolt or intrude 
upon clients and their system. It is a form of direct intervention which can be located on a 
spectrum from non-violent confrontation to violent assault. The other is the evocative mode 
in which the consultant's behaviour brings forth something from the client. Two degrees of 
evocative behaviour are noted: modelling which is described as passive; elicitation which is 
less passive. The provocative mode is seen as a forcing approach and the evocative as an 
emergent approach, once again, at the other end of a continuum.60 Confrontative provocation 
and the evocative mode are used in Gestalt consultancy: a suggested feasible intervention 
sequence involves startin~ with the evocative mode and if necessary working up to 
confrontative provocation. I 


(c) Consultants Working at the Boundary 


Effective consultants work at the boundary between their system and that of their clients. 
They bridge differing cultures, norms and values and work at and from boundaries between 
them. This is so for both external and internal consultants but research has shown that 
external consultants show greater signs ofmarginality, the name given to this role and activity 
in Gestalt consultancy. 


A basic premise of Gestalt praxis is that "change or learning takes place at a boundary 
between what is already known or incorporated by an individual or group and that which is 
not".62 Boundaries can be lines of defence or support. Change takes place in this consultancy 
model through examining such things as "feelings, assumptions and fantasies, which support 
the existence of the boundary".63 It is boundary tension that makes the consultant a powerful 
force. But it is a stressful position in different ways for both internal and external consultants. 
They have, for instance, to avoid the temptation to affiliate more closely with the client 
system. To do this they have to find ways of satisfying and balancing their often-conflicting 
needs for affiliation, autonomy and support in the consulting role. Collaborating and working 
in partnership with other consultants is one way of coping with these needs.64 Nevis refers to 
this as "going it married" in contradistinction to "going it alone" and examines the 
advantages, drawbacks and price of these two approaches.65 However this might be, Nevis is 
convinced that "personal needs can only be satisfied outside of relationships with client 
systems".66 Another of his conclusions is that real progress could not be made without 
talented internal consultants.67 Presumably, external and internal collaborative partnerships 
are most effective when together they can manage their respective marginalities. 


2. Operational Modes 
As we have seen, Gestalt organizational consulting is an activity with more than one 


person although the early stages of the contracting may be with one person. Consultants do 
not deal with "the firm," says Nevis. They operate through working "with parts, units and 
levels of an organization, often shifting the focus of attention as the work proceeds over 
time". This is so when "the work is done solely with senior management". Consequently 
"there are multiple constituencies, and the consultant must negotiate a contract with each of 
the client systems. In fact, it may be useful to view the entire consulting experience as a 
continuous series of such negotiations.". Senior or top executives or managers normally take 
initiatives, which lead to the consultancy contracts described by Nevis.68 Engagement with 
clients and their systems is described as public, open and contactful.69 


On the basis of Gestalt concepts of "organized wholes" and "figure-ground 
relationships" (see Part II I (a) and (b)) I assume that the parts are the "figure in focus and the 
firm and its context are "the ground". Whether consultants work with a part in relation to the 
part or in relation to the whole (the firm in context), is not made explicit. 


Nevis does not present an overview of the staffmg of consultancy programmes. 
However, five modes in which Nevis operates can be discerned in the twenty case studies, 
which punctuate the book. They are: as an external consultant (in all cases); as a solo 
consultant (this is by far the most frequent); as a lead consultant with up to three colleagues; 
as a co-consultant with a partner; in a co-consultancy partnership with an internal consultant. 


Careful attention is paid to contracting. Problems arise when initial agreements are 
treated as fmal: it is important that they are progressively checked out and renewed or revised 
as necessary. In consulting with "multiple client constituencies" it is necessary to make 
multiple contracts and to review them as necessary. Acting as a consultant in such situations 
involves working with, to and between different constituencies. Typically, in organizational 
development, consultants work with groups; interview members of client systems; "hang out" 
in parts of the operation of the organization; feed back information to key people; conduct 
working sessions, workshops or retreats to improve communications and to uncover and 
tackle problems.70 


IV	 Application: Work Settings to which the Model is Applicable 
[element (c)] 
Nevis traces out the application of Gestalt methodology from its beginnings in individual 


therapy to larger systems in II, I (d). As noted earlier it has been effectively applied to 
sensitivity training, team building in groups and workshops. Another application has been 
with couples and families. Then there is the application to larger systems and particularly to 
organizations with which we are particularly concerned.71 A chart summarizing the 
progression of praxis from Gestalt therapy to organizational consulting is reproduced in 
Display 7:3 


Information about the work settings to which the model has been applied is restricted to 
the twenty case studies to which reference has already been made. These show that it has 
been applied to: business organizations, from family businesses to large corporations; 
manufacturing firms and small and large companies; multinational companies; social work 
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agencies; a large urban college; a university department. A few of the consultancy	 Underlying principles related to consultancy praxis 


programmes involve conducting team-building exercises and retreats. 


A participant in a consultancy programme for professionals working in an agency in an 
industrial city "spoke with exasperation about how the Gestalt orientation was all right for 
middle-class clients or helping professionals, but that it held nothing for people working in 
social agencies or hospital settings".72 This comment points to other aspects related to the 
applicability of the model, the culture, education and the personal attributes of clients. 
Frustratingly, this interesting observation is not pursued. 


V Understanding the Consultor's Work [element (d)] 
Apparently, this approach is not seen to require particular or specialist knowledge of the 


nature of the work of consulting organizations nor the forms that it takes. Understanding and 
information that consultants (and clients) require is generated by awareness and figure 
formation communicated through presence. What consultants require is competence in 
Gestalt praxis. 


VI Principles [element (e)] 
Part Two describes the knowledge upon which Gestalt consulting is based. Roots and 


sources of this knowledge are in several disciplines including psychology, social and 
behavioural sciences, biology, psychodynamics and psychotherapy. Also it variously draws 
upon theories of perception and learning. Principles underlying Gestalt consulting and praxis 
derive from, or are related to, these bodies of knowledge and their sources. In this section we 
draw together in summary bullet form the principles underlying this approach to consulting?3 


Underlying principles related to human systems. 
•	 The perception of form is an inherent human quality: objects are seen as 


organized wholes with given arrangements. This is the true data of 
experience. People react to the overall pattern or unitary organization of 
objects, not to specific parts. Such perceived patterns are referred to as 
Gestalten. Human behaviour cannot be explained as the additive building 
up of parts or simple components. This model of perception is extended 
to "motivational phenomena" and to "total organismic functioning".74 


•	 People work actively to impose order on what they see. They have an 
inherent tendency to complete incomplete or confused perceptions and to 
see things as symmetrical even when they are not.75 


•	 Perceptions are directed or influenced by inner concepts and motivation: 
intentions can operate as though they are needs.76 


•	 Human action is a self-regulating system that deals with an unstable state 
in such a way as to produce a state of stability. This is expressed in the 
law of Pragnanz or the law of equilibrium.77 


Underlying principles related to change and development 


•	 A person or system cannot move from one state of being to another until 
the present state is fully experienced and accepted.78 


•	 Resistance is the mobilization of energy: it is not necessarily a dumb 
barrier to change but a creative force for managing a difficult world.79 


•	 High value is placed in Gestalt consulting on three qualities or attributes 
of consultants described earlier: presence; awareness; rightness. 


•	 Effective consultation requires a coherent theoretical framework. 80 


•	 The Gestalt approach is readily applied to consultation through external 
and internal consultants even though psychotherapy and consulting differ 
significantly.81 


•	 Gathering and providing scientific data are fundamental to Gestalt 
consulting as is a phenomenological conception of data. 82 


•	 Presence, the integration of knowledge and behaviour in consultants, and 
its full use are fundamental to Gestalt consulting.83 


•	 The use of self in high-contact interaction with clients helps to promote 
learning and growth. Inter alia, this involves consultants attending to 


o • d 84therr own expenence an awareness. 


•	 Rogerian non-directive counselling is the best framework consultant
client interventions.85 


•	 Orientation to the "here and now" is important.86 


•	 The major objective is the education of clients and their systems in the 
improvement of its functioning. 87 


•	 Intervention is fundamental to Gestalt consulting. Consultants enter into 
ongoing systems to help them. Consultants differ from the members. No 
single intervenor can give a system all that it needs. 88 


•	 Consultants can engage in both contaciful and clinical modes of 
behaviour.89 


•	 Gestalt consulting can help client systems deal with multidirectional 
90energies, i.e. energies allied to and in opposition to given purposes.


VII A Summary of the Key Features of the Model 
Basic elements of the Gestalt consulting model are modelled diagrammatically in Figure 


7:7 
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Figure 7:7 A Diagrammatic Representation of Fundamentals ofa Gestalt 
Consulting Model. 
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Tailpiece 
Essentially this book offers two things. First, it offers an analytical method which can be 


used to study the constituent parts of any model. Secondly, using this method, it provides 
analytical descriptions of a range of different consultancy modes and models. However, the 
book is neither an overview of the field nor a taxonomy of consultancy. It is a selection of 
models intended to give a representative cross section of the field. Models are presented in 
sufficient detail and in the same format to facilitate several things: the study of each mode and 
model through the descriptions of them and through the references to the primary sources 
about them; the comparative analysis of the similarities and differences between the models; 
the identification of critical issues for further attention, discussion, study and research; the 
further development of the classification of the consultancy field. 


Consultancy Modes and Models is a working document offered with its imperfections 
and limitations as a contribution to the development of the theory and practice of consultancy. 
It brings together in one book what would otherwise be available only in a considerable 
number of books, theses and many articles. Much as such a picture would be useful, most 
students and practitioners would simply not be able for to fmd the energy and time to produce 
one for themselves - the effort required has proved to be much more than I had anticipated. 


A particular issue emerged as I wrote with which I found myself engaging. It seems 
right to note it here even though I cannot pursue it to a conclusion. Basically it revolves 
around two interrelated elements of models: one is what I referred to as the application of a 
model and the other the understanding required by consultants of the consultor's work. 
Whereas various understandings of organizations, systems, human interaction at work are 
seen to be necessary, knowledge of the nature and the forms of the consultor's work is not 
generally seen to be a significant aspect of consultancy praxis, apart, that is, from the 
Management Consultancy Model in Chapter Five and the Church Work Models in Chapter 
Six. Generally speaking, emphasis appears to be placed upon consultant's knowing their own 
consultancy praxis and having the ability to practice it in relation to the consultor's work and 
praxis. And, amongst other things, that involves consultants being able to access and 
formulate what they need to know about consultors and their work in order to be effective. 
How this is done varies from model to model although there are some commonly used 
methods such as listening, observing and questioning. Alongside all this there appears to be 
an unstated working assumption that consultors will be more effective practitioners if they 
make essential elements of the consultant's praxis their own: that is, if they supplement or 
replace their own way of doing and going about things with those of the consultant's; or if 
they adapt or embrace the consultant's approach or aspects of it as integral parts of their own. 
This may be a distortion of the reality, possibly due in part to the attention to praxis in the 
source material. However this might be, those models in this book which emphasize the 
importance of consultants being informed about and experienced in the kind of work in which 
consultors are engaged contrast with those models in which it is not a stated part of their 
design. For instance, they use their understanding of the nature of the consultor's work to help 
them to examine the particular form of that work in which the consultor is engaged. 


An important point emerges from this: those models in which it is not seen to be 
necessary to know about the nature of the consultor's work and the attributes to carry it out 
are more open to proffering consultancy services to a wider constituency than those where the 
consultants are required to have knowledge of the consultor's work. 
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Notwithstanding, there is evidence that using a given approach in different work 
domains is not seen by some to be as straightforward and automatic as all this might indicate. 
Checkland and Scholes found the application of SSM to the NHS, for instance, required more 
sophisticated attention than was usually the case in industry because of the complexity of 
problem situations. Consultants were seriously divided about what is involved in the transfer 
of a family system's model to an organizational development model. On the other hand Nevis 
found counselling skills were transferable to human problems in an organizational setting. 
Lyman C Wynne and his colleagues were adamant that "consultation is not a panacea". 


Despite all this, and my conviction that an essential in consulting to churches is an 
understanding of the nature of the work in which they are engaged, I found that as I wrote the 
"application" sections there was a strong propensity to universalise the applicability of most 
of the models. I found myself noting the areas in which the model had been applied and then 
adding ones in which I considered that it could be applied. A colleague's comment about this 
brought me up with a start. To the front of my mind came the issues raised above which had 
been rumbling around for some time. I removed all references to areas of work in which I 
thought a particular model could or might be applied! 


Applying consultancy models designed to operate in one human organizational system to 
that of another is not simple. Not only must they be practical and effective but they must be 
compatible with the host's spiritual, philosophical and theological systems and their work 
culture. Consequently, extending the use of the methods beyond their original domains, 
unavoidably involves examining their theoretical and theological as well as their practical fit 
and thinking out the theory and theology of their extended use. Some work on this has been 
done. Stephen Pattison, for instance, in The Faith ofManagers: When Management Becomes 
Religion, I shows just how important it is to do this in relation to management praxis. 
MODEM (Managerial and Organizational Disciplines for Enhancement of Ministry), founded 
in 1993 is another example. It is an association committed "to serve both the Church and 
business communities at large by promoting dialogue and sharing insights on best practice" as 
a way of promoting two-way exchanges. It has produced three books exploring the 
application ofmanagement praxis to the work ofministers and churches and vice versa.2 


What has become clearer from the work involved in making these representations of 
models is that further study and research into the transferability of models from one work 
domain to another is needed with especial reference to the understanding required of 
consultants of the consultor's work. Hopefully this would identify the nature of the mobility 
of consultancy praxis. But I am sure that this is only one of the issues to be explored and 
researched and I hope that this book will help practitioners to do just that. 
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FOREWORD 
Those who approach this text with serious enquiry should beware because their own 


approach to consultancy will undoubtedly be challenged. 


The desire to offer Consultancy to those working in Church and Community, and more 
recently to train key people as Consultants, has been a significant focus of much of George 
Lovell's life and ministry. This unique contribution comes from the pen of one who has been 
immersed in the literature and the practice of consultancy. It reveals that George Lovell has a 
detailed knowledge of the literature and as an experienced practitioner, the ability to offer his 
critical reflection on each aspect of consultancy. 


There is no doubt that my own ministry owes much to learning from and sharing with 
George Lovell across almost thirty years. I have known Revd Dr George Lovell since I 
attended a seminar on working with people in Church and Community in November 1977. 
He was at that time establishing with Catherine Widdicombe the small but very effective 
organisation Avec. I benefited enormously from attending courses run by Avec and eventually 
joined that privileged cohort of people who acted as helpers on the courses, but who also 
learned so much in the process. Through all of this George Lovell had the deliberate aim of 
seeking to enable people to work with people rather that for them. He adopted, as a result of 
his own research, what is sometimes called the 'non-directive approach' but this was no 
laissez faire attitude. Rather it was an active engagement with people to support, offer insight 
and guidance so that those he worked with could reflect on the process and the outcomes in 
such a way that good practice could be bettered and poor practice abandoned. 


In 1995 George Lovell played a crucial role in launching the fITst programme of 
postgraduate studies at Cliff College during the time I was Principal (1994-2004). This was 
an M.A. in Evangelism Studies, which led to the later development in 1999 of the M.A. in 
Consultancy Mission and Ministry (C.M.M.) validated by the University of Sheffield. The 
ideas for this programme had originated in a course on consultancy developed between the 
Urban Theology Unit Sheffield, Westminster College Oxford and Cliff College at a time 
when George Lovell was a Senior Research Fellow at Westminster College. At a critical 
stage the course was offered to and accepted by Cliff College and developed into the present 
Masters programme. It would not have been possible to begin thinking about such a course 
without the wisdom of George Lovell. 


Consultancy Modes and Models grew out of the need identified by the students and 
tutors of the C.M.M. programme for a detailed description of consultancy methods and an 
exposition of the underlying assumptions and values. Few people are experienced enough or 
sufficiently well-versed with the literature as is George Lovell, to produce an outstanding 
volume as this one. A range of consultancy methods are clearly described and with each there 
is both a written outline as well as a diagrammatic model which will help the student to 
compare and contrast the models. Lovell also identifies the way in which the method can be 
applied as well as teasing out the underlying assumptions or value judgements. Thus the book 
is a unique evaluation of both modes and models of consultancy. 
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One of George Lovell's great skills is the ability to empathise and understand the 
position of others. In his own consultancy he has always sought to stand in the shoes of the 
other person. More than that he has the ability to see their work situation from their 
perspective and so become a 'virtual insider'. This is what has made him such a consummate 
consultant and trainer. It translates into this book because he 'stands in their shoes' as he 
describes the models, either with the authority of fIrst hand experience or by using published 
literature. He not only describes the model but also the underlying philosophy behind each 
method and evaluates the consultant's role in the process. In this way he is able to evaluate 
the approach and values that a consultant has in relation to the clients. Due to his experience 
and insight the reader is offered clarity rarely found to the underlying issues of consultancy. 


There is no doubt that this book will become essential reading for all studying 
consultancy. Matched with the necessary training this book is vital for all who have regional 
responsibility within the Church, community organisations and human resources. This text 
deserves not only close reading but also offers a practical guide to all who would seek to 
engage in consultancy. I know it would be George Lovell's greatest desire for the text in this 
volume to be translated into improving consultancy in church and community. 


Howard Mellor 
Advent 2004. 
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INTRODUCTION 
For more years than I care to remember I have been engaged in developing my own 


model of work consultancy, which evolved, from my involvement in church and community 
development programmes. Gradually through practising, researching, teaching it and writing 
about it I have evaluated, clarified and refmed it. I As I have been doing this I have been 
reading about other people's models mainly to develop my own. Recently, mainly to 
discharge my responsibilities to a postgraduate course on Consultancy Mission and Ministry,2 
I have been studying other approaches in their own right and lecturing on them. Amongst 
other things this has taken me from the church and Christian organization settings into 
consultancy as practised in various parts of the secular, public and voluntary sectors. Having 
got my own model clearer I felt free and more confident to do that. So far, it has been a good 
and rewarding experience. 


Consultancy is about consultants helping consultors with their work without doing it for 
them or controlling or supervising them. Consultants are not responsible for the work but 
they help those who are. (I prefer the use of the word consultor for anyone who is consulting 
rather than consultee or client but in this book I use all three to reflect the terminology 
favoured by the advocates of various consultancy systems.) 


The limited objective of this book is to describe as clearly and disinterestedly as possible 
the basics of different modes (approaches to being a consultant and doing consultancy) and 
models (the theory and practice of consultancy operational systems) and to note the nature of 
work to which they have been applied. Defmitions of consultancy abound, as do the forms 
and styles. What I have attempted is to get at and demonstrate the nature and praxis of 
consultancy by describing six consultancy modes and twelve models through which they 
actually function. Ten of the models featured have evolved from and been used in 
predominantly secular settings and two from church settings. In addition there are some brief 
notes on five other models. Consequently, this book could be of interest to people variously 
engaged in secular and religious organizations. 


Holding to this modest objective and approach will, I hope, enable readers to make their 
own judgements about the potential of various forms of consultancy available and to weigh up 
their strengths and limitations for them as practitioners and for their work. To achieve this I 
have evaluated the key features of each model but abstained from making a general overall 
critique because I felt that could interfere with people making their own judgements. For 
similar reasons, five basic elements of each model have been presented in a standardised way 
in order that readers can most readily compare and contrast one model with another for 
themselves but I have refrained from comparative analytical comments about the models and 
from cross referencing them except where it helps to distinguish, differentiate or defme them. 


Understandably I have not had direct experience of most of these modes and models. 
Clearly, the status of what I have written about my own approach or those I have experienced 
at first hand is quite different from what I have written about those I have only heard or read 
about. Throughout I have been sensitive to these differences and as true to the sources as 
possible. 


What I have written is not the last word on the models I have described, even my own. 
Models are continually being refmed and developed by consultants who reflect upon and 
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research their praxis as they practice: things written today need updating tomorrow. Inevitably, 
therefore, the texts I have used are to a greater or lesser extent in need of updating. But this does 
not invalidate what I have done which is to provide a consultancy landscape by describing and 
classifying modes and models being used around the same time. 


The contents of this book are designed to provide significant help to those who are 
seeking and providing consultancy help to organizations in the religious, voluntary and public 
sectors and their practitioners. This help is offered not by providing a directory of 
consultancy services but by giving readily accessible detailed information about the praxis 
and values associated with a range of different approaches to, and models of consultancy. 


Readers are given information and diagnostic tools of consultancy praxis which will 
enable them to question consultants who they come across and are considering employing and 
to interrogate the mode and model of consultancy they employ. 


The consultancy model profiles can be used for different purposes by the following three 
categories of people. 


1. Consultors 
Would be consultors could use the profiles: to identify the kind of consultancy which fits 


them and their approach to working with people; to select the one which meets their needs 
and which they can use and manage; to ensure consultants are using the model; to make 
contracts; to hone up their consultor skills in order that they can make their best contributions 
to consultancy processes. 


2. Consultants 
Consultants can use the profiles to understand better and to defme their own approach; to 


locate and contextualize their approach amongst other approaches and to improve it by 
garnering anything that is useful from them; to assist consultors to get the consultancy 
services most appropriate to them which may not be their own. Consultants can also use the 
material to study issues related to consultancy practice. 


3. Consultancy purchasers and advisers 
The profiles enable those who advise about, recommend and purchase consultancy 


services to be better informed about what is available and therefore about that which is most 
likely to be appropriate for their purposes and constituencies. It also enables them to establish 
with consultants the model on which they will operate and to make technically informed 
contracts with them. 


These purposes are achieved by using the same framework to describe the basic 
characteristics of each consultancy model: by providing, that is, a model and a way of 
modelling the basic elements of any consultancy model. 


All these are contributory objectives to the primary aim of improving and developing 
consultancy resources and services, making them more widely understood and more readily 
accessible to practitioners in various forms of purposeful people work. And this takes us 
neatly into the first chapter. 


References and Notes: Introduction 
1. My approach and model and the way in which it evolved are described in Model One, Chapter VI. 


2. Postgraduate DiplomaIMaster of Arts in Consultancy, Mission and Ministry, validated and awarded by The Board of 
Collegiate Studies of the University of Sheffield. It is offered by Cliff College and arises from a partnership with 
Westminster Institute of Education, Oxford and the Urban Theology Unit, Sheffield. 
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PART ONE 


MODES, MODELS AND
 
MODELLING
 


Part One prepares the ground for the descriptions of different schools and 
forms of consultancy in Part Two. Chapter One contains generic 


defmitions of consultancy, differentiates between modes and models and 
establishes six modes each of which has a chapter in Part Two. The 


second chapter establishes five basic elements of consultancy models. 
These are formed into a model of five basic elements of any consultancy 
model. This provides the basis for the examination of the models in Part 
Two. The chapter concludes with a section on experiential and vicarious 


understanding of modes and models and a note of the differences between 
consultancy and facilitation. 
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CHAPTER ONE 


SIX CONSULTANCY MODES 
This chapter presents a selection of generic deftnitions of consultancy, differentiates 


between modes and models and identiftes six consultancy modes, which provides the overall 
structure for Part Two. 


1. Consultancy 
There are many forms of consultancy, defmitions are legion. What is attempted in this 


book is to put on display, as it were, a representative range of models so that they are open to 
view. Classifying models and describing critical and idiosyncratic elements of each model 
achieve this. In this way models are self-defming: defmitions emerge from descriptions: 
Nonetheless, some readers may fmd at this stage some basics about consultancy will help 
them to enter into the models empathetically through the descriptions. So here are a few bald 
statements about consultancy. I 


•	 Consultors or clients are those seeking consultancy help; consultants orfacilitators are 
those offering it. 


•	 Broadly speaking work consultancy is to reflective practitioners and their work what 
counselling is to people and their lives. 


•	 Consultancy is a working relationship between two parties, consultants and consultors 
or clients. Formal or informal arrangements enable consultors to receive the help they 
need about their work from the consultants: consultors seek help, consultants proffer it 
relationally. Consultancy relationships are generally temporary and/or intermittent. 


•	 Consultancy is effected through an alliance of minds which enables consultors and 
consultants to think together and separately more creatively and which enhances the 
ability ofconsultors to think for themselves, on their own and with others, and to think 
with andfor others. 


•	 Consultants are not responsible for doing the work about which they offer 
consultations. They help those who are responsible, consultors or clients, without 
doing it for them or becoming colleagues or controlling them. Consultants and 
consultors are jointly responsible for consultations; consultors are responsible for 
their work. 


•	 Consultors' work can be done in or through secular or religious organizations, 
communities and groups. 


•	 The help sought and/or proffered can be on any practical, personal, theoretical, 
philosophical or theological aspect ofa consultor's work. 


•	 Consultancy can be: 
a consultant's full-time paid occupation as a member of an agency or as a 
free-lance operator; 
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an allied function of the consultant's work or profession as, say, a manager 
or a minister ofreligion; 
services practitioners at all levels ofsecular or religious organizations offer 
to each other on a reciprocal or co-consultancy basis. 


•	 Anyform ofconsultancy can be a professional service whether or not "professional" 
consultants on a fee-paying basis provide it. 


Whilst these characteristics point to defmitions, they more usefully sketch out the 
parameters of ground occupied by a relatively new family of activities variously described as 
consultancy, facilitating, enabling, mentoring, coaching and possibly some forms of appraisal 
schemes. 


2. Modes and Models 
Students, practitioners and users need help in fmding their way around the increasing 


number of approaches to consultancy. They need to be able to distinguish between different 
approaches and models. A taxonomical approach was simply not an option for this 
publication because of the sheer complexity of the relationships between the practice and 
theory of the different approaches and the different and somewhat confusing ways in which 
they variously draw upon a common pool of concepts and methods. Even though they differ 
significantly they can appear to be similar, consequently distinguishing between schools of 
consultancy can be tricky. However, sketching out a working map of modes and models has 
proved to be possible and it makes a contribution to meeting the felt need for an introductory 
conceptual guide. 


Differentiating between modes and models of consultancy leads to simple but useful 
ways of grouping and classifying them.2 Mode is used here to indicate the idiosyncratic or 
prevailing approach and style fundamental to a particular form or forms of consultancy which 
determines the manner or way in which consultancy is offered and provided. It is more about 
being a consultant than about doing consultancy. A given mode can have a range of 
associated models 


Modes of consultancy differ in their theoretical, theological and existential 
understandings about effective human relating in (a) the work of secular and religious 
organizations and (b) consultations. Ideally the approaches to (a) and (b) will mirror each 
other. 


A model is a description or representation of the basic elements of the theory and 
practice of consultancy operational procedures or systems. Clearly, in a properly integrated 
approach to consultancy mode and model reflect and reinforce each other. 


3. Six Consultancy Modes 
Distinguishing between modes of consultancy can be quite tricky even though they differ 


significantly. Differences can be hidden or blurred because some concepts, approaches and 
methods are common to modes whose emphases, often subtle, are dissimilar or divergent or 
incompatible. Consequently the same features (for instance analytical processes, contracting, 
hypothesizing) appear in different modes and models. Differences can be further blurred 
when different modes and models are used to provide consultancy services to practitioners 


engaged in the same areas of work and achieve similar results. However there are two factors 
which make significant contributions to the formation of modes and models of consultancy. 
One is the discipline or field of work in which they operate or out of which they evolved. The 
other is a characteristic which is emphasized because it is seen to be critical to consultancy 
praxis and to the work in which consultors are engaged. Fascinatingly, closely associated 
with the evolution of modes and models are compelling stories of professional, vocational 
and, in some cases, interdisciplinary journeys. Using these factors, six modes were identified 
each of which emphasize one of the following characteristics: 


1. systemic and systems thinking; 


2. development processes; 


3. organizational management; 


4. the non-directive approach to work; 


5. psychological processes; 


6. complexity and chaos theory. 


A range of models can be associated with a particular mode. This is reflected by the 
contents of this book. A complicating factor, however is that the principal characteristic of 
one mode may well be an important subsidiary of another mode. Models drawing upon more 
than one mode can be somewhat confusing. All this underlines the value and importance of 
differentiating modes from models and principal from subsidiary characteristics. 


References and Notes: Chapter 1 


I.	 I am indebted to several sources for ideas about how to define and describe consultancy but the
 
formulations arc my own.
 


2.	 Earlier I differentiated between models which emphasized the importance of the expertise of consultants
 
from those which emphasized that of consultor. But that is inadequate for our purposes here. ef
 
Consultancy Ministry and Mission pp29-31.
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CHAPTER FIVE 


THE ORGANIZATIONAL MANAGEMENT 
MODE AND MODELS 


This chapter is about an organizational management mode of consultancy. Three 
principal models are described. The fIrst is a process model; the second is a process cum 
operational systems (not systemic) model; the third is a systemic model. By way of 
conclusion, there are brief notes about some other models. The aim is to note and illustrate 
some different models in this mode of consultancy, not to survey the proliferation of models 
associated with it. 


However, the models in this chapter do not have the monopoly on organizational 
management consultancy. Other models in this book have been or could be used in 
consultations with managers and organizations. They are described under headings according 
to the dominant feature that typifIes the mode of consultancy that they bring to consultancy. 


Model One: Process Consultation (PC) 


I The Story of the Model's Development 
Edgar Schein is a management and organizational consultant, Professor of Management 


in the Sloan School of Management in Massachusettts Institute of Technology. His 
background is in social and clinical psychology and in social psychology. In the 1950's he 
became involved in the fIeld of group dynamics and became a trainer in various kinds of 
human relations workshops for managers. He used a model not unlike the psychoanalytical 
group model being proposed by Bion and used by the AK Rice Institute. "Given this 
background", he said, "I approached my fIrst organizational consulting with models of 
effective interpersonal relations and group behaviour in mind and with an armamentarium of 
observational and intervention skills in my tool bag".l From these beginnings he developed 
Process Consultation, PC, and his name has become synonymous with it through two books 
which have become classical texts. The fust was published in 1969 and the second in 19872


. 


During the period between the two books he discovered that process consultation is as useful 
and relevant to managers as to consultants.3 Both books have an introduction to PC. Broadly 
speaking Volume I explores its application to consultancy and Volume II to organizational 
management. We concentrate on the former. 


II Knowledge Informing the Model [element (a)l 
"Process consultation", says Schein at the outset of his exposition of it "is a diffIcult 


concept to describe simply and clearly. It does not lend itself to a simple defmition or to the 
giving of a few illustrative examples, because it is more of a philosophy or a set of underlying 
assumptions about the helping process that lead the consultant to take a certain kind of 
attitude toward his relationship with his client".4 Nonetheless he ventures a defmition: 


89 







PC is a set of activities on the part of the consultant that help the client to 
perceive, understand, and act upon the process events that occur in the client's 
environment in order to improve the situation as defmed by the client.5 


This defmition points to an important distinction between the complex processes in 
human systems and consultancy process and procedures: the title of the model relates to the 
former, not the latter; a primary function of PC consultancy processes is to enable clients 
(consultors) to engage more purposefully and effectively with the human processes in their 
work situation and context. This is fundamental to this model. 


Three major consideration led Schein to his PC model. First, he was convinced that the 
study of organizations must focus on processes rather than on structures and what he called 
"statics". "Structured processes", he asserted, "are very much the domain of the process 
consultant".6 Second, Schein says that as we have already noted, "PC is anchored deeply in 
social psychology, sociology and anthropology".7 Historical roots he says are: group 
dynamics and leadership training; systematic techniques for studying small-group and inter
group processes; studies of group relations and interpersonal processes in industrial 
organizations.s These points indicate the way in which Schein saw PC in terms of authentic 
organizational develofment (OD). OD is "typically defmed as a planned organization wide 
kind of programme". PC naturally adapts to OD. Essentially it is about the consultant's 
approach to the client's (consultor's) work. The third consideration turns from the 
consultant's approach to the client's work to the consultant's approach to the 
worker/practitioner as a client/consultor and from organizational processes to consultancy 
processes. In developing the PC model, Schein was influenced by client-centred counselling 
which is a form of non-directive therapy. From this discipline he saw that the job of process 
consultants is to help their clients and their organizations to solve their own problems. 
Amongst other things he saw this involves raising their awareness of their organizational 
processes and their consequences and the ways and means by which they can be changed. 
Several things that flow from this for Schein are described in the following quotation. 


The process consultant helps the organization to learn from self-diagnosis and 
self-intervention. The ultimate concern of the process consultant is the 
organization's capacity to do for itself what he has done for it. Where the 
standard consultant is more concerned about passing on his knowledge, the 
process consultant is concerned about passing on his skills and values. 


In fact, as he says in Volume II: 


... PC is very similar in assumptions to many kinds of clinical and psychiatric 
counseling (sic) that puts the emphasis on clients figuring out for themselves 
what their problems are and what to do about them. 10 


Schein disassociates PC from two models of consultation, "the purchase of expertise 
model" and "the doctor-patient model" but he says that each model is relevant at times and 
describes the conditions and assumptions that make them so. 11 


An analogy suggested by Schein for PC is to think of the consultant as a sociotherapist
providing, that is, that "the consultant is primarily dedicated to helping the system help itself 
in terms of whatever pathology he (sic) may fmd there".12 This integrates into the model the 
factors described above. 


Two things further elucidate this model: the underlying assumptions and the approach to 
human processes. 


1. Underlying Assumptions 
Schein notes seven main philosophical assumptions ofPC. They can be paraphrased as 
follows: 


(a) Clients/managers often require special help in diagnosing what their 
problems actually are because they do not know what it is that is actually 
wrong in their organization. 


(b) Clients/managers often need to be helped to know what kinds of help to seek 
because they simply do not know what kinds of help they could get from 
consultants. 


(c)	 Whilst most clients/managers really want to improve things they need 
consultancy help in identifying what to improve and how to do so. 


(d)	 The effectiveness of most organizations can be improved if clients and 
managers learn how to analyse things themselves. 


(e)	 Remedies for organizational problems need to be worked out jointly by 
consultants and clients. Schein gives three reasons for this. First, it is the 
members who know what will and will not work in their culture. Second, 
remedies from outsiders are likely either to be wrong or to be resisted 
because they come from outsiders. Third, without exhaustive and time
consuming study or direct experience of their clients' organizations, 
consultants are unlikely to be able to suggest reliable courses of action. 


(f)	 Clients/managers need to learn to see problems for themselves and to 
develop the abilities to think through them to effective remedies and 
decision-making must remain in their hands. Without these abilities Schein 
notes that they "will not be willing or able to implement the solution and 
more important, will not learn how to fix such problems should they recur". ' 


(g)	 Schein's seventh philosophical assumption is: "The essential function of PC 
is to pass on the skills of how to diagnose and fix organizational problems so 
that the client is more able to continue on his own to improve the 
organization". 13 


2. The Importance of Human Processes in PC 


"Human processes and how to intervene in them" are so important to PC that almost a 
half ?f, Volum~ I is given up to discussing those processes which have most often caught 
Schem s attentIOn when he has been trying to be helpful. He says that the notes are "not 
meant to be an exhaustive treatment of inter-personal, group or organizational processes".14 
Nonetheless they are significant and important. Schein has found the seven kinds of human 
processes described below central to Pc. (Forms of intervention used by PC consultants will 
be described in the section on Praxis.) 


(a)	 Communication processes IS 


Various facets of communication processes are considered: who talks; who talks to 
whom; who interrupts whom; styles and levels of communication; blind spots; 
tendency to "filter" in the role of both sender and receiver of messages. 16 
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(b) The process ofbuilding and maintaining a group. 17 


Schein considers the following features of this process: aspects and functions of the 
individual's behaviour in groups including that which is "self-oriented"; task and 
maintenance functions relevant to getting jobs done; keeping a group in good 
working order and mana~ing a group's relationship with its external environment; 
helping a group to learn.1 


(c) Group problem solving and decision makingprocesses. 19 


Two problem solving cycles are considered: one cycle involves analytical 
discussion of the problem; the other cycle involves action-taking and evaluating 
outcomes. Six methods of decision making and the processes associated with them 
are explored. They are decision making by lack of response, authority rule, 
minority rule, majority rule, consensus, unanimity?O 


(d) Processes ofgroup growth and development 21 


Because of their importance, key processes to focus on and track are cultural norms 
and their formation. Criteria for group growth and learning are discussed. 22 


£.1Ie.! L d' d . ,n' 23ea mg an mJ.uencmg processes 


Leading, managing and influencing are identified as highly variable kinds of 
behaviour related to different kinds of assumptions and personal and inter-personal 
factors. It follows that generalizations cannot be made "about influence processes, 
except that they are highly contingent on the particulars of the situation".24 For 
maximum effectiveness leaders need to diagnose the forces at work in themselves 
and in and between members of the workforce.25 


(f) Appraisingperformance and givingfeedback processes.26 


Schein asserts that much of what the process consultant does is to help individuals 
and groups to manage feedback processes they are experiencing and those induced 
by consultant's input and the consultancy process. It follows that: 


The process consultant must therefore be highly aware of the 
psychological dynamics of appraising human behaviour and providing 
feedback about it. In fact his (sic) skill in this area is one of the most 
important things to pass on to his clients so that they can improve the 


fth 
. . . 27 


management 0 err own organizatiOns. 


(g) Intergroup processes 28 


Inter-group and organizational processes can lead to competitiOn and/or 
collaboration. Schein spells out the problems related to competition and how much 
more difficult it is to undo than to avoid these effects. 
therefore, be given to intergroup processes.29 


Careful consideration must, 


As noted in the introduction to this section, Schein does not present this as an exhaustive 
treatment of processes in human systems but as "the most important processes that the process 
consultant must know something about".3o Nonetheless it is, in fact, an extensive process 
knowledge base set in profound theoretical concepts and thoroughly tested in process research 
and practice. 


C~ients are caug~t up in and relate to these human processes in different ways. 
UnaVOidably they contnbute to them through participating in them. They observe them from 
within the processes. They may also stand back from them, as it were, to objectify and reflect 
upon them .analytically and to influence and manage them purposefully. Consequently, as 
they expenence them., both subjectively and objectively, they add other process and 
epistemological dimensions to them. 


III Praxis of the Model [element (b)] 


PC praxis is about consultancy processes and procedures in contradistinction to the 
processes in the human systems with which consultors engage and work. It is about 
consultants introducing and deploying these processes in consultations and consultors using 
them ~d/or what ev~lves from their use in their work. Schein outlines the following 
substantive sequences ill PC praxis: 


1.	 creating relationships with clients which they will regard as helpful; 


2.	 enabling clients to focus on the critical process events in their own 
environment; 


3.	 enabling clients to diagnose and intervene in these processes to make their 
organizations more effective.31 


When effective, PC praxis, therefore, induces processes and procedures by which clients 
can engage more effectively with the processes in their work systems and induce any other 
processes which are needed but lacking. PC praxis, is in fact an interventionist and 
facilitative process, a tool for working with consultors more effectively and with processes 
essential to the functioning ofhuman systems in purposeful organizations.32 


One of the strengths of PC praxis is that it is as equally relevant to clients in their work 
as to consultants in their consulting. Schein in Volume II works out in detail how it can be 
used by managers, but it could equally well be used by other practitioners in secular and 
religious organizations. Amongst other things, therefore, consultations enable clients to learn 
experientially about the PC methodology. 


An attempt to model these processes and their dynamics diagrammatically is presented 
in Figure 5:1 
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Figure 5:1: Human Systems, Client and PC Processes 


1. Modus Operandi: How the consultancy model works 


"Process", says Schein, "refers to how things are done rather than what is done".33 This 
section is about the how of PC, the processes that make it work; in the next major section we 
review the procedure and sequences that activate those processes. 


Schein lists ten things that consultants (or managers) might d034 but here we focus on 
things key to the modus operandi ofPC. 


(a) Basic Premises about the client system and the goals ofthe consultation process. 35 


Basic premises influence the way in which consultants structure consultancy 
relationships. The premises cited by Schein are as follows. 


•	 The client owns the problem and continues to own it throughout (and beyond) the 
consultation process: '7t's your problem, but I'll help you to work on it and solve 
it". 


•	 Clients must share in the process of diagnosing what might be wrong though 
consultants "can playa key role in sharpening the client's understandings of what 
is wrong". 


•	 "Diagnosis and intervention cannot be separated in practice". (On this and the 
next point, see below.) 


•	 "Major criteria that govern what the consultant does ... derive from intervention 
theory, not diagnostic theory",36 that is, from the praxis of what kinds of 
intervention are possible and potentially productive. 


Having discussed these premises, Schein reads off the attributes of clients who would 
benefit from experiences of PC. This is a convenient place to note them. They are: 


(i)	 "the client is hurting somehow but does not know the source of the pain or 
what to do about it"; 


(ii)	 "the client does not know what kind of help may be available and which 
consultant can provide the kind of help that may be needed"; 


(iii)	 "the nature of the problem is such that the client not only needs help in 
figuring out what is wrong but would benefit from participation in the 
process of making a diagnosis"; 


(iv)	 "the client has 'constructive intent', is motivated by goals and values that the 
consultant can accept, and has some capacity to enter into a helping 
relationship"; 


(v)	 "the client is ultimately the only one who know what form of intervention 
will work in the situation"; 


(vi)	 "the client is capable of learning how to diagnose and solve his own 
organization problems".37 


(b)	 Focussing on human processes in the client's working situation 
Earlier, seven human processes which commonly and variously feature in PC 


consultations were described, see section n.2. But how can consultants and clients focus on 
these in order to work at them analytically? Schein suggests three things. 


(i) Simplifying models of human processes 
The first is to translate difficult ideas from fields of psychology, sociology and 


anthropology into what he calls, "simple formulations" or "simplifying models of 
human processes" so that they are more readily available to clients who have not 
formal knowledge of these subjects. Doing this enables clients to understand them and 
to use them alongside consultants. Making these translations requires skill and is not 
without its dangers, It is, however, an important part of what is involved in facilitating 
informed collaborative participation which helps clients not to be unhealthily 
dependent upon "experts".38 


(ii) Differentiating process and structures 
Schein suggests a simplifying model as an aid to focussing on processes in a given 
situation/context. Distinctions are not as clear-cut as the original model implies. Each 
of the six boxes is called "a cell". In reality they overlap. To represent these attributes 
of the model, firm lines between the "cells" in Schein's original diagram have been 
replaced by broken lines in the amended model presented in Display 5: 1. The model 
differentiates content from process and structure and, in relation to each of these three 
aspects of a situation, it distinguishes between tasks and interpersonal issues. Schein 
explores in detail what is involved in focussing on each of the six cells: task content 
(cell 1); task process (cell 2); task structure (cell 3); interpersonal content (cell 4); 
interpersonal process (cell 5); interpersonal structure (cell 6). Amongst other things 
this model helps consultants and clients to survey the process and assess those "cells" 
to be analysed.39 
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Action alternative interventions move towards new behaviour. Typical 
questions are: "What have you tried to do about this yourself?" "Have your 
considered either of these alternatives?" Such questions prompt clients to think 
about behavioural options. 


Confrontational interventions shift the focus to possible areas of resistance 
through combining diagnostic insights with client's behaviour. Typical 
questions are: "Why won't you do...?" "You seem to be blocked and need to 
unblock?" Schein notes that this mode of intervention would normally only be 
used when the other interventions did not produce insights or alternative 
possibility for clients. It can energize clients and provide additional information 
which can be "agenda-making and agenda-managing". Such interventions can 
be made by ~uestions, inputs, feedback, coaching or by counselling or structural 
suggestions. Interestingly, following Kurt Lewin, Schein notes that "it is only 
by trying to change (human systems) that we learn how they really work. This 
is what "action-research means... .',43 


Display 5:1: The Foci of Observation and Intervention 40 


(iii) Forms oflntervention 
Considerable attention is given to intervention strategy, tactics and style in 


Volumes I and II. Volume II has a chapter, "Towards a Typology of Interventions". 
Notes on the main points follow under three headings. 


Strategic objectives ofinitial interventions 
The following significant objectives have to be met during initial 


interventions.
 
Provide help: whatever consultants do at this stage must be seen to be helpful by
 
clients.
 


Diagnose so that consultants begin to learn about clients and their situation and
 
clients start to develop diagnostic insight and skills.
 


Build an intervention team in order to get shared ownership and responsibility
 
for change processes.41
 


Intervention tactics and styles 
Schein notes the following four types of interventions in terms of their 


tactical goals. 


Exploratory interventions reflect the intention to make as few assumptions and 
gain as much information as possible. A typical question is "Can you describe 
the situation?" 


Diagnostic interventions shift from information gathering to getting the client to 
think about what might really be going on. Typical questions are: "How do you 
see the problem?" "Why is an outside consultant needed?" The aim is to get 
clients to think diagnostically not to offer diagnostic insights - they would be 
"confrontive interventions". 


Towards a typology ofinterventions 
Ten categories of intervention are considered: 


active interested listening (exploratory); 


forcing historical reconstruction (diagnostic); 


forcing concretization (diagnostic); 


forcing process emphasis (diagnostic); 


diagnostic questions and probes (diagnostic, action oriented); 


process management and agenda setting (confrontive); 


feedback (confrontive); 


content suggestions and recommendations (confrontive); 


structure management (confrontive); 


conceptual inputs (potentially confrontive). 


Schein suggest that interventions one to five can be seen as client centred; six and seven 
as interactive between consultant and client; eight to ten as consultant centred. They move 
from inquiry to diagnosis to confrontational. Each of the ten forms or intervention are 
considered first in the one-on-one setting and then in the group and inter-group consultancy 


. 44
settmgs. 


By way of conclusion, Schein says about the "concept of facilitative intervention": 


The effectiveness of a given intervention is primarily related to the degree to 
which it facilitates forward movement in the client or client system, as defmed 
by the client. 


The worst thing the consultant can do is to intervene in a manner that disrupts, 
delays or otherwise interferes with the client's agenda and sense of direction, 
unless the consultant is deliberately attempting to disrupt, something that would 
rarely be appropriate in the PC model.45 
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The "bottom line" for the consultant or manager as consultant is whether the 
intervention really helped accomplish the shared goals, not whether it fitted 
some theory of what would have been appropriate at any given moment. The 
skill of intervening is to be so tuned in to what is going on that one's sense of 
timing and appropriateness is based on the external events, not one's internal 


. th· 46assumptiOns or eones. 


2. Operational Modes 
Two aspects of the operational modes are noted here: the steps and stages that 


characterize Process Consultations; working relationships and styles. 


(a) Steps and Stages in Process Consultations 
Schein says that "PC is a very open ended activity that is usually not formalized in terms 


of contracts, timetables or project defmitions. Nevertheless there are steps and stages that 
characterize the PC relationship that can be described and analyzed". Schein does that in 
some detai1.47 He presents them in a linear fashion although many of them go on 
simultaneously and involve renegotiation of psychological contracts.48 His listing is followed 
here with briefnotes of especial features.49 


(i) Initial contact with client organizations. 
This is made by someone from the client organization. 


(ii) Defining relationships and makingpsychological contracts 
Early exploratory meetings are with people sympathetic to bringing in a 
consultant and high enough in the organization to influence others. Formal 
contracts are limited to time and fees in order that any of the parties are free to 
terminate the arrangement at any time. Much importance and careful attention is 
given to the "psychological contract" between clients and consultants about their 
expectations, obligations and aims and style of work.50 The emphasis, therefore, is 
upon unwritten relational rather than written formal contracts. 


(iii) Selecting a setting and method ofwork 
The methods must be congruent with PC. As I understand it, the "setting" refers 
to the part of the organization at which the consultant should start to observe it. 
Settings and methods should be decided by clients and consultants. Settings 
should be near the top of the organization where "real work" is going on and in 
which it is 
processes.51 


possible to observe problem-solving, interpersonal and group 


(iv) Diagnostic interventions 
Inter alia, these interventions, described above, facilitate data gathering. 52 


(v) Confrontive interventions 
These interventions, described above, are also described as "agenda-making and 


da .. " 53agen -management mterventlons . 


(vi) Reducing involvement and termination 
Possibly a better title is evaluation of results, reducing involvement and 
disengagement (cf the title of Chapter 16). Ideally, re-involvement is always 
possible!54 


98 


(b) Working Relationships and Styles 
PC can be applied equally to consultants working with single clients and/or small 


groups. Consultants or consulting teams work with entire top management client systems, 
organizational departments or entire organizations.55 


Consultants can engage in a wide range of interventional behaviour and a range of 
methods including: data gathering through observing, interviewing and surveys; face to face 
work with individuals and groups of varying sizes; coaching; counselling; lecturing. 
Strategically, as noted earlier, consultants aim to engage, at least initially, "as near the top of 
the organization or client system as possible".56 


IV Application: Work Settings to which the Model is Applicable 
[element (c)] 


Some idea of the effective application of PC can be gained from the case studies used to 
illustrate PC praxis throughout Volumes I and II of Process Consultation. These case studies 
show that PC has been used in work with individuals, managers, groups and organizations 
engaged in manufacturing, servicing, consumer goods and high tech companies; oil, chemical, 
electrical and aerospace companies; academic groups and a laboratory; a consultancy firm.57 


Indeed Schein describes the PC consultant as an "organizational catalyst".58 Wide and 
impressive as this list is I suspect it is by no means comprehensive. David Coghlan SJ, an 
advocate of Schein's work and PC who teaches in The College of Industrial Relations in 
Dublin, has used it effectively in many different groups and organizations.59 Some people 
have, I know, used it in Christian Churches. It resonates with "process theology" expounded 
by Professor Norman Pittenger in the 1960's and 70'S.60 


V Understanding of the Consultor's Work [element (d)] 
Knowledge of the operation of various processes common to purposeful human systems 


is the essential generic understanding that consultants need to have of the work in which 
consultors are engaged. Prior detailed knowledge of the idiosyncratic features of a particular 
kind of work or specific examples of it is not necessary and would be difficult to obtain, see 
II, l(e). Sufficient understanding of the given characteristics of the consultor's work is teased 
out through the use of the consultancy process and procedures ofPc. 


VI Principles [element (e)] 
Essentially there are two bodies of knowledge upon which this model of consultancy 


draws. First there is the vast bodies of knowledge about processes operative in human 
systems. (Schein does not pay much attention to systems theory.) Second, there are the 
emergent PC processes which enable consultants to work with clients on human systems 
processes in their organizations and which enable clients to engage with them more 
purposefully with consultants and on their own in their own right. 


All that needs to be said to profile the philosophy and theory of PC has already been said 
or indicated. However, drawing attention to two complimentary aspects of PC could be 
helpful. The first is the "client centred" consultancy processes. The philosophical and 
theoretical roots are in counselling and clinical psychology. The second is the processes 
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common to human systems with their roots in social psychology, sociology and anthropology 
and especially in group dynamics. 


VII A Summary of Key Features of the Model 
PC emerges as a multi purpose consultancy model. Basic elements are modelled 


diagrammatically in Figure 5:2. 
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knowledge of idiosyncratic features of clienfs work 
not seen to be essential as they are teased out by• process 
PC praxis •consultation
 


praxis
 


• c1ient-centred	 undel1ltandinQ of 
consultancy and consultor's w'brk
 
counselling
 


• processes : - - • manufacturing, 
operative in servicing, consumer 
human systems goods, high tech oil, 


• interventionist Process chemical,
 
and diagnostic. _+_ knowledge _ Consultation f---praxis,- application : aerospace

th	 PC companies 


heory	 academic groupsL::J	 .·~~=:~ ~~	 :~~;~I:~~; firms 
social	 :__ • Christian churches 
psychology, principles
 
sociology,
 
anthropology and
 
group dynamics
 
and operative in •
 
client systems •	 clients own the problem•• clients must participate
 
are fundamental and learn to be process • clients share in diagnosis
 
to PC workers and design
 


•	 consultants' action governed•	 c1ient-centred counselling by intervention theory andand clinical psychology exploratory, diagnostic actioninform the process of PC 
alternatives and 


•	 what consultants do is confrontational interventions 
derived from interventionist 


•	 methods include: data(not diagnostic) theory 
gathering, working with 
individuals and groups, 
coaching, counselling and 
lecturing 


•	 six stage PC procedure 


•	 focussing on processes in 
clients working situation 


Figure 5:2: A Diagrammatic Representation of Fundamentals of the PC Model 


A Note On Directive and Non-directive Approaches 
A note on a similar process consultation model could help to clarify distinctions 


between directive and non-directive approaches to consultancy. It is a model propounded by 
Gordon and Ronald Lippitt in a book entitled, The Consulting Process in Action. 1 Like 
Schein, the Lippitts are committed to process consultancy. Schein pays equal attention to the 
human processes in client systems and to those of the consultancy relationship. Lippitts, on 
the other hand, dedicate almost all their book to phases of consultancy processes and praxis? 
They have only two paragraphs on Schein's emphasis on the processes in human groups. 3 


Their bibliographical note on Schein's Volume I (fIrst edition) is a somewhat misleading 
statement of his approach. However, generally speaking, their description of consultancy 
processes resonate with those of Schein's PC model, although they are expressed somewhat 
differently as one would expect. They have a chapter on "interventions" and a useful 
"intervention matrix" 4 Also they have a useful section on the consultant's legitimate and 
necessary role changes in consultations.5 But a key model showing the consultant's approach 
from non-directive to directive as a straight line graph misrepresents the nature of these 
approaches. The diagram is reproduced in Figure 5:3. 


MULTIPLE ROLES OF THE CONSULTANT 


Identifier of 
Alternatives Joint 


Objective Process Fact and Linker Problem Trainerf Information Advocate 
Observer Counsellor Finder to Resources Solver Educator Specialist 


CONSULTANJ 


LEVEL OF CONSULTANT ACTIVITY IN PROBLEM-SOLVING 


Non-directive	 Directive 
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solving alternatives Regards, persuades, 
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Raises and raises Gathers for client alternatives provides in the 
questions issues data and and helps and partici- policy or problem-
for mirroring stimulates assess pates in Trains practice solving 
reflection feedback thinking consequences decisions client decisions process 


Figure 5:3 Lippitts' Diagram on Directive and Non-Directive Roles 6 
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In many ways the diagram is revealing but with respect to the directive/non-directive 
notation it is not convincing, in fact I believe it is misleading. Directive and non-directive 
approaches are essentially quite different from each other with complementary uses in work 
consultancy (as well as in work with people in development programmes in social and 
religious communities and organizations). The diagram seems to infer that directive action 
tapers inevitably into non-directive and vice versa. This is simply not possible because of 
differences in their natures. It is possible and at times necessary to change from one approach 
to the other in any work with people including consultancy. Also it is possible, of course, to 
be more or less directive or non-directive. But being less directive does not lead necessarily 
or inescapably into being more non-directive. Being less directive could be connected or 
associated with or caused by someone becoming laissez-faire or withdrawing, giving up, 
relaxing or disengaging. None of which can be described as being non-directive. Similarly, 
becoming less non-directive does not necessarily mean becoming more directive. It could 
occur when someone becomes laissez-faire for instance. They are simply different activities 
with different uses to be deployed appropriately according to purpose and circumstances. In 
fact, their natures are very different, they are opposites. 


Model Two: Management Consulting (MC) 
This section is based on a monumental and magisterial book, Management Consulting: A 


Guide to the Profession.) It was fITst published in 1976, references here are to the third 
(revised) edition, 1996. There is now a fourth edition. It has xxi + 850 pages! The material 
is presented most accessibly through well defmed and ordered sections with a comprehensive 
index. A veritable encyclopaedia of management consulting to which twenty-three authors 
contributed major sections with short contributions, mostly in box form, by twenty-six other 
people: and this in addition to many more who contributed to the fITSt two editions. Their 
contributions are not attributed: Milan Kubr, acting as team leader and technical editor, wove 
them together in a seamless text.2 References to Kubr, therefore, are references to this team 
of contributors. He says: 


In our book we have opted for an eclectic approach, providing the reader with a 
comprehensive and balanced picture of the consulting scene, including the 
different methods, styles, modes or techniques applied, and pointing out their 
advantages and shortcomings. Thus the reader can make his or her own choice, 
consistent with the technical, organizational and human context of the given 


. . 3
organization. 


Difficulties and dangers of a short piece on such a detailed presentation are apparent. 
However our purposes are just possible. Management consulting (MC) in this book is treated 
"as a method for improving management practices" and as a profession in which thousands of 
individuals and organizations make consulting their full-time occupation and strive for high 
professional standards.4 (Over a quarter of the text is given up to managing and developing 
consultancy frrrns. 5) Our focus is on the attributes and application of the methods, as it is 
throughout this book. 


I The Story of the Model's Development 
For Kubr management consulting has its "origins in the Industrial Revolution, the advent 


of the modem factory and the related institutional and social transformations. Its roots are 
identical with those of management as a distinct area of human activity and a field of 
leaming". However it is only when management attains a relatively advanced stage that 
consulting in or for management becomes possible. That occurred in the latter part of the 
nineteenth century when the "scientific management" movement emerged.6 Originally this 
was known as "industrial engineering" and its practitioners often called "efficiency experts". 
A strain in consulting emerged which focussed on productivity, efficiency, organizing work 
rationally, time and motion study, eliminating waste and cutting costs. On the one hand these 
consultants were admired for their drive and the improvements achieved. On the other hand 
they were "feared and detested by workers and trade unions because of their often ruthless 
approach". The limitations of these approaches and studies such as the Hawthorne 
experiment in the 1920's gave new impetus to research and consulting in human relations, 
resource management and innovation. Consulting frrrns were established "able to diagnose 
business organizations in their totality".? Management consulting made important 
contributions during the Second World War and burgeoned during the post-war 
reconstruction. This was a period of "rapid expansion of business coupled with the 
acceleration of technological change, the emergence of new developing economics and the 
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growing internationalization of the world's industry, commerce and fmance". This "created 
particularly favourable opportunities and demands for management consulting".8 MC has 
been at the forefront of technical progress and developments in management and related 
fields.9 Alongside the development of the consultant's skills the competence of clients in 
using consultants increased. Kubr writes: 


Many organizations, private and public, have become real experts in using 
consultants effectively. They have developed their own criteria and methods for 
selecting consultants, collaborating with them during assignments, monitoring 
their interventions, learning from their approach and evaluating results. The 
progress made by the consulting profession would not have been possible 
without these improvements on the clients' part. IO 


This is a very telling comment about approach. Even though it is obvious that the 
effectiveness of consulting depends upon the combined skills of consultant and client, there is 
a propensity in the literature to concentrate on the skills of consultants and neglect those of 
the consultors. II Paying proper attention to both derives much from developments in the 
social and behavioural sciences, and particularly in community development and in client 
centred therapy and counselling. This is emphasized in the following summary of 
methodological progress in consulting: 


Great efforts have been made to increase the long-term benefits derived by 
clients from consulting assignments by diversifying and perfecting the 
intervention methods applied at all stages of the consulting process. Greater 
emphasis has been placed on clients' active participation in problem solving, 
new and more effective approaches to organizational change, the development of 
clients' own problem-solving skills, and the need for clients to learn from every 


12 consultmg assignment genera ·· 11y. 


II	 Knowledge Informing the Model [element (a)] 
Underlying concepts and ideas of MC can be summarized under two headings: the 


approach to consultancy as a professional activity and the approach to critical aspects of 
situations in which clients operate. 


1.	 Consultancy as a Professional Activity 
Kubr defmes basic terms he uses in the following ways: a management consultant is 


anyone, including managers themselves, who perform some or all of the typical consulting 
functions on a full-time or part-time basis; a client is anyone using the services of a 
consultant; a consulting firm/unit/organization is used for any type of consortium providing 
consulting services; a consulting assignment/project/case/engagement is a particular job 
done for a specific client. 13 


Four aspects ofMC as a professional activity are noted in this section. 


(a) Activeparticipation ofclients 
Two quotations at the end of the previous section clearly indicate that Kubr is highly 
committed to the active participation of clients in the consultancy processes. He says that the 
authors have a strong bias for a form of consultancy in which: 


•	 the consultant shares expertise with the client instead of trying to hide it; 


the client participates as closely and intensively as possible in the assignment; 
both parties spare no effort to make the assignment a valuable learning 


. 14 expenence. 
So strongly does Kubr feel about this orientation that he gives a title with religious 


overtones to a list of behavioural implications, "The Client's Ten Commandments." They are 
reproduced in Display 5:2.


,-.....;;........;.....-------------------,
 
1 Lear ablout consulting and consultants 
2 Defm ytaur problem! 
3 Defm ytaur purpose! 
4 Choose your consultant! 
5 Devel IDjoint programme! 
6 Co-operate actively with your consultant! 
7 Involv tiE consultant in implementation! 
8 Monitor progress! 
9 Evaluate the results and the consultant! 


10 Beware of dependence on consultants! 


Display 5:2 The Client's Ten Commandments IS 


(b) Definitions and generic purposes 
MC is a professional advisory, independent, temporary commercial service where "the 
consultant is not actually responsible for doing the task itself but is helping those who are".16 
Kubr's defmition follows and he illustrates it in Figure 5:4. 


Management consulting is an independent professional advisory Service 
assisting managers and organizations in achieving organizational purposes and 
objectives by solving management and business problems, identifyin? and 
seizing new opportunities, enhancing learning and implementing changes. I 


Figure 5:4 Generic ConSUlting Purposes 18 
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The status of purpose is ascribed to all five segments of the triangle. This is somewhat 
confusing. "Achieving organizational purposes and objectives" is an overall consultancy 
purpose, the other four segments are objectives which, if achieved, contribute to the 
purpose. 19 


(c) Professionalism and Ethics 
Professionalism and ethics in consulting are two interrelated subjects profoundly 


important to MC. Kubr thinks it is an "emerging profession" because it meets some but not 
all of the criteria widely used to defme a profession which he summarizes as: knowledge and 
skills; the concept of service and social interest; ethical norms; community sanction and 
enforcement; self-discipline and self-control (exercised by individuals and professional 
associates).20 What is of profound importance for the provision of effective high quality 
consultancy services is that consultants are committed to and able to pursue a professional 
approach and to practise professional standards. Amongst other things this involves: 
technical competence; achieving the best possible results for the clients and serving their best 
interests; being impartial and objective; maintaining confidentiality; avoiding the payment or 
receipt of "commissions" which are ethically dubious; providing value for money; taking 
seriously wider social concerns, the client's ethics and ethical dilemmas experienced by the 
client and/or the consultant.21 


2. Fundamentals of the Nature of the Work in which Clients Engage 
Some underlying concepts and ideas are about what consultants consider to be fund


amental critical aspects of the nature of the situations in which clients operate. Clearly these 
concepts shape, inform and even suffuse the consultant's approach to clients and to their 
work. When apposite they are fed into or used in consultations. Thus they become part of 
consulting processes in a dialectical relationship with the actualities of the client's work 
situation and the way(s) in which s/he sees it i.e. her/his "work-view". Effective use of this 
group of concepts depends, inter-alia, upon using them for what they are, significant ideas and 
theories about the nature of the species of human work systems with which consultants and 
clients engage and upon which they operate. Three concepts are noted in this section. They 
are: consulting and change; consulting and culture; structures and systems. 


(a) Consulting and change 
Effective management consulting engages with technical and human dimensions for 


change.22 For Kubr "the human dimension of organizational change is a fundamental one" 
because "business firms and other organizations are human systems above all." Inescapably, 
technological and structural change variously affects working conditions, interests and 
satisfaction ofwork people. People throughout organizations have to acquire new knowledge, 
tackle new tasks, upgrade their skills, give up what they would prefer to preserve and often 
modify their work culture, values and attitudes. A golden rule of organizational change is that 
those who want subordinates and colleagues to change must themselves be prepared to 
change.23 


Significantly, Kubr focuses on the internal human processes that bring about behavioural 
change in organizational life. A concept of change which enables him to do this is one 
developed by Kurt Lewin. It is a well-known three-stage sequential model: unfreezing set 
patterns of thought and feelings in order to consider their modification or transformation; 
changing, this stage involves "identification" and "internalization" through exploring, trying 


and testing out proposed changes to be made and the associated new working relationships, 
methods and behaviour; refreezing occurs when new behaviour and attitudes are adapted and 
internalized or rejected and abandoned.24 MC distinguishes between changes in knowledge, 
attitudes, individual behaviour and organizational or group behaviour which are variously 
induced internally and externally. A chart, reproduced in Figure 5:5 compares the difficulty 
involved and the time required to introduce these changes. 


r
9h) 


Difficulty
 
involved
 


(low) 
(short) (long) 
----------Time involved -----------l~~ 


ORGANISATIONAL OR GROUP BEHAVIOUR (4) 


INDIVIDUAL BEHAVIOUR (3) 


ATIITUDES (2) 


KNOWLEDGE (1)1 


Figure 5:5: Time Span and Level of Difficulty Involved for Various Levels of Change.25 


Two key sentences indicate that the approach to change in MC is utilitarian: 
"Organizational change is not an end in itself." and "It is only a necessary means of adjusting 
to new conditions and sustaining or increasing competitiveness, performance and 
effectiveness.,,26 Kubr says that in business practice, a great deal of change is decided and 
imposed on the organization by management?7 Having noted that imposed change can create 
volatile situations he says that "the trend towards participative change is ever more 
pronounced in most parts of the world"?S That is a movement from hierarchical action to 
many different levels and forms of participation dependent upon factors such as the nature of 
the change, the maturity of people and the working relationships in the organization. Those 
who wish to "promote change must encourage innovation, experiments and 
entrepreneurship".29 One of the many ways by which this can be done is through the use of 
organizational development (OD) techniques such as: team building; confrontation in which 
selected staff are exposed to ideas about change and organizations, problem areas, 
development plans, feedback; coaching and counselling.3o Another powerful technique for 
change is bi training and developing staff members particularly through action learning 
programmes. 1 Two basic types of change agents or facilitators are required: those whose 
ability is predominantly technical; those who can help to promote the active involvement of 
people, individually and in groups, in change processes and programmes.32 As change 
programmes often generate conflict, facilitators need to be able to "mana&e conflict". 
Display 5:3 reproduces a box used by Kubr to outline a recommended approach.3 


Kubr suggests "the use of special structured arrangements and intervention techniques 
for handling change." Examples of special structures are: special projects and assignments; 
temporary groups; workshops; experiments; pilot projects; new organizational units. Reasons 
for this are: the regular structures may be fully stretched; resistance to change may be too 
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strongly rooted in the existing structures; the need to test change on a limited scale; the need 
to fmd a suitable, easily understood formula which sets out the critical factors in the change 


b'l' 34programme an d mo 1 lzes support. 


In planning and implementing change, interpersonal or intergroup conflict may develop for a number of reasons: 


• poor communication; 


• disagreement on objectives and results to be pursued; 


• disagreement on intervention methods used; 


• differences over the pace of change; 


• resistance to change; 


• fear of losing influence and power; 


• competition for resources; 


• non-respect of commitments; 


• refusal to co-operate; 


• personality and culture clashes; 


• poor performance and inefficiency. 


The principal methods of interpersonal conflict resolution were summarized by Gordon Lippitt in the following 
terms: 


Withdrawal: retreating from an actual or potential conflict situation. 


Smoothing: emphasizing areas of agreement and de-emphasizing areas of difference over conflictual areas. 


Compromising: searching for solutions that bring some degree of satisfaction to the conflicting parties. 


Forcing: exerting one's viewpoint at the potential expense of another - often open competition and win-lose 
situation. 


Confrontation: addressing a disagreement directly and in a problem-solving mode - the affected parties work 
through their disagreement. 


As a rule, it is advisable to depersonalize conflict by ensuring that the disputants do not sit in judgement over 
each other, and to focus the conflict on the basic issue by concentrating disagreement on factual grounds. 
Withdrawal avoids the issue, but the solution may be only provisional; it may be used as a temporary strategy to 
buy time or allow the parties to cool off. Forcing uses authority and power and can cause considerable 
resentment; it may be necessary in extreme cases where agreement obviously cannot be reached amicably. 
Smoothing may not address the real issue, but permits the change process to continue at least in areas of 
agreement. Compromising helps to avoid conflict, but tends to yield less than optimum results. Confrontation 
is generally regarded as most effective, owing to its problem-solving approach involving an objective 
examination of alternatives that are available and the search for an agreement on the best alternative. Finally, 
adopting an attitude of one side winning and the other side losing is like pouring gasoline on the fire of conflict. 


Source: Gordon Lippitt: Organizational renewal (Englewood Cliffs, New Jersey, Prentice-Hall, 1982), pp. 151
155. 


Display 5:3: How to Manage Conflict 


(b) Consulting and Culture 
Kubr emphasizes the importance of consultants being aware of "the power of culture". 


They need to be "culture conscious" and "culture-tolerant" and that involves understanding 
and respecting it.35 Culture is defmed as " ... a system of collectively shared values, beliefs, 
traditions and behavioural norms unique to a particular group of people.,,36 Amongst other 


things, it helps people: to differentiate themselves, live and work together, cope with their 
environment, cohere and express their identity. Deeply rooted culture is not easily changed.37 


MC takes seriously the interaction between national, professional, organizational and 
group cultures and their sub-cultures in the client's work place. Consultants have to engage 
with relevant aspects of these cultures out of, and in relation to their own consulting culture. 
And clients have to engage with the consultant's professional culture out of their own work 
culture and in relation to it.38 It follows, and Kubr emphasizes this, that consultants need to 
research the cultures with which they are working and especially how interpersonal relations 
and manners operate and trust is established. Knowledge of this kind is essential but it is also 
necessary to acquire the ability to work with clients and their culture.39 


(c) Systems 
Organizational systems or "systems of organizations" receive considerable attention in 


MC. The term refers to such things as: processes, procedures, methods related to 
management information systems, business planning systems, operations scheduling and 
control systems and IT systems. Some systems may be proprietary ones. Consultants 
variously help clients to: establish new systems; improve or develop existing ones or simply 
to "service" them; develop their competence in using them. In fact Kubr claims that a major 
portion of all consulting services concerns such systems and methods.40 For the purposes of 
analysis, design, development and consulting, therefore, organizations are seen to comprise a 
number of work systems or processes. These systems, or possibly more correctly sub
systems, are ways of doing things, procedures, processes, working relationships, modes of 
operation etc. Each of which can be considered separately in relation to the others. Overall 
organizational effectiveness and efficiency depends upon them working well both 
independently and interdependently. However, working to and with these systems is not to be 
confused with systems thinking or a systemic approach to organizational consulting. There 
are very brief references to systemics but hard or soft systems thinking does not appear to be a 
feature in Kubr's Management Consulting. 


III Praxis of the Model [element (b)] 
This part has two main sections, the longer one is on the modus operandi of MC and the 


second is about its operational modes. 


1. Modus Operandi: How the Model Works 
This section makes an attempt to show how MC works by describing consultant and 


client relationships, how consultants seek to influence client systems and the five phase 
consulting process. 


(a) The Consultant-Client Working Relationship 
This consultancy model emphasizes the importance of consultants building and 


maintaining relationships of understanding and trust with clients and the client system.41 In 
the widest sense the organization which employs the consultant is the client system but in the 
narrower sense it is individuals or groups with whom the consultant engages and through 
whom the consultant-client relationship is actualized and "personalized".42 Such active clients 
are not independent operators, they are integral members of their organization with its 
structures, processes and relationships which can be highly complex and recondite. To take 
all this seriously involves, inter alia, consultants referring to '''client systems', taking a 
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systems view of the client organization and trying to map out the network of relationships in 
which they are gong to operate." Doing this involves, for instance, determining who holds 
power related to the consultancy assignment, who is mainly interested in its success or failure 
and whose collaboration is essential. [This and one to the "systems principle" related to 
problem diagnosis are the only references 1have found which could point to a systemic view.] 
Consultants seek to influence the client system in a range of ways by: demonstrating technical 
expertise; exhibiting professional integrity at work; demonstrating empathy with the client; 
using assertive persuasion; developing a common vision; using participation and trust; using 
rewards and punishments (e.g. enhancing someone's self-esteem, privately or publicly); using 


43tensions and anxieties


Kubr argues that "the overriding objective [for consultants and clients] should always be 
the creation and maintenance of a true collaborative relationship. This is a golden rule of 
consulting".44 Within that relationship consultants can adopt various "behavioural roles". 
Two of the basic ones are resource and process roles. Resource consultants suggest to clients 
what to change. Process consultants suggest how to change and help clients to do SO.45 (This 
role refers to an Edgar Schein's process consultation model described in the Model One of 
this Chapter.) 


Using an adapted version of Lippitt's diagram, Fi~e 5:6, further suggestions are made 
of the spectrum of roles spanning the two basic roles.4 These roles are "seen as 'spheres of 
influence' rather than a static continuum of isolated behaviour".47 Consultants can play 
several roles simultaneously or consecutively. "Directive", for Kubr, means "behaviours 
where the consultant assumes a position of leadership, initiates activity or tells the client what 
to do. In the non-directive role he or she provides data for the client to use or not to use".48 [I 
am bound to say that this is an emasculated understanding of the non-directive approach 
which provides a strong lead to clients to think things out and to take responsibility for 
themselves as practitioners and for their work and engages intensively with them about 
whether or not to use the data they have provided - and any other ideas - and if so how, when 
and why. See Chapter Six, Model One. Earlier, in this chapter there is a critique of a slightly 
different version of Lippitt's diagram which equally applies to Figure 5:6. on the next page.] 


Additional to the roles discussed above and noted in Figure 5:6, Kubr sees "tremendous 
potential for using counselling as a tool of consulting" especially in helping individuals or 
groups to overcome personal difficulties. Similarly he sees coaching as a wa~ of helping 
clients to improve their performance or their interpersonal working relationships. 9 


MULTIPLE ROLES OF THE CONSULTANT 


Process 
Reflector specialist 


Fact 
finder 


Alternative 
identifier 


Collaborator 
in problem
solving 


Trainerl 
educator 


Technical 
expert Advocate 


CONSULTANTJ 
LEVEL OF CONSULTANT ACTIVITY IN PROBLEM-SOLVING 


Non-directive	 Directive 


Observes Indentifies Proposes 
problem- alternatives Provides guidelines, 
solving and information persuades. 
processes resrouces Offers Trains and or directs 


Raises and raises Gathers for client alternatives the client suggestions in the 
questions issues data and and helps and and designs for policy problern
for mirroring stimulates assess participates learning or practice solving 
reflection feedback thinking consequences in decisions experiences decisions process 


Source: Adapted from G. Lippitt and R. Lippitt The consulting process in action (La Jolla, california, University Associates, 1979), p. 31 


Figure 5:6: Description of the Consultant's Role on a Directive and 
Non-Directive Continuum 


(b)	 The Five Phase Consulting Process 
An overview of the consulting process is given in a chart which is reproduced in Display 


5:4 on the next page. It comprises five principal phases each of which is broken down into 
sub-phases or parallel activities, shown on the right column of the chart as bullet points. 


These traditional phases are described and discussed most helpfully in considerable 
51detail. For the most part the Display and what has already been said about this model are all 


that our purposes require in relation to the consulting process. Apart, that is, from 
highlighting significant things related to Phases 1 to 3 which cannot be deduced from the 
display. 


Using comparisons in preliminary problem diagnosis (Phase 1) 


Kubr claims that comparisons are powerful diagnostic tools. Comparisons, that is, of the 
current situation with past achievements and the client's own objectives, plans and standards; 
or, alternatively by comparing the client organization with comparable organizations whilst 
remaining fully aware that clients and organizations are unique and to be treated as such. 
Such comparisons guide consultants in "preliminary quick assessments of strengths, 
weaknesses, development prospects and desirable improvements".52 


110 III 







1. Entry 


2. Diagnosis 


3. Action planning 


4. Implementation 


• First contacts with clients 
• Preliminary problem diagnosis
• Assignment planning
• Assignment proposals to client 
• Consulting contract 


• Purpose analysis
• Problem analysis
• Fact finding
• Fact analysis and synthesis
• Feedback to client 


• Developing solutions 
• Evaluating alternatives 
• Proposals to client 
• Planning for implementation 


• Assisting with implementation
• Adjusting proposals
• Training 


• Evaluation 
• Final report


5. Termination • Settling commitments 
• Plans for follow-up 
• Withdrawal 


Display 5:4: Phases of the Consulting Process 50 


Diagnosis (Phase 2) 
This section53 explores issues related to diagnosing purposes and problems. A guiding 


principle is stated at the outset: "diagnostic work should start with a clear conceptual 
framework". 54 An important part of that framework in MC is that "effective diagnosis is 
consistently focussed on the purposes of the project".55 Applying this "purposes principle" to 
problem diagnosis means that consultants and clients first explore what is the purpose of 
tackling the problem rather than examining the nature of the problem, "defme the purpose, not 
the problem".56 So a consultant's opening question is, "What are we trying to accomplish 
here?" rather than "What's wrong here". 57 These approaches are significantly different. 
Defming the purposes of working on a problem involves, inter alia, assessing: what a solution 
of the problem will achieve; who will benefit and who will "lose out"; whether this is the 
problem that needs to be tackled; the human and physical cost of tackling it; whether the 
resources are available to do so and, if so, is this the best use of them. This sets the problem 
in the array of purposes associated with the problem and enables the identification of the 
focus purpose. Focussing on purposes makes it far more likely that consultants and clients 
will work on the "right" rather than the "wrong" problem and commit themselves to doing so 
and that effort is applied when and where it is likely to have the greatest impact. Purposes 
provide directional and contextual reference points for problem diagnosis.58 


A framework is offered for planning diagnostic work. It consists of five principal 
dimensions or characteristics by which clients' problems can be identified. They are: 


•	 substance or identity ofthe problem and its symptoms 
(e.g. low performance or shortage of competent staff); 


•	 organizational and physical location ofthe problem; 
•	 problem "ownership - who are the people affected by the problem? 
•	 absolute and relative magnitude of the problem (its importance to the 


clients, the client organization system and the organization); 
•	 time perspective of the problem - how long it has existed, rate of 


recurrence etc. 


Further diagnosis will involve establishing: the causes of the problem; other significant 
relationships; the client's potential to solve the problem; possible directions of further action.59 


Six other approaches to diawosis are used in MC: first, causal analysis "of relationships 
between conditions and events"; 0 second, "force-field analysis" originally developed by Kurt 
Lewin;61 third, "comparison" (see earlier description of this approach); fourth, analysing the 
future;62 fifth, feedback to clients; 63 sixth, synthesis which provides a link with "action 
planning" i.e. phase three of the consulting process. Synthesis, more difficult says Kubr, than 
analysis, is the other side of the analytical coin. It involves, inter alia, identifying and 
correlating "basic relationships, trends and causes" to be taken into account in relation to 


.	 hpromotmg c ange.64 


Action Planning (phase 3) 
Kubr argues that clients should become more actively involved in action planning than in 


diagnosis: clients must fmd plans acceptable and be able to implement them; it helps to 
mobilize all good ideas and to do the best design work; it generates client commitment to 
plans; it increases learning opportunities.65 The emphasis in MC is on promoting creative 
thinking "defmed as the relating of things or ideas which were previously unrelated. It 
combines a rigorous analytical approach with intuition and imagination... to develop 
something new".66 And, presumably, something that works! Kubr believes creativity can be 
learned. To get the best results five phases need to be practised (much in this model comes in 
5's and 1O's). They are: 


•	 preparation (gathering facts, restating purposes and problems, analysing 
them etc.); 


•	 effort (divergent thinking which generates many ideas); 


•	 incubation (leaving what emerges in the subconscious whilst engaging in 
other things); 


•	 insight (flashes of illumination); 


• evaluation (analysis of ideas to fmd an action plan). 


The first two stages require analytical thinking; the others require suspended judgment and 
free wheeling. A key to successful creative thinking is the separation of ideas-production and 
idea-evaluation. Techniques which variously help people to engage in creative thinking are: 


brainstorming;
 


synectics; (A sequence of exchanges between a client and members of a
 
small group about a problem and suggestions for solving it until possible
 
solutions are found.)
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attribute listing; (Attributes of ideas or objects are examined separately to 
see how they can be changed, normally used on tangible rather than 
intangible things.) 
forced relationships; (A technique for examining different ways in which 
ideas or objects can be combined.)
 
morphological analysis; (In this technique variables are set down m a
 
matrix and attempts made to combine them in new ways.)
 
lateral thinking and PO; (pO stands for "give the idea a chance").
 
check lists;
 


the six thinking hats (An approach developed by Edward de Bono in which
 
each hat has a different colour and represents a particular mode of thinking:
 
white, assessing information; yellow, looking for advantages and black,
 
looking for constraints; green, creative thinking; blue, for bringing thinking
 
processes together. Participants actually wear these hats during sessions!)
 
breaking through thinking; (This approach developed by Gerald Nadler and
 
Shozo Hibino, is widely used by Kubr and is based on "seven principles of
 
creative problem solving, see Display 5:5.)
 
day-dreaming;
 


group-genius. (This technique involves forming groups of people who use
 
different forms of creative thinking.r
 


Breakthrough Thinking provides a more effective approach. It is not a step-by-step process but seven ways of
 
thinking about probleITIli and their solutions, based on the following principles:
 


(I)	 The uniqueness principle: Whatever the apparent similarities, each problem is unique and requires an 
approach that dwells initially on its own contextual needs. 


(2)	 The purposes principle: Focusing on expanding purposes helps strip away non-essential aspects to avoid 
working on the wrong problem. 


(3)	 The solution-after-next principle: Innovation can be stimulated and solutions made more effective by 
working backwards from an ideal target solution. Having a target solution in the future gives direction to 
near-term solutions and infuses them with larger purposes. 


(4)	 The systems principle: Every problem is part of a larger system of problems, and solving one problem 
inevitably leads to another. Having a clear framework of what elements and dimensions comprise a solution 
assures its workability and implementation. 


(5)	 The limited information coUection principle: Excessive data gathering may create an expert in the problem 
area, but knowing too much about it will probably prevent the discovery of some excellent alternatives. 
Always determine expanded purposes of any proposed information collection before doing it. 


(6)	 The people design principle: Those who carry out and use the solution should be intimately and 
continuously involved in its development by getting involved in the fIrst fIve principles. Also, in designing 
for other people, the solution should include only the critical details in order to allow some flexibility to those 
who must apply the solution. 


(7)	 The betterment time-line principle: The only way to preserve the vitality of a solution is to build in and 
then monitor a programme of continual change to achieve larger purposes and move towards target solutions. 


Author: E. Michael Shays. A detailed discussion can be found in G. Nadler and S. Hibino: Breakthrough Thinking: 
The seven principles ofcreative problem solving (Rocklin, California, Prima Publishing, 1994). 


Display 5:5: Breakthrough Thinking 68 
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2.	 Operational Modes 
There are ten ways in which MC consultants give consulting assistance: 


• Providing information. 


• Providing specialist resources. 


• Establishing business contacts and linkage. 


• Providing expert opinion. 


• Doing diagnostic work. 


• Developing action proposals. 


• Improving systems and methods. 


• Planning and managing organizational changes. 


• Training and developing management and staff. 


• Providing personal counselling. 69 


Management Consulting describes in detail ways in which professional consultants provide 
these services either as external or internal consultants or through external/internal 
partnerships. Some external consultants operate as "sole practitioners" or as "consulting 
professors", i.e. people who teach or research management or management consulting praxis 
or those who train managers and act as consultants. Others do so through consulting 
organizations - large multifunctional or small or medium sized consulting firms. Internal 
consultants operate through consulting units established within organizations, businesses, 
government departments. Kubr says that "in a growing number of cases, assignments are 
entrusted to joint teams of external or internal consultants".7o A substantial part of the book is 
given up to considering "managing a consulting firm" and "developing management 
consultants and the consulting profession".71 MC is big business. Kubr says the current 
market for consulting services is global, important, competitive, open and liberal, centralized 
and polarized and professionally challenging. In 1992 management consulting revenues 
worldwide amounted to US$28.3 billion. And at least 25 international firms employed more 
than 1,000 consultants and there are thousands of sole consulting practitioners and small 
firrms. 72 


Consultancy services are variously delivered by "generalist" and "specialist" consultants. 
Generalists deal with several areas of management and focus on their interaction, coordination 
and integration". They consult about the "very existence, the basic goals or 'mission', the 
business policy and strategy, and the overall planning, structuring and control of an 
organization". These issues formerly referred to as general management subjects are now 
referred to as corporate strategy or strategic management subjects. Generalist consulting is 
multi-functional and interdisciplinary. Specialists deal with "special areas of knowledge and 
its application". There is a "pronounced trend", says Kubr, "towards greater specialization 
which reflects the growing range and complexity of issues handled by consultants".73 Both 
approaches are illustrated in Management Consulting by eleven chapters describing in some 
detail generalist and specialist consulting in eleven areas of management. One chapter, for 
instance, is on "consulting in general and strategic management" and there are chapters on 
consulting in fmancial, production and human resource management.74 Both generalist and 
specialist consultants are needed: co-operation is essential; generalists are informed by 
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specialists; specialists need to set their subject matter in the wider context and to look at 
things from the generalist's perspective.75 


IV Application: Work Settings to Which the Model is Applicable 
[element (c)] 
It is clear from the description of this model that it is applicable to the general and 


specialist management of organizations in industry and commerce in the private sector and in 
the public sector. 


V Understanding of the Consultor's Work [element (d)] 
In this model, consultants are required to have a profound understanding of general 


specialist management praxis and its application to a wide range of organizations and 
organizational settings. 


VI Principles [element (e)] 
Thoroughgoing professionalism undergirds MC philosophically and theoretically in 


relation to both management consultancy and the management of secular organizations in the 
private and public sectors. This dual professionalism emerges from the scientific 
management movement (see the introduction to this model). It draws on the concepts and 
theories about: change in people and in institution's organizational and community culture; 
systems in organization but not upon systems thinking praxis. It assumes that management 
can be analysed logically and systematically through various consultancy processes and 
procedures and that consultants, clients and managers can engage in creative thinking. It is 
committed to actively involving clients in consulting and in collaboration with consultants. 


MC draws eclectically upon four fundamental basic bodies of knowledge. First, it draws 
upon the general body of knowledge about consultancy and the specialist body about 
management generalist and specialist consulting. Second, it draws upon the bodies of 
knowledge associated with the multi-disciplines associated with general and specialist 
management. Third, it draws upon the bodies of knowledge about professional consultancy 
and consulting firms. Fourth, it draws heavily upon the social and behavioural sciences 
especially in relation to change, culture, organizational structure and behaviour. 


VII A Summary of Key Features of the Model 
MC emerges as a generic, multi-purpose model for management consulting in secular 


business institutions and organizations. Basics of the model are modelled diagrammatically in 
Figure 5:7. on the next page. 
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Model Three: Systems Thinking for Managers 
(STM) 


Critical aspects ofthis model are described by Nano McCaughan and Barry Palmer who 
designed, tested and researched it and have described it in Systems Thinking for Harassed 
Managers. 1 This book, they say, "is an attempt to put into words, necessarily incompletely, 
concepts and principles that illuminate what managers and consultants do when they are using 
a systems approach" in relation to organizations, real problems and problematic situations in 
organizations? McCaughan and Palmer say that the book contains "say-how" rather than 
"know-how" which cannot be gained without practice in work situations or training 
workshops. They do not attempt to give a comprehensive account of management or 
consultancy.3 This model with its emphasis on systems thinking and systemics, contrasts with 
the two previous models which emphasize process and systems but not systemic concepts. 


I The Story of the Model's Development 
Nano McCaughan became interested in systemic thinking when she was a local authority 


Development Officer through being introduced to the Milan approach to family therapy. 
Until 1981 Barry Palmer had been working for the Grubb Institute when he too was 
introduced to and embraced the Milan approach. Quite independently and from different 
backgrounds both of them came "to systems thinking from prior experience of work with 
groups and organizations using psychoanalytic concepts, based upon the premise of a 
dynamic unconscious". They had both experiences of workshops on group relations based on 
the open systems model of organizations.4 


In the early 1980's they began to collaborate in running workshops for managers initially 
based on the group relations' models. In 1985 they began to introduce participants to systems 
thinking as developed in family therapy. Their model draws upon their experience of nine 
such workshops, entitled, "Change Without Chaos".5 They like "the systems approach 
because: it is an adult-to-adult approach"; it focuses upon the participants' "experience of 
their organizations, and upon the theory, rather than upon us (the consultants) as repositories 
of superior knowledge"; it enables managers to engage with and begin to shift "large 
problems without being overwhelmed by them".6 In all this and in writing the book about it, 
they say that they drew upon the ideas and experiences of many other writers. Some of these 
are apparent in the book. 


[Barry Palmer's research with Philip Boxer into the fool position in consultancy is discussed 
in Chapter Nine. The report on that research and the book about this model were published in 
the same year. But as far as I can tell they are not cross referenced.] 


II Knowledge Informing the Model [element (a)l 
Underlying concepts and ideas of this model are similar to those described in relation to 


some previous models. So, what follows is restricted to emphases and significant differences 
to what has already been said about them. 
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1. Systems and systems thinking 
Following Gregory Bateson and the Milan School, McCaughan and Palmer are primarily 


concerned with "systems as patterns of interaction" and systems thinking as "a way of 
describing and explaining the patters of behaviour in the life of organizations". They do not 
distinguish between "hard" and "soft" systems as Checkland and Scholes do. However, the 
following statement suggests they are nearer to soft than to hard systems thinking: 


In all these statements we have used phrases like "may be looked upon", "may 
be understood", because systems, like beauty, exists in the eye of the beholder. 
No system exists without someone who perceives or distinguishes the 
components as components of a larger whole.7 


Understanding systems as "closed feed back loops" involves distinguishing between 
linear and circular or recursive interactive processes.8 Linear processes are those which 
occur when one form of behaviour is seen to trigger another. Circular processes are those 
which occur when each behaviour triggers the other in continuous processes of circular 
causation. Circular processes "run back", the root meaning of recursive. A basic skill of 
systems practice (practising systems thinking) is that of recognizing these recursive processes, 
or feedback loops, which "go round in circles". A system is structured, constituted and 
regulated by feedback; a system "is this recursive pattern". Thermostatically controlled 
heating systems have been widely used to illustrate feedback: when the temperature falls the 
heating is switched on and vice versa.9 


2 Organizations as Systems 
Distinctions are made between two broadly systemic approaches to understanding 


organizations. One is the "open system" model. It derives from physical and biological 
systems' studies. It focuses on the dynamic relationship between an organization and its 
environment. Widely used by managers it is particularly useful in exploring and designing 
processes operative in organizations. 1O The other approach is referred to as a "recursive 
systems model" and represents "organizations as patterns of feedback loops" described in the 
previous section. This is the model used in this mode of consultancy. "These feedback 
processes include those by which the organization as a whole retains its identity, in the eyes of 
those who have dealings with it". The body of theory to which they refer is that originating 
from two scientists already referred to, Maturana and Varela. They give an excellent, 
accessible and succinct summary of this body of theory. A basic understanding is that social 
systems such as organizations are comparable to biological systems such as plants and 
animals. One of the capacities that they have in common is the ability "continuously to 
regenerate the relations by which they are constituted". Maturana and Varela call this process 
"autopoiesis", which means "self-making". Amongst other things, this means a human being 
is recognizably the same individual throughout herlhis life, even though they are not made of 
any of the same stuff after seven years due to the constant turnover of their body's constituent 
molecules. Similarly, it is argued, "an organization is recognizable as the same organization, 
even after 100% turnover of staff - provided they do not all leave at once!" 11 


Autopoiesis results from feedback processes. 


A distinctive feature of human organizations is that the people in them can learn. 
Organizational learning is important; the survival and effectiveness of all kinds of 
organizations depends upon their capacity to learn. Learning organizations help their 
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members to learn and are capable of corporate learning which is expressed in modifying their 
structures and practices. Promoting learning is clearly a function of consultancy. It is 
important, therefore, to take seriously things which inhibit and prevent the development of 
"self-questioning culture" in organizations. McCaughan and Palmer quote from Gareth 
Morgan the following three things which do so. They are: 


•	 "impression-management": the methods by which managers and staff set 
out to make the situation look better than it is, rather than as it is; 


•	 inattention to the gap between rhetoric and practice, or between what 
Argyris and Schon have called "espoused theories" and "theories-in-use"; 


•	 group influence: the considerable social rewards that come to those who do 
not challenge current practices.12 


3 Linear and Paradoxical Interventions 
Now we turn to forms of intervention practised by McCaughan and Palmer in their 


systemic approach to consultancy. (Forms of intervention practised by Edgar Schein in 
Process Consultation are described in Model One of this Chapter.) First, following Selvini
Palazzoli they claim that human beings "have to fmd a way between two modes of 
communication: through verbal language, which is essentially linear in structure, and through 
the non-verbal language of behaviour, which is essentially circular, based on feedback".13 
Proceeding from this, they practise two modes of intervention. One form they describe as 
"linear" or "straight interventions". By this they mean "common-sense interventions that take 
no account of dynamic complexity". Such interventions can involve advising (the word they 
use) clients to: get fuller information; share information; bring people together; clarify roles, 
aims and objectives. The other form they call "paradoxical interventions".14 They are 
contrasted in this way: 


Making straight interventions is like talking prose: we do it all the time. 
Paradoxical interventions are the poetry of consultancy practice.15 


To add to the difficulty of grasping precisely what is meant by a paradoxical intervention 
McCaughan Palmer say: "However, no intervention can be labelled "straight" or 
"paradoxical" without reference to the circumstances".16 


According to McCaughan and Palmer, the Milan Group of family therapists came up 
with the idea of giving "paradoxical instruction" to solve the problem of blame that they were 
encountering in families. The common practice of blaming one member or each other for 
their difficulties, locks them into assumptions of linear causation which precludes 
acknowledgement of recursive processes within the family. Therapists who accept such 
explanations become part of the problem and endorse the blaming culture. The Milan group 
began practising "positive connotation" which is described earlier. 17 So for example, the 
positive connotation of a girl refusing to go to school could be that she is staying at home to 
care for her mother and to see that no harm comes to her. Communicating this to the family 
has been referred to as a "paradoxical injunction".18 


In trying to describe what is meant by paradoxical interventions McCaughan and Palmer 
say that systemic practice is "concerned not with the paradoxes that have preoccupied 
philosophers, but with what have been called "existential paradoxes"; that is, with paradoxes 
that are lived and not merely thought about". Following Wilden they say these are 
experienced "as a command that can be neither obeyed nor disobeyed; or to put it more 


subtly, to obey it is to disobey it, and to disobey it is to obey it".19 Examples are given to help 
us to get our minds round this paradoxical conundrum. One example is of a notice in a 
corridor that says, "No authorized persons beyond this point". If we assume we are 
unauthorized we are authorized to proceed; if we are authorized we are forbidden; so we must 
be unauthorized persons who are entitled (authorized) to continue. Most people would step 
outside the frame of the order with a laugh - and that is one way of dealing with such 
paradoxes. Except, that is, if you were a prisoner in the building and had been told by your 
captors that if you disobeyed any command you would be executed. Then you might feel you 
were in an untenable position. (As a young national serviceman in the British Army I 
frequently experienced paradoxical commands!) Other simple instructions are said to have 
the same structure: "Cheer up!" "Go to sleep"; these are seen to be variations on the "be 
spontaneous" paradox; choice is an illusion.2o Another example is the following Jewish joke: 


Give your son Marvin two sports shirts as a present. The fIrst time he wears one 
of them, look at him sadly and say in your Basic Tone of Voice: "The other one 
you didn't like?,,21 


Essential ingredients ofparadoxical injunctions according to Watzlawick are: 


•	 a strong complementary relationship (parent and child, boss and subordinate, 
captor and prisoner [or consultant and client?]); 


•	 within the frame of this relationship, an injunction that can neither be 
obeyed nor disobeyed; 


•	 conditions that inhibit or prevent the one who is subject to the injunction 
from stepping outside the frame and so dissolving the paradox. 22 


But consultants are generally not able to instruct their clients even if they should want to; 
clients are more likely to instruct them.23 McCaugWana and Palmer seek to have colleague 
relationships with their clients rather than ones of dependence and hierarchy?4 


McCaugWan and Palmer say they are still exploring the application of the concept of 
paradoxical intervention to organizational consultancy.25 (That is reassuring because I am 
struggling to make connections between its theory and practice.) They make three points 
about the way in which they saw things at the time of writing. First, their aim is to help 
clients to understand the recursive logic of their situations and their relationships with them. 
If they are able to work with systemic hypotheses they are better able to discern options for 
action not suggested by common sense and linear thinking. "In this sense", they say, "they 
could be called paradoxical. But they will not be experienced as existential paradoxes by the 
client". Second, "it is one thing to formulate hypotheses, and another to translate them into 
action". They claim that "the most powerful interventions bubble up from the unconscious 
and have a quirky playfulness that cannot be achieved by applying a formula". People 
(consultants and clients) who have in their unconscious models of paradoxical interventions 
are better equipped to generate innovations when required. Third, it is possible for 
consultants to playfully behave as though they are in hierarchical relationships to make 
effective paradoxical interventions.26 


Following Papp, McCaughan and Palmer say that there are, "three major techniques used 
in designing and applyin~ a systemic paradox: reframing (Papp uses the term 'redefIning'); 
prescribing; restraining". 7 An example is reproduced in Display 5:6 of a prescribing, 
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I.systemic paradox intervention. (This I understand even though I would not use these concepts 


to describe the nature of the intervention.) 


Presumably, systemic paradoxes can be used in similar ways that systemic hypotheses 
can be used. Two principal ways of translating hypotheses into options for action are offered: 
to present them to clients who may then present them to colleagues; to address them to 
oneself.28 


Sarah ... was involved in a symmetrical power struggle with a senior worker,
 
Robert, who did not attend staff meetings. A member of the consulting group
 
made three suggestions to Sarah:
 


Make Robert the expert - he could ask the young people what they want 
from the project. [It had emerged that of all staff members, Robert 
was closest to the young people.] 


Recontextualize the conversation with Robert by trying to enter a neutral 
zone: have a rule that you and he can ask questions of each other, but 
nothing can be demanded. 


The fIrst intervention proposes that Sarah should approach Robert in a
 
different way. The second makes more specifIc proposals for
 
"recontextualized" meetings between them - that is, meetings with different
 
ground rules. Both, if adopted, may block them from taking up their usual
 
antagonistic pattern of relating to one another, and may create space for
 
something different to happen between them.
 


Two months later, it was evident that Sarah had moved on. She said that
 
all she could remember of the various interventions was that she should clarify
 
Robert's role and undertake a joint task with him. It appeared that the
 
questioning that had revealed Robert's closeness to the young people had made
 
the manager feel better about his work and role. At a recent job evaluation,
 
Robert had himself decided that he would be better off without management
 
responsibility. Sarah ended by saying: "Robert has become much less
 
signifIcant to me, others more so; he is well down my list of worries about
 
staff'.
 


Display 5:6: A Prescribing Systemic Paradox Intervention29 


[By way of confession, whilst I glimmer the signifIcance in the concept of paradox and 
the various insights, I feel I have not made fIrm connections between them and consultancy 
praxis. In fact, I am left with the feeling that the material presented on "paradox" is pr~xis 


thinking which has not yet matured and is, therefore, difficult to grasp and to translate mto 
practice theory. For this reason I have put it in this section rather than Ill.] 


4. Conflict and Collaboration 
In a brief section on conflict and collaboration the interesting point is made that shared 


aims may be the ideal for cooperative activity but the reality is that it is conflicting beliefs and 


ideologies which shape organizational affairs. They do not generally "add up to an integrated, 
consistent system of aims and values. Instead, individuals and groups are committed to an 
array of only partly compatible assumptions". As a result managers fInd themselves 
confronted with apparently insoluble dilemmas, and they may lurch between one false 
solution and another, or become immobilized between factions representing different 
commitments".30 As we shall see, an important part of the praxis of consultancy and 
management in this model is tackling "dilemmas". And, as McCaughan and Palmer say, 
"systemic thinking is a way of bringing into view the rich network of connectedness that is at 
risk in organizational change".31 


III Praxis: of the Model [element (b)] 


This part has two sections: modus operandi; operational modes. 


1. Modus Operandi: How the Model Works 
In the introduction to this model it was noted that McCaughan and Palmer do not give a 


comprehensive account of consultancy. What they offer is a "framework for defming, 
analysing, intervening in, and learning from problematical situations, one that might be 
adopted in a variety of consulting relationships".32 Some aspects of the framework have 
already been noted. As others are familiar especial emphases only are described. 


(a) Problems 
Four snares to tackling problems effectively are identifIed: focussing on presenting 


problems and quick-fIxes; attributing difficulties to blameworthy individuals or groups; 
defIning problems in ways that they cannot be resolved; applying energy at the wrong place.33 


Avoiding these snares involves, inter alia, making several distinctions which crisscross 
problems, help to understand them and constitute ways of approaching and tackling them. 


Following Peter Checkland, hard problems are distinguished from soft ones. Hard 
problems are about "achieving an identifIed and desired end", for instance, arranging a staff 
meeting for people on different shifts. Participants are agreed about the value of the meetings, 
the problem is how to organize it so that all can attend. Soft problems are those "in which 
purposes are problematic". On the basis of these defInitions, McCaufhan and Palmer 
observe, "So problems are not as solid as they sometimes appear".3 This leads to 
distinguishing between malfunction and complaint: a malfunction occurs when, for instance, a 
machine breaks down; complaint, "a more dynamic condition", occurs in conversation when, 
for example, someone reports and bemoans the breakdown of the machine. (A complaint can 
also be an illness.) Differentiating between them in organizational life can be revealin9, although it is sometimes difficult because the relationship between them can be complex. 5 


Another distinction is that between detail and dynamic complexity. The logistics of a college 
timetable is an example of detail complexity. A situation in which the same action leads to 
dramatically different results is an example of dynamic complexity. Yet another distinction is 
that identifIed by Watzlawick between a difficulty and a problem: a difficulty is an 
undesirable state of affairs which can be resolved or accommodated; a problem is an impasse 
created and compounded by mishandling a difficulty.36 Consequently "problems are made 
and not born". "They do not come into existence independently of us: they are created in our 
minds and conversations". They are shaped by: 
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•	 The aims and wishes that are motivating the problem-owner to act. 


•	 The context in which the problem-owner defmes the problem, and in 
particular the way he or she perceives the one to whom the complaint is 
addressed.37 


(b)	 Questions and Questioning 
"Wisdom in human affairs seems to be a matter of asking the right questions".38 


Certainly it is seen to be key to good consulting in this model. McCaughan and Palmer 
emphasize listening and clarifying. Much of what they say resonates with the Milan approach 
to and use of questions and questioning. They deploy systemic (or circular) questioning to 
establish circuitry and patterns and to explore meaning. To explore meaning they use a 
framework developed by Cronen and Pearce for "analysing communication which they call 
the theory of the Co-ordinated Management Meaning (CMM)". The theory proposes that 
"people in a system 'co-create' their reality, with all its complexities, puzzles and problems. 
They ascribe meaning to what is haRpening between them, by reference to one or more 
contexts that they assume they share". 9 


Several types of questioning are used. One type they call comparative questioning blo 
which they mean getting clients "to translate broad generalizations into precise differences". 0 
Circular questioning is another type which derives from the Milan Group of family therapy 
and is described earlier.41 Then there is reflexive questioning introduced by Karl Tomm after 
studying the work of the Milan Group and that of Maturana. McCaughan and Palmer have 
found the following four of Tomm's categories useful.42 First, there are observer perspective 
questions designed to enhance self-awareness and sensitivity to others by getting clients to 
draw out consequences of action and patterns of behaviour. An example they give is, "How 
would your line manager see your future - if he were here what would he say about his 
predictions of your career?" A second category is unexpected context change questions which 
"hinge on the fact that whenever we ascribe a quality to something, we imply a contrast with 
an opposite or complementary quality". So, for example, a manager who calls a colleague's 
work incompetent might be asked what s/he might be doing when experienced as competent. 
A third category is future-oriented questions designed to bring into focus fears or hopes for 
the future, which are influencing the client's present behaviour. The fourth category is 
process interruption questions about processes observed and interrupted by consultants. 
Asking, "who would actually lose or gain most if you were to make a decision about this", for 
instance, might be a way of interrupting an evasion process.43 


(c)	 Constructing and Using Hypotheses 
Generally speaking McCaughan and Palmer follow the Milan Group on the use of 


hypotheses. They use a defmition by Maturana and Varela. A hypothesis is "a conceptual 
system capable of generating the phenomenon to be explained in a way acceptable to a body 
of observers.44 As noted in Section 1:1 of the description of this Model, they distinguish 
between linear and circular explanations of human behaviour. Their emphasis is upon 
circular or systemic or paradoxical hypotheses which explain and describe things in terms of 
closed feedback loops, homeostasis (stable patterns) and how problem owners perpetuate 
problems. McCaughan and Palmer give a sober warning about the nature of hypotheses: "no 
hypothesis can be more than a 'take on what is going on' ..." In using them the map must not 
be confused with the territory.45 (This resonates with what is said about knowledge 
representations in Chapter Nine). 


(d)	 Positive Feedback and Schismogenesis 
References have already been made to feedback. McCaughan and Palmer defme "a 


system as structured by feedback,:46 (Original italics.) They distinguish positive and negative 
feedback.. ~osit~ve feedback leads to "escalation", further action, change or development. 
Bateson dlstmgulshes between "symmetrical" positive feedback (the more A does, the more B 
does) and "complementary" positive feedback (the more A does for B the less B does for 
herselfihimself). When an unacceptable level of escalation is reached one of two things can 
happen. One is that something operating much like an electrical fuse, which breaks the 
feedback loop. Another possibility is what Bateson calls "schismogenesis", which means 
"split-production" which can destroys the system.47 Yet another possibility, is that another 
process comes into play which counteracts the positive feedback loop. Peter Senge, they note, 
has identified several such loops in organizational and social life which he calls "systems 
archetypes". He calls theses counteraction loops which act as negative feedback, "Limits to 
Growth" archetypes. Negative feedback "corrects deviations from a normative state". But 
many organizational and societal processes "are too complex to be modelled adequately by 
single positive or negative feedback 100ps".48 


(e)	 Articulating Rules 
McCaughan and Palmer fmd that a good way to get to grips with repetitive patterns of 


behaviour in a group, team or organization is to describe them "in terms of the rules people 
appear to be observing.49 


(t)	 Reframing 
Descriptions of reframing are given earlier. McCaughan and Palmer use Watzlawick's 


defmition of reframing 


To reframe means to change the conceptual or emotional setting or viewpoint in 
relation to which a situation is experienced, and to place it in another frame, 
which fits the "facts" of the same concrete situation equally well or even better, 
and thereby changes its entire meaning.50 


Brief mention is made of a particular form of reframing, positive connotation. This is 
the reframing of behaviour that has been presented as bad in one frame of reference as 
functional in another and therefore in that sense good. So, for example, someone seen to be 
resisting change could be said in an alternative reading to be preventing things moving too 
fast. 51 


(g)	 Intervening and Interventions 
See Section IT:3 above. 


(h)	 Mapping Dilemmas 
A useful technique that McCaughan and Palmer have adapted from Hampden Turner is 


to map dilemmas diagrammatically. They do this on a single quadrant graph in such a way 
that the dilemmas are at right angles rather than in opposition to each other. This enables 
alternative courses of action to be positioned on the graph in relation to the dilemmas. They 
have applied this approach to hypothesizing and found it "powerful and releasing".52 
2. Operational Modes 


As already noted, McCaughan and Palmer do not give a comprehensive account of 
consultancy. But what they do give is an insight into workshops from which they have taken 
much of the case study material in the book on their model. These workshops or courses are 
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designed to introduce partIcIpants to systems practice. Participants have been senior 
managers drawn from health and welfare settings, voluntary care organizations and agencies 
serving families and the probation service. Courses comprise between ten and fifteen 
participants with two tutor-consultants. Four main activities comprise the workshops. 


Activity one, the consultation exercise. The consultation exercise is the core activity. It is 
repeated several times and backed up with explanations of the theory as the exercise proceeds. 
There are five stages in the procedure which are not rigid and are still evolving. 


•	 Presentation and clarification: a participant presents his or her work situation 
whilst the others act as consultants. 


•	 Re-telling: pairs of participant-consultants discuss what they have made of the 
situation and draft a brief "re-telling" that summarizes the picture they have of the 
situation. These are read out to the presenter. 


•	 Questioning: the pairs frame and put two or three questions to the presenter. 
•	 Hypothesizing: participants, having heard all that has been said by other 


participant and tutors, frame their hypotheses and put them to the presenter who is 
invited to respond and to share hislher hypothesis. 


•	 Interventions: pairs of participants make specific proposals to the presenter. 


Activity two, theory sessions in which students are introduced to relevant theories. 


Activity three, other learning methods. These include drawing upon various things from the 
work of Cronen and Pearce and Senge already referred to. Value, for instance, is placed upon 
"playfulness" through for example, role play. 


Activity four, testing what has been learned. Initially the course was in modules. The fITst 
was for five or six days in two or three parts. The second, three months, later. Linear and 
circular methods of evaluation were used in the closing sessions.53 


IV Application: Work Settings to which the Model is Applicable 
[element (c)] 


This model has been effectively applied to work with managers in statutory and 
voluntary health and welfare organizations in Britain. It is also being applied in business, 
education and government organizations, the armed forces, churches and synagogues and 
other types of organizations in many parts of the world.54 (See also Section 1lI: 2 above.) 
The emphasis is upon knowledge of systems rather than knowledge of organizations and 
management. 


V Understanding of the Consultor's Work [element (d)] 
This model is based on the assumption that clients work in and are engaged with human 


organizational systems. Therefore, knowledge of the operation of various processes common 
to purposeful human systems is the essential generic understanding that consultants need to 
have of the work in which consultors are engaged including the praxis implications for 
managers of working systemically. Prior detailed knowledge of the idiosyncratic features of a 
particular kind of work or specific examples of it is not necessary. Sufficient understanding 
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of the given characteristics of the consultor's work is teased out through the use of the 
consultancy process and procedures of STM. 


VI Principles [element (e)] 
The underlying principles of this model relate to a broad based body of knowledge about 


systemic and systems thinking approaches to consultancy. In particular McCaughan and 
Palmer draw upon the work of the Milan Group, Humberto Maturana, Gregory Bateson and 
Peter Senge. 


Recursive systems thinking is the undergirding philosophy and theory of this model as 
well as the methodology. It draws upon a wide range of sources and operates within this 
theoretical framework. This is clearly distinguished from but seen to be complementary to 
psychodynamic systems thinking. In a very helpful fmal chapter of Systems Thinking for 
Harassed Managers, entitled "Theoretical Postscript", five themes are discussed: identity and 
organizational change; paradox; unconscious processes in organizational life; systems 
archetypes; mapping dilemmas.55 The material on "paradox" has already been considered in 
11:3; that on systems archetypes in III:l(d); that on mapping dilemmas in III:l(h); the other 
two are considered in this section. 


1. Identity and Organizational Change 
One aspect of McCaughan and Palmer's underlying theory is that "organizations confer 


an identity on their members and that to the extent that they become attached to these 
identities, they resist organizational changes that threaten them".56 They refer to what Peter 
Marris has called "the conservative impulse" and similar ideas from writers in the Tavistock 
school 57 and argue that "the concept of identity is inherently paradoxical". To clarify this 
they distinguish between a human being as an individual and as a person in the way done by 
the Grubb Institute. Respectively they refer to linear and recursive views of causation. "As 
individual, a human being is a biological entity bounded by a skin, which is separate from 
other beings, and from collectivities like organizations". Human beings are separate 
biologically but not psychologically. They "are constituted as persons by the network of 
relationships and transactions of which they are a part". As persons, it is suggested, "we are 
'excorporated' in all these relations" and "out of our experiences of these relations we 
crystallize a sense of a 'me', which seems to have a an existence of its own, which we identify 
with and protect from change".58 For McCaughan and Palmer these pointers to a view of 
personality impact upon the following critical factors related to organizational change. 


(a) There is a tendency, they claim, for managers to defme their problems 
from their individual point of view which in linear terms do not include 
their own complicity in the problem or the tacit desires that constitute 
their particular circumstances as a problem for them". Consequently they 
have no difficulty with an approach that treats the problem as separate 
from themselves but they can be uncomfortable when the "consultant 
looks not only at what they are pointing at, but also at the person who is 
pointing", that is, at the person who is the problem owner. "Any change 
that takes place requires change in the problem owner".59 


(a) "If a person is constituted by his or her network or relations, that person 
cannot change without others in the network changing toO".60 
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(b)	 Those responsible for reorganization need to "consider how they are, to a 
lesser or greater degree, rejigging the worlds or contexts of meaning, of 
those who are reorgaruzed".61 


(c)	 Some individuals "choose organizations or types of work that provide them 
with a context in which they can continue to engage with conflicts in their 
own psyche. This mayor may not be developmental for the individual and 


.. ,,62
the orgaruzatlOn. 


(d)	 According to Torbert and Fisher, dysfunctional and unjust organizations 
can only be transformed by people committed to radical reflexive processes 
of learning including those which question and challenge their personal 
purposes, principles and paradigms and disturb their sense of identity. But 
few people approach life with this kind of detachment.63 


2. Unconscious Processes in Organizational Life 
The introduction to this consultancy model shows that both McCaughan and Palmer 


came to it from "working with groups and organizations using psychoanalytic concepts based 
upon the premise of a dynamic unconscious" as promoted by the Grubb and Tavistock 
Institutes with their emphasis upon Kleinian concepts and the open systems organizational 
model. They say they have been uncertain how to relate recursive systems thinking (as 
described above) to psychodynamic systems thinking. Both approaches are seen to be 
systemic and this can be confusing.64 


Some recursive systems thinkers, they say, dismiss the value of referring to unconscious 
processes. Both kinds of systems thinking, they claim, make little use of each other's 
concepts. Gregory Bateson was an exception: he saw himself as "extending the elucidation of 
mental processes that Freud began rather than setting up a competing theory',.65 McCaughan 
and Palmer give several pointers to their position which can be summarized as follows. 


•	 They have headed workshop participants off psychoanalytic hypotheses 
because they were introducing them to something different. "Prudent 
consultants", they say, "stick within one discourse once they are using it, 
since the discourses are not ultimately assimilable by one another". 


•	 They believe that to set up recursive and psychodynamic systems thinking 
as competing accounts undermines understanding. "No theory has an 
exclusive claim on the truth because what is said, in language, can never be 
equated with what is". (This resonates with knowledge representations 
being surrogates, cf Chapter Nine.) 


•	 They believe that, as consultants (and managers) need to be as well stocked 
as possible with organizational theories and methods of intervention, 
psychotherapy is a field for learning about the powerful and deep things in 
human beings. 


•	 They consider, therefore, that recursive and psychodynamic systems 
thinking are "best regarded as two distinct languages", howbeit with some 
common terms such as systemic. 


•	 Following Keeney, they work on the assumption that the feedback loop is 
the basic element of behaviour in recursive systems thinking. 


•	 Recursive thinking is a wise approach to organizational affairs because it 
recognises circularity. 


•	 They do not think it is possible for people operating in either systemic 
mode to take a "meta" position as though it were a perspective "from which 
they could speak which was not local and one-eyed. They may speak from 
a position that is different from that of the client, but what they say is 
necessarily shaped by their own conscious or unconscious preconceptions". 


•	 Hypotheses and interpretations "come to us out of the blue, out of the void, 
out of nowhere" after all our hard intellectual and emotional work. If they 
do not come there is nothing we can do, they say, "except have a cup of 
coffee or go for a walk !,,66 


VII A Summary of Key Features of the Model 
Basic elements are modelled diagrammatically in Figure 5:8 on the next page. 
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Three Other Models In Brief
 


Management consultancy and the models associated with it proliferate. That is clear 
from the work of Milan Kubr and his colleague described in Model Two above. In 
Management Consulting Skills: A Practical Guide), Charles Margerison has surveyed and 
summarized the basic ideas of some seventeen leading consultants who have published their 
work and that of the Tavistock Institute and the International Management Centre. Reference 
has already been made to this very useful volume. 


Briefnotes of three models follow. There is no attempt to survey the range of models. 


1,	 Collaborative Enquiry: A Post-modern Approach to 
Organizational Consultation 
Harlene Anderson and Paul Bumey2 have developed what they describe as a post


modem approach to organizational consultation which they call "collaborative enquiry". 
Consultations are collegial egalitarian partnerships in which "consultant and client combine 
expertise to explore their dilemmas and challenges and develop new possibilities". It is not 
possible to describe the model fully here but the following sequence of key quotations from 
the nineteen page article indicate aspects of the underlying philosophy and the praxis of this 
model. 


In its simplest form, postmodernism refers to an ideological critique that departs 
radically from modernist traditions in its questioning of the mono-voice 
modernist discourse as the overarching foundation of literary, political, and 
social thinking... In general the post-modem discourse challenges the singular 
modernist notions of: knowledge as objective and fIxed; the knower and 
knowledge as independent of each other; language as representing truth and 
reality; and human nature as universal! Consequently, the post-modem 
perspective challenges the technical and instrumental nature of consultation and 
the notion of the consultant as the expert on organizational culture. It favours, 
rather, ideas of: the construction of knowledge as social; knowledge as fluid; the 
knower and knowledge as interdependent; and thus knowledge as relational and 
the multiplicity of truths. Said differently, knowledge and language as a vehicle 
for creating knowledge, are the products of social discourse. 


From a post-modem perspective, then, organizational consultation is a linguistic 
event that involves and takes place in a particular kind of conversational process, 
a dialogue. Dialogue, the essence of the process, entails shared inquiry a mutual 
search and co-exploration between client and consultant, as well as among the 
client system members ... Client and consultant, and client system members, 
become conversational partners in the telling, inquiring, interpreting, and 
shaping of the narratives. 


Dialogical conversation involves both internal and external dialogues as people 
talk with themselves and with each other. We contrast dialogical and 
monological conversations. .... The internal dialogue consists of a person's 
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internal unformed, and forming, thoughts and ideas .... Transformation occurs 
within such a collaborative process .... 


As consultants, our aim, expertise, and responsibility is to create a dialogical 
space, ... And to facilitate a dialogical process. 


The most critical aspect of this stance is not-knowing... (which) refers to the 
assumption that we do not know what is best for the other person or how they 
ought to be conducting their business. 


When a consultant assumes this stance, consultation is changed from an 
archaeological, hierarchical, and interventionist relationship between an expert 
and non-expert to a collaborative, egalitarian, and mutual endeavour by people 
with different types of expertise. Client members ... become actively and 
enthusiastically engaged. Consultants become facilitators of the dialogue 
regarding the concerns of the client instead of experts expecting to provide 
solutions. As we become conversational partners with our client, the dialogue 
brings forth new ways of thinking and acting ... 


In this kind of process the consultant is also at risk of changing. In our 
experience, the approach is a philosophical one; the consultant's beliefs and 
biases are not only part of the consultant's professional work, they become a 
way of being in our professional and personal lives. Our approach frees us to 
work in a variety of organizational settings, with individuals and groups, without 
regard to gender, culture, or type of dilemma. Interestingly, we have found that 
... our stance models new and alternative ways for client system members to be 
with each other ... 


A consultation with a corporate client is presented to illustrate the various ways in 
which they facilitated and engaged in conversations of the kind described above with their 
clients, through interviews and small and large group discussion and reflective conversations. 


2. Management Consultancies and the Diffusion of Knowledge 
Anthony Berry and Kate Oakley of the Manchester Business School conducted a survey 


of twenty five of the largest consultancy firms in the UK in relation to three primary 
knowledge tasks of consultancy which they refer to as: 


Knowledge creation by which they mean the development of theory in relation 
to the experienced world;
 


Praxis by which they mean the fusion of theory and action in the continuing
 
experience of working at problems;
 


Knowledge application by which they mean taking forward tractable problems 
with existing theory. 


The limited data showed that this knowledge-based typology "provides a reasonable fit" 
to the differing work of the firms surveyed. They found that "Consultancy practitioners 
viewed themselves as developers of both discourse knowledge (in a minor role) and of 
practical knowledge (in a major role)". Notwithstanding, they conclude that further issues 
and questions need to be researched.3 


3. Macdonald Associates Consultancy (MAC) 
Essentially Macdonald Associates Consultancy is a small business with a small number 


of consultants offering a high quality service. From companies in the UK, Australia and New 
Zealand they also work with a network of other consultants and in association with other 
organisations including the BruneI Institute of Organisation and Social Studies (BlOSS) and 
Empower in the UK, Response Consulting in Australia, and Hilton Barnett Associates in 
South Africa. 


Macdonald Associates is an international consultancy consisting of partners and 
associates who have, for some years now, formed a relationship through a particular way of 
working on very practical projects. Their work is based on a theory of organizational 
behaviour constructed over many years of experience and learning. 


They offer analytical rigour in order to understand and clarify the current situation and 
offer advice on future strategy. Their consultants offer focused, well informed, high level 
analysis. To achieve an organization's aims its people need clarity of purpose and a clear 
understanding of authorities and accountabilities. For this they should be able to answer three 
basic questions at work: What am I meant to do? How well am I doing? What is my future? 


They work by invitation from the leadership of an organization and on a broad 
programme of change starting with a general discussion of the current organisation and what 
it is trying to achieve. Based on analysis, synthesis and continuous feedback and discussion, 
the work can involve strategy, training, restructuring, and review and, possibly, redesign. 


Typically they work with organizations over a number of years staying with them 
through the process and helping to evaluate the effect of the change. 


They see their work as a partnership. Change can occur only if those in the organization 
own the change purpose and process. They respect the authority and accountability of an 
organization's leadership when offering advice and recommendations. In this collaboration 
they assume they will be held accountable for the quality of their advice in the same way that 
the leadership will be held accountable for any changes implemented. 


Purpose 
MAC has a straightforward purpose, which can be realised in relationships with clients 


in many different types of organization. They endeavour to work in all three major fields of 
private business, the public sector, voluntary/charitable organizations, churches and Christian 
organizations. 


Managing Change 
They have a record of and preference for establishing long-term consultancy 


relationships where they can work with a client throughout the change process at a level and 
pace that suits the particular client. The work they undertake, whether training or 
consultancy, is seen as part of an integrated approach to managing change. This approach is 
based on a coherent theoretical foundation and very much tailored to clients' needs. They do 
not come with totally pre-packaged materials but rather a set of ideas and models that have 
been tried and tested over many years, and with a group of skilled, professional consultants. 
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Philosophy 
If organizations are to achieve their purpose as efficiently, safely and cost-effectively as 


possible and to the desired quality, the people in any organization need to be able to give of 
their best. For MAC the notion of meritocracy is key - the right people in the right jobs doing 
the right work. This means that the organization's systems and leadership should support any 
person within the organization in understanding what they are supposed to do, in giving them 
feedback on how they are working and in helping them develop in such a way that their 
capability is used to the full. 


MAC enjoys long-term consultancy relationships with the leadership of organizations 
mainly in the commercial, public and voluntary sectors but also in churches. Organizational 
development entails consistent work over time and they see themselves as partners with the 
leaders in organizations they are assisting, clear at all times that the leaders have executive 
authority for any change they are working on. 


Organizations are made up of people. It is essential to remember that people are people, 
not assets or tools or objects. Thus, whether we are leaders or members of organizations or 
both, we need to be aware of the social process that goes on in any organization - how people 
interact, how they perceive the way they are treated and led, and how they will behave as a 
consequence. Central to MAC's work is helping organizations develop a keen understanding 
of social process amongst the people they affect. 
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PART TWO 


EXAMPLES OF MODES AND
 
MODELS
 


This part distinguishes six modes of consultancy and describes associated 
models using the following standard outline. 


I The story of the model's development 


II Knowledge informing the model, element (a).
 


III Praxis of the model, element (b).
 


IV Application: work settings to which the model is applicable,
 


element (c).
 


V Understanding of the consultor's work, element (d).
 


VI Principles element (e).
 


VII A summary ofkey features of the model.
 


The modes are the: 


• Systemic mode (Chapter Three) 


• Development mode (Chapter Four) 


• Organizational and management mode (Chapter Five) 


• Non-directive approach to work mode (Chapter Six) 


• Psychological process mode (Chapter Seven) 


• Complexity and chaos mode (Chapter Eight) 


The choice of models was clearly restricted to those written up in accessible 
accounts. 
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CHAPTER THREE
 


THE SYSTEMIC MODE AND MODELS
 
This chapter is about a mode of consultancy based upon a systemic understanding of 


human relationships and organizations. So it is about systems, groups of complexly 
interrelated elements, and systemic thinking in consultancy praxis sometimes referred to as 
"systems thinking". Two models are described to illustrate this mode. The fIrst distinguishes 
between two schools of systems thinking and raises fundamental questions about systemic 
consultancy models and therefore, provides useful background to much that follows. The 
second draws heavily on systemic family therapy. 


However, the models in this chapter do not have the monopoly on systemic thinking. I, 
for instance, use it as can be seen in Chapter VI Model 1. But I notice that, amongst others, 
Edgar H. Schein does not use systems thinking (see Chapter V Model 1) and neither does 
Milan Kubr in his monumental work, Management Consulting (see Chapter V Model 2). 
Kubr uses "systems" in a quite different way to describe operational structures such as 
management, planning, control, fmancial and consulting systems. 


Model One: Soft Systems Methodology 
1 


I The Story of the Model's Development 
This approach goes back to the 1970's and comes out of the University of Lancaster, the 


Department of Systems and Information Management. (Gareth Morgan who has contributed 
enormously to new thinking about organizations including considering them as systems, was 
at Lancaster around this time.) When Gwilym Jenkins went to Lancaster in the mid 1960's he 
established a Department of Systems Engineering which took hard systems engineering as a 
declared framework. An action research programme pursued in the Department demonstrated 
that the methodology works on mechanical systems but not on messy human problem 
situations.2 A "soft systems" approach to systems thinking began to emerge. Then, in 
contradistinction to Hard Systems Methodology (HSM), Checkland and Scholes, designed and 
researched Soft Systems Methodology (SSM). 


II Knowledge Informing the Model [element (a)] 
SSM is systemic in two senses: it is a systemic (as well as a systematic) process of 


enquiry; it makes use of "systems models"? Figure 3: 1 is a diagram Checkland and Scholes 
(C and S) use to illustrate the change from HSM to SSM. They refer to diagrams such as 
these which they use extensively as "rich pictures" because they claim "they are a better 
means for recording relationships and connections than is linear prose".4 C and S distinguish 
between: 


- har 9.jstems thinking which assumes the world to be a system, a position 
which they say pretends to knowledge no human being can have; 


- sof systems thinking which chooses to think about the world as if it were 
a system.6 
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1 .{PW is systemic
195Os, 960s. Mcan be systemic 


PWiS?? 
1970s,1980s: { Mcan be systemic 


Figure 3:1: The shift in systemicity between systems engineering and SSM 
7 


They rigorously pursue a soft systems thinking approach which they deploy through 
consultancy procedures outlined below. In doing so they say, "There is no automatic 
assumption that the real world is systemic. If part of the real world is to be a system to be 
engineered, then that is by conscious choice".8 


"Holon" is one of the words suggested by C and S (see in Figure 3:1) as a new word for 
the abstract concept of a whole as an alternative to the use of the word system. C and S think 
its wider use would clarify the whole field of systems thinking and especially if the field 
became known as "holonic thinking" or "thinking with holons".9 They assume methodologies 
can be treated as holons: SSM, they say, is "a cyclic methodology which is itself systemic (we 
would better say, holonic) process, one which within its procedures happens to make use of 
models ofholons".lo 


The various defmitions of what constitutes a system "take as given the notion of a set of 
elements mutually related such that the set constitutes a whole having properties as an entity". 
An associated idea is that "the whole may be able to survive in a changing environment by 
taking control action in response to shocks from its environment".ll 


III Praxis of the Model [element (b)] 
In this section the modus operandi and the operational modes are described along with 


the associated practice theory. 


1. Modus Operandi: how the model works 
S and C express and expound SSM, "an organized version ofdoing purposeful thinking", 


as a seven-stage process or methodology.12 Initially it was seen as a seven-stage problem
solving methodology, but now it is seen as one option in a more general approach to trying to 
tackle coherently the problematic situations in which consultors fmd themselves in 
professional or private life. J3 A diagram they use to express it is reproduced in Figure 3:2. 
The stages have been numbered to clarify the sequence of the stages. 


Figure 3:2: The conventional seven-stage model of SSM 14 


The double horizontal line in the diagram is an important reminder of the differences 
between involvement in the world and reflection upon it and the nature of creative interaction 
between them. It emphasizes the vital distinction between unreflecting involvement in the 
everyday world (the unfolding flux of events and ideas) and conscious thinking about the real 
world. SSM methodology alerts consultants and consultors to movements they make to and 
from one world to the other. 15 And this is so, even though thinking about the real world is a 
real part of the everyday world. 


Effective purposeful activity induces "transformation processes" which transform entity 
inputs to entity outputs. C and S elaborate this point in the following note. 


The error here is to name the input and output as verbs instead of entities. 
Actions do not get transformed into anything; they may lead to conclusions or 
other actions, but 'lead to' is a different concept from 'are transformed into': a 
causal sequence is not the same as a transformation. It is vitally important 
always to express inputs and outputs as entities; the concept of 'transforming' 
demands it. 


An input-output transformation is, on its own, too bald to be modelled richly, 
and root definitions came to be written as sentences elaborating the core 
transformation. Smyth and Checkland (1976) researched historical root 
defmitions [the core purpose of a purposeful activity system] and suggested 
that well-formulated root defmitions should be prepared by consciously 
considering the elements .... [that] make the word CATWOE, and much 
experience has shown this to be a most useful mnemonic. 16 
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The mnemonic is expanded in this way: 


C 'customers': the victims or beneficiaries oftransfonnation (T); 


A 'actors': those who would do T; 


T 'transformation: the conversion of input to output process'; 


W 'weltanschauung': the worldview which makes this T meaningful in context; 


o 'owner(s)': those who could stop T;
 


E 'environmental constraints': elements outside the system taken as given. 17
 


"The core of CATWOE", say C and S, "is the pairing of transfonnation process T and 
the W, the weltanschauung or worldview which makes it meaningful. For any relevant 
purposeful activity there will always be a number of different transfonnations by means of 
which it can be expressed, these deriving from different interpretations of its purpose" .18 


Soft Systems Methodology in Action is an exciting read because it is the inner story of 
more than a decade of the evolution of a living consultancy system punctuated by moments of 
profound insight and disclosure: at one point C and S speak of the scales falling from their 
eyes. It is a fonn of consultancy praxis which is a medium of life and energy through the 
commitment of its inventors and practitioners to cycling between theory and practicel9 and to 
research and reflection in action and beyond it. C and S put it this way: 


The book is written in the belief that neither theory nor practice should 
dominate the other. This is a cogent issue for the systems movement, which is 
a field very prone to rather vapid theorizing of a broadly holistic kind. Theory 
which is not tested out in practice is sterile. Equally, practice which is not 
reflective about the ideas upon which it is based will abandon the chance to 
learn its way steadily to better ways of taking action. Thus, theory must be 
tested out in practice; and practice is the best source of theory. In the best 
possible situation the two create each other in a cyclic process in which neither 
is dominant but each is the source of the other. This book recounts some 
experiences of trying to move round that cycle, and it is written out of a 
number of experiences in organizations of different kinds, in both public and 


• 20pnvate sectors. 


So SSM, a dynamic fonn of praxis, is alive. It gains new life through its effective 
application to consultors and their situations. Consequently the understanding and use of it is 
ever changing. Following through the emergence of new insights from their embryonic to 
mature expressions is fascinating. 


2. Operational Modes 
Collaboration between people in the problem situation and outsiders equipped with SSM 


has generally proved to be the best way ofpractising this fonn of consultancy. Together, they 
say, in relation to a particular consultation, a "joint insider-outsider problem solving team 
tackle a messy problem situation"? I As would be expected the collaboration took on different 
forms. In one project, the Infonnation and Library Service in the ICI Organics Division 
Board, the director required that the study was carried out internally through three managers, 
who initially knew nothing of SSM, with the enabling help of the Lancaster Staff, Checkland 
and Scholes and colleagues. They said that they did not want to be "Lancastrated".22 Initially 
the Lancaster staff was apprehensive about this arrangement but it led them to be more aware 
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of the process of using SSM and eventually led to an extended project with the Shell Group 
which was "orchestrated by two Shell Managers, with Checkland as an outside adviser but .... 
carried out by a large number of Shell Managers,,?3 However, most of the work was done 
through outsider and insider teams collaborating. 


The outside Lancastrian teams operated through working with and alongside clients (the 
people who commissioned the consultancy project or study), client teams and appointed 
members of their organization or workforce. Amongst other things this involved meetings, 
workshops and presentations. It also involved extensive interviewing which enabled them to 
understand, conceptualize and model situations particularly through rich pictures. 
Illustrations of these pictures have already been given but a typical example from the studies 
is presented in Figure 3:3. (The original was hand written.) Some of these models were 
deceptively simple, more so than acquiring the experience which gave them the confidence in 
their relevance and usability!24 These rich pictures were higWy effective in making 
presentations which stimulated and helped people to get a better conceptual grasp on their 
situations and work at the implications ofwhat they saw. 


In the frrst sequence of projects Checkland and Scholes worked together as outside 
consultants on special "studies" in industry, the National Health Service and the Civil Service. 
Subsequently, Scholes became a manager in a major computer supplier, ICL, the UK's largest 
computer company. This led to new thinking about SSM and led C and S to see that: 


SSM is not always used as the methodology for a special study somewhat 
outside the normal run of day-to-day managerial work; it is used also as a 
managerial aid by a manager going about his normal work.25 


A further insight led them to differentiate between the external and internal uses of SSM. 
Scholes observed that a postgraduate student "was using SSM more as an internalized set of 
guidelines which helped the attack on a complex ofproblems". Commenting on this C and S say: 


Perhaps we are saying here no more than that the apprentice has to go through a 
process in which a craft skill is absorbed and internalized before it can be truly 
exercised. The schoolboy batsman learning the craft of cricket thinks 
consciously about getting his left foot to the pitch of a good length ball, keeping 
his left elbow up and swinging his bat through a vertical arc. Only when he has 
stopped thinking consciously about these things and has converted them into 
what Polanyi calls 'tacit knowledge' can he begin to be a real batsman?6 


Further reflection led C and S to the following observation: 


During the [second] sequence of systems studies ... the authors gradually 
became increasingly aware that SSM does not have to be thought of 
exclusively as a way of doing special projects, although it is perfectly 
serviceable in that cause. They became aware that as a result of having 
absorbed SSM to the extent that it had become tacit knowledge, they were 
using it flexibly, at several different levels, and on many different timescales, 
from an hour or two ... to several months. 


Pushing this train of thought to extremes, it is clear that the least formal, least 
public, meta-level use of SSM would be to use it inside one's head as a taken
as-given thinking mode. The authors 'found themselves' using it in this way 
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Figure 3:3: An Example of Rich Picture Modelling in the "Studies":
27


Picturing the Context of the ICL Way Programme 


many times during the studies in ICL. But such uses are by defInition private, 
not public, and hence are not subject to any kind of scrutiny or testing by 
others. Such uses only become examinable when they at least produce some 


'bl 28tang. e outputs... 


Further important distinctions in the use of SSM are made in an overall reflective piece 
on the ten studies in which they identify two modes. 


Mode 1: mentally starting from SSM and using it to structure what is done i.e. 
a formal stage-by-stage application of the methodology. This they call an 
intervention mode. 


Mode 2: mentally starting from what is to be done and mapping it on to SSM 
Making sense of it through SSM i.e. the internal mental use of it as a thinking 
mode. This they call an interaction mode,z9 


Both modes, they say, are '''ideal t;;pes' in terms of which SSM use may be described, rather 
than descriptions of actual uses". 0 Reviewing the studies they assess that two are "near 
Model", four are "mixed" and four are "near Mode 2" (including those in which Scholes was 
an ICL manager).3l 


IV Application: Work Settings to which the Model is Applicable 
[element (c)l 
SSM evolved fIrst from work in industrial companies and then from work in other 


organizations.32 C and S give three reasons for this: the original group was a Department of 
Systems Engineering; industrial companies were receptive to the ideas; industrial companies 
for all their complexity are much simpler than a local authority or a Civil Service Department 
in relation, for instance, to measuring performance.33 


C and S demonstrate the applicability of the SSM methodology through the ten selected 
"studies". (To all intents and purposes studies are what are commonly referred to as 
consultancies or consultancy commissions or projects. C and S use consultancy terminology 
but only sparingly. Studies are what others would describe as "case studies" or "case 
histories".) These studies, described in considerable detail and thoroughly evaluated by C and 
S, demonstrate conclusively that the methodology works in three very different work 
domains: industry, the National Health Service and the Civil Service.34 They concluded that 
"there is no methodological (their italics) differences between using SSM in industry and in 
the NHS".35 A later statement would suggest that this is also true of the Whitehall project but 
in relation to this they say that "aspects of the study beyond the application of the 
methodology .... required more attention than was usually the case in Industry".36 More 
sophisticated attention, they say, had to be paid "to the process of using SSM' (a~ain their 
italics), in the public sector because of the complexity of the problem situations.3 All this 
indicates that its use in the voluntary and religious sectors would have to be researched as it 
was in the others. 


38 39 







V Understanding of the Consultor's Work [element (d)] 
Using the SSM methodology generates an in depth understandings of consultors' work 


situations which enable consultants to provide situationally related consultancy help. 
"Studies" are conducted either by using SSM to structure what is done (the "intervention" 
mode) or/and to interpret what is done (an "interactive" mode). Prior understa~ding of 
specific work situations is not therefore required. Basically, . howe.ver, two thin~s ~e 
required: understanding of systems and holons and the ways m WhIC~ th~y functIOn ~ 
consultors' work situations and settings; commitment to assiduous reflectIve mvolvement m 
consultors' everyday working worlds. 


VI Principles [element (e)] 
In 1990, having described and analysed ten large consultancy projects and progr~es 


in Soft Systems Methodology In Action, C & S re-formulated their understanding of ~SM ill a 
profound reflective piece. They set out their fmdings in a five-point statement and m a table 
which they claim defmes SSM sufficiently for its use to be discuss~d coherently?8 .1?e 
statement and table are reproduced in Displays 3: 1 and 3:2. These dIsplays are tantahzmg 
intimations of further developments. One relates to the possibility of SSM being used in a 
post-modem activity of constructing interpretations of the world which have no absolute or 
universal statuS.39 Another states that "SSM was increasingly perceived not only as 'a way to 
do studies' but as 'a way to think about complexity",.40 (cf "The Complexity and Chaos 
Mode and Models", Chapter VIII.) 


What follows is an account of the new Constitutive Rules of SSM based upon all the experiences which 
underlie the writing of this book [Soft Systems Methodology In Action]. They are written in the fonn of 
an account of the family resemblances which characterize the whole spectrum of SSM use. 


I.	 SSM is a structured way of thinking which focuses on some real-world situation perceived as
 
problematical. The aim is always to bring about what will be seen as improvements in the
 
situation, and this is true whether or not the work done is part of nonnal day-to-day managerial
 
work (defining 'managerial' in the broad sense of managing anything) or a special highlighted
 
study.
 


2.	 SSM's structured thinking is based on systems ideas, and its whole process has yielded an
 
explicit epistemology. Any account of work which lays claim to being SSM-based must be
 
expressible in terms of that epistemology whether or not SSM language was used as the work
 
was done. The epistemology is summarized in.... [Display 3:2.]. ('Expressible in terms of'
 
does not mean that the whole process has to be followed each time SSM is used. But whatever
 
gets done must be describable using the language of... [Display 3:2] regardless of the scope of
 
it.)
 


3.	 The full claim of "SSM was used" (implying some version of the approach as a whole) ought to
 
refer only to instances in which the following guidelines were followed.
 


(a)	 There is no automatic assumption that the real world is systemic. If part of the real 
world is taken to be a system to be engineered, then that is by conscious choice. 


(b)	 Careful distinction is made between unreflecting involvement in the everyday world 
(the unfolding flux of events and ideas) and conscious systems thinking about the real 
world. The SSM user is always conscious of moving from one world to the other, and 
will do so many times in using the approach. 


(c)	 In the systems thinking phases, holons are constructed. (These will usually take the 
fonn of purposeful 'human activity systems' which embody the four basic ideas: 
emergent properties, layered structure, processes of communication and control.) 


(d)	 The holons are used to enquire into, or interrogate the real world in order to articulate a 
dialogue, discourse or debate aimed at defming changes deemed desirable and feasible. 


4.	 Since SSM can be used in many different ways in different situations, and will in any case be
 
interpreted somewhat differently by each user, any potential use of it ought to be characterized
 
by conscious thought about how to adapt it to a particular situation.
 


5.	 Finally, and again because SSM is methodology, not technique, every use of it will potentially
 
yield methodological lessons in addition to those about the situation of concern. The
 
methodological lessons may be about SSM's framework of ideas, or its processes, or the way it
 
was used, or all of these. The potential lessons will always be there, awaiting extraction by
 
conscious reflection on the experience ofuse.
 


Display 3:1: New Constitutive Rules of SSM, c 1990 41 
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Soft Systems Methodology 


Real World	 The unfolding interacting flux of events and ideas experienced as everyday 
life. 


Systems thinking world	 The world in which conscious reflection on the 'real world' using systems 
ideas takes place. 


Problem situation	 A real-world situation in which there is a sense ofunease, a feeling that 
things could be better than they are, or some perceived problem requiring 
attention. 


Analyses One,	 Analysis One: examination of the intervention or interaction in terms 
Two, TIrree	 of the roles; 'client' (caused the study to take place), 'problem solver' 


(undertakes the enquiry) and 'problem owner' (plausible roles from which 
the situation can be viewed, chosen by the 'problem solver'). 


Analysis Two: examination of the social (cultural) characteristics of the 
problem situation via interacting roles (social positions), norms (expected 
behaviour in roles) and values (by which role-holders are judged). 


Analysis Three: examination of the power-related (political) aspects of the 
problem situation via elucidation of the 'commodities' ofpower in the 
situation. 


Rich pictures	 PictoriaVdiagrammatic representations of the situation's entities (structures), 
processes, relationships and issues. 


Root definitions	 Concise verbal definitions expressing the nature of purposeful activity 
systems regarded as relevant to exploring the problem situation. A full RD 
would take the form: do Xby Y in order to achieve Z. 


CATWOE	 Elements considered in formulating root definitions. the core is expressed in 
T (transformation of some entity into a changed form of that entity) 
according to a declared Weltanschauung, W.C. (customers): victims or 
beneficiaries of T. A (actors); those who carry out the activities. 0 (owner): 
the person or group who could abolish the system. E (the environmental 
constraints which the system takes as given). 


The 5Es	 Criteria by which T would be judged: Efficacy (does the means work?); 
Efficiency (are minimum resources used?); Effectiveness (does the T help 
the attainment of longer term goals related to O's expectations?); Ethicality 
(is T a moral thing to do?); Elegance (is T aesthetically pleasing?). 


Conceptual model	 The structured set of activities necessary to realize the root definition and 
CATWOE, consisting of an operational subsystem and a monitoring and 
control subsystem based on the Es. 


Comparison	 Setting the conceptual models against the perceived real world in order to 
generate debate about perceptions of it and changes to it which would be 
regarded as beneficial. 


Desirable and Possible changes which are (systemically) desirable on the basis of 
the feasible changes learned relevance ofthe relevant systems, and (culturally) feasible for the 


people in the situation at this time. 


Action	 Real-world action (as opposed to activity in conceptual models) to improve 
the problem situation as a result of operation of the learning cycle for which 
this epistemology provides a language. 


Display 3:2: SSM's Epistemology: the language through which its process 
makes sense 42 


SSM emerges as a flexible, evolving methodology to be used by inside and outside 
consultants, formally and/or informally as an internal and/or external facilitating structure. 
All this emerged through "more sophisticated attention being paid to the process of using 
SSM,.43 The description of the model indicates the bodies oflrnowledge upon which it draws. 
In summary form they are: hard and soft systems theory, analysis and methodology; holonic 
thinking; information systems and theory; reflective praxis; management science. 


VII A Summary of Key Features of the Model 
Basic elements of SSM are modelled in Figure 3:4 using the diagrammatic design to 


modelling consultancy praxis described in Chapter Two. 


This model does not operate from a 
prior understanding of the nature 
of the worle 'Studies' are conducted 
either by using SSM 10 structure what 
is done (on 'intervention' mode) or/and to 
interpret what is done (on 'interactive' mode)


• 
understa~din!l Of 
conSUltor s WDrk


•	 holonic
 
thinking
 


•	 hard & soft
 
systems theory
 
analysis &
 -.	 industry
methodology L:Soft systems 


•	 civil service
•	 information ••••1- knowledge methodology praxis - application· • 


• NHS 
systems and model:J •	 organizational
theory • • management 


•	 reflective :
 
praxis
 


•	 management principles
 
science
 


•.. 
•	 soft systems methodology:•	 promoting reflection 


- seven-stageson 'real world' through 
-CATWOE'systems thinking world' 
- 5E's: efficacy,without assuming real 


efficiency, effectiveness,world systemic 
ethicality, elegance 


which facilitate systemic•	 real world action is possible 
and systematic approacheswhich promotes purposeful 


constructive change 
•	 use of 'rich pictures'through \eaming cycles 


•	 thinking with holons•	 continuous differentiation 
between 'real world' and 
systems thinking about it 


•	 validity of expenence and 
wisdom-based knowledge 


Figure 3:4: A Diagrammatic Representation of Fundamentals of the SSM Model 
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Model Two: Systems Consultation and
 
Systemic Family Therapy
 


I The Story of the Model's Development 
This section is about a particular form of systemic consultancy developed in America 


described in a book edited by Lyman C Wynne, Susan H McDaniel and Timothy T Weber 
entitled Systems Consultation: A New Perspective jor Family Therapy.' (The fIrst 
editor'sname is used when referring to this book.) "Systems Consultation", a generic term, is 
used in the USA to describe forms of consultancy which draw upon the principles and 
practices of systemic family therapy. 


Systems Consultation (SC) was developed during the same period that SSM evolved but 
it differs from it signifIcantly. It is one of the systemic models that emerged as therapists 
began to discern with some excitement the relevance of their systemic praxis fIrst to the 
institutional systems in which they and their patients were variously engaged and involved 
and then to organizations and businesses generally. Consequently, roots of Systems 
Consultation are in "systemic family therapy" and not least in the work of "The Milan 
Model" which Professor Mara Palazzoli played a key role in developing. 


Palazzoli has been described as "the doyenne and diva of the international family therapy 
world"? She pioneered the development of systemic family therapy in the late 1960's from 
her base in the centre for Family Studies in Milan. She was influenced by Gregory Bateson.3 


By 1974 the systemic approach was a core element in their clinical practice and research. 
Palazzoli was a doctor, a psychoanalyst, a systemic family therapist and a worldwide 
authority on family systems and family therapy. Then, in 1972, she convened a group of 
educational psychologists to study behaviour in large organizations, businesses and 
institutions and the application to them of what she was learning from systemic family 
therapy. Systemic family therapy had moved into systemic consultancy to organizations and 
businesses. Some of the work which followed is described and analysed in The Hidden 
Games ojOrganizations.4 


Undoubtedly, Palazzoli and her team have had a profound and widespread influence on 
many different forms of consultancy. She has influenced several of the models described in 
this book including the form of consultancy I practice.5 In the UK pioneering work has been 
done in developing systemic consultancy and promoting systemic management by Peter Lang 
and Martin Little who formed the Kensington Consultation Centre now known as the KCC 
Foundation.6 Initially they drew heavily on the work of PalazzoIi and Maturana. 


II Knowledge Informing the Model [element (a)] 


1. Milan's Systemic Family Therapy Praxis 
Systemic family therapy praxis is a primary source to Systems Consultation. Palazzoli 


and her colleagues established three principles that they "considered indispensable to 
interviewing the family correctly".7 These principles - or approaches and methods - derive 
from using their understanding of systems theory to treat families systemically. They are key 
to their praxis and to the use of their model in organizations. 


Hypothesizing Hypotheses are hunches, ideas or theories, stated clearly and adopted 
tentatively, which account for the available information and which serve as starting points and 
guides for further exploration in analysis and design. Palazzoli says of their understanding 
and use ofhypotheses: 


By hypothesizing we refer to the formulation by the therapist ofan hypothesis based 
upon the information he (sic) possesses regarding the family he is interviewing. The 
hypothesis establishes a starting point for his investigation as well as his verifIcation 
of the validity of this hypothesis based upon specifIc methods and skills. If the 
hypothesis is proven false, the therapist must form a second hypothesis based upon 
the information gathered during the testing ofthe frrst.8 


All this is true of hypotheses and hypothesizing in general but in systemic family therapy 
the hypotheses must be systemic: they must, therefore, "include all components of the family 
and must furnish us with a supposition concerning the total relational function"g Such 
hypotheses relate to human socio-religious systems and the functional, structural and affective 
relationships between their members and parts. 1O An extract from a session which illustrates 
this is reproduced in Display 3:3. 


We must keep in mind that a family therapy session always begins with the therapist possessing a 
certain amount of information concerning the family. In our practice at the Milan Family Center (sic) we 
have at our disposition, even before the first session, certain standard data recorded during the initial 
contact with either the family or referring doctor·, Even in contexts different from ours, the therapist will 
always have a modicum of information on which to base an initial hypothesis, Let us consider an 
example. 


A short time ago, we were invited by an institute specializing in family therapy to give a live 
demonstration of our style of work with families. Our first session was with a small family of two 
members, a divorced mother of 37 years and her 13 year old son. The information registered at the time 
of the family's initial contact with the institute was sparse. The mother had called several months before 
on the eve of the summer holidays requesting a consultation concerning her son, who, in her words, was 
difficult to control, rebellious, rude, and prone to delinquent behaviour (he had stolen change from her 
purse). On the basis of this little information, our team formulated an hypothesis during our standard 
presession discussion: the behaviour of the boy could be a way of trying to get the father to come back to 
the family. Conforming to this hypothesis, we decided to spend little time listening to the mother's 
complaints of the boy's misbehaviour and instead to focus our questions on their relationship with the 
absent father. During the interview, this hypothesis was rapidly disproved but we were able to fonnulate 
a second hypothesis. The mother was an attractive and charming woman, and, perhaps after all those 
years of maternal dedication, she had met "another man", and perhaps her son was jealous and angry and 
was showing it through his misbehaviour. 


Our second hypothesis hit the target. For the past few months, the mother had been dating a "friend". 
While she was telling us this, the boy, quiet until that point, began to get restless and seemed on the verge 
of crying. When questioned, he said, "Mom isn't the same with me anymore - she's all wrapped up in 
herself- she really doesn't listen to me like she used to ..." While her son gave vent to his grief, the mother 
remained silent and appeared confused and somewhat guilty. The therapeutic conclusion to this session 
was by now clear to us, pointed out by the behaviour of both mother and son. Both of them had growing 
pains to deal with and should expect to suffer in the near future. They needed time to accept the prospect 
of separation without feeling abandoned or guilty. 


This example demonstrates how the two hypotheses fonnulated by the therapists and the questions 
asked in order to verify them led to the information essential for a choice of a therapeutic intervention. 
* Name, age, profession and scholastic degrees of father, mother, and children in order of birthdates; date of marriage 
of parents; other members of family living with the above; problem; referring doctor; name of person making contact 
with the Centre. 


Display 3:3: Example of the Use ofSystemic Hypotheses in a Family Therapy Session 1\ 
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Two systemic hypotheses I formulated about two consultors' situations give a briefer 
example and demonstrate the application of the method to organizations: 


The movement from strong central control to shared control and openness in 
the diocese has disturbed its stability and made it volatile: it is essential to 
identify just what needs to be done to generate the homeostasis (or 
equilibrium) the system now needs. 


The diocesan system is not working as well as it might do because key figures 
are not able to work to both the parochial and diocesan systems; they focus on 
one or the other but not on both. I 


These examples show that such hypotheses are about multiple and systemic causation 
rather than linear causation.13 


C· I . 14lreu anty 
Circularity, as defmed and practised by Palazzoli and her colleagues, is a method for 


exploring the way in which members of a family behave towards each other an~ interrela~e. 
Feedback from family members is used to solicit information about the systemIcs of farmly 
life. An example illustrates. It is from a conversation between a therapist and a child 
concerning the paternal parents who live with the family. 


Son: We live together with my grandparents and they're real naggers. 


Therapist: What do they do that makes them naggers? 


Son: They keep interfering with our parents, telling them what to do with us 


Therapist: Who interferes the most, your grandfather or your grandmother? 


Son: Grandpa. 


Therapist: Whom does he interfere with the most, your mother or your father? 


Son: With my father. 


Therapist: And who gets bugged the most when your grandfather 
interferes, your father or your mother? 


Son: Oh, Mom of course! She wants Dad to tell him off... 15 


Brief as this extract is, it shows how the therapist gradually teased out the dynamics of 
the systemic interaction between members of the family, howbeit from the perspective of one 
member. Had other members been present, as they often would be, the son's perspective 
could have been checked out and other perspectives teased out in a similar way. Commenting 
on circularity Palazzoli says: 


Every member of the family is invited to tell us how he (sic) sees the 
relationship between two other members of the family. Here we are dealing 
with the investigation of a dyadic relationship as it is seen by a third person. 
One will readily agree that it is far more fruitful, in that it is effective in 
overcoming resistance, to ask a son, "Tell us how you see the relationship 
between your sister and your mother", than to ask the mother directly about her 
relationship with her daughter. What is perhaps less obvious is the extreme 


efficiency of this technique in initiating a vortex of responses in the family that 
greatly illuminate the various triadic relationships. In fact, by formally inviting 
one member of the family to metacommunicate about the relationship of two 
others, in their presence, we are not only breaking one of the ubiquitous rules of 
dysfunctional families, but we are also conforming to the first axiom of the 
pragmatics of human communication. In a situation of interaction, the various 
participants, try as they might, carmot avoid communicating.16 


Amongst other things the method involves soliciting information in terms of "specific 
interaction behaviour in specific circumstance (and not in terms of feelings or 
interpretations)" and it is about "change in the relationship (or better in behaviour indicative 
of change in the relationship) before and after a precise event (diachronic investigation)".17 


Neutrality 


For PalazzoIi neutrality is the effect that therapists' behaviour needs to have during 
sessions upon family members; it is not their disposition. She explains this effect in this way: 


Let us imagine that when one of our team members has terminated his interview 
with the family ... an interviewer approaches the family and asks the various 
members their impressions of the therapist ... the various members of the family 
will have plenty to say about the personality of the therapist (his possession or 
lack of intelligence, human warmth, agreeability, style, etc.) However, if they 
are asked to state whom he had supported or sided with or what judgement he 
had made concerning one or another individual or his respective behavior (sic) 
or of the entire family, they should remain puzzled and uncertain. 


In fact, as long as the therapist invites one member to comment upon the 
relationship of two other members, he appears at that time to be allied to that 
person. However, this alliance shifts the moment he asks another family 
member and yet another to do the same. The end result of the successive 
alliances is that the therapist is allied with everyone and no one at the same 
time ... 


In fact, it is our belief that the therapist can be effective only to the extent that he 
is able to obtain and maintain a different level (metaleve/) from that of the 
~ '1lamI y. 18 


[There is a discussion of meta position below. Essentially the word is used to indicate the 
detachment and distance which enables consultants (and consultors) to think about things 
from an independent perspective, to overview things, to rise above or to transcend the 
existential realities as experienced by the consultor.] 


2. Systems Consultation (SC) Concept 
Wynne and his colleagues ''use the concept of 'systems consultation' to refer to the 


application of systems concepts and principles in consultations not only with families but also 
with other systems such as medical programs (sic), the courts and community networks".19 
As becomes clear below, the application is much wider than this. In fact SC is an approach 
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and methodology which enables people to use systems theory to think systemically about 
purposeful endeavour carried out in and through a wide range of organizational systems. 


A defmition of a system is "any organized collection of parts united by prescribed 
interactions and designed for the accomplishment of specific goals or general purposes".20 
Another is, "a system is an organized whole made up of interdependent elements that can be 
defmed only with reference to each other and in terms of their position in the whole". 21 


Family therapists, says Wynne, "have embraced systems theory enthusiastically and 
often uncritically ... [they] have taken as axiomatic the principle that the family unit is a 
system that is more than its individual members".22 (Italics are mine.) An identified danger is 
"that 'system' means the family and little or nothing more".23 Whereas, a distinctive feature 
of systems consultation is that the consultant explicitly attempts to consider the multiple 
contexts or systems of the presenting problem,,?4 Edwin H Friedman, demonstrates this 
through successfully applying family systems theory to "religious work systems" (see below). 
He bases his systems theory praxis on five interrelated concepts: the identified patient; 
homeostasis (balance); differentiation of self; the extended family field; emotional triangles 
(or triangular sub-systems)?5 A further factor he notes in a piece of systems thinking is, the 
importance of focussing on "systemic process issues" as well as on content.26 


Therefore, SC treats socio-religious entities with which they are working as systems 
"which consultants join for a brief period of time"... and "remain meta to the system so that 
the consultee retains primary responsibility for decision making and for any change that may 
occur".27 It is possibly more accurate to say that SC operates through the interaction between 
two groups of systems, that of the client and that of the consultant. Be this as it may, the 
significant point is that SC treats clients in their socio-religious work entities and consultants 
in their teams, procedures and methodologies as systems. Distinctions made by Checkland 
and Scholes between "hard systems thinking "and "soft systems thinking" (cf Mode 1, Model 
1) are not made by Wynne and his co-writers. 


Consultation is used "to denote the process in which a consultee seeks assistance from a 
consultant in order to identify or classify a concern or problem and to consider the options 
open for problem resolution".28 But in SC the problem does not necessarily result from 
consultees being sick nor indicate that they are sick. It is about normal healthy practitioners 
seeking help with problems that they could be expected to encounter. 


3. From Systemic Family Therapy to Systems Consultation: Some Critical 
Issues 


Many of the same principles govern both the practice of family therapy and consultation. 
This could mask critical differences and deflect practitioners from a critical question, "Can 
systems theory as used byfamily therapist be applied directly as a modelfor consultation? ,,29 


Several practitioners who have contributed studies to Systems Consultation say that it can. 
Friedman, already mentioned, is one of these. Others think systems theory alone is not an 
adequate model for consultation.30 Some of these, for instance, combine a family systems 
model with an organizational development/group relations mode1.31 Borwick is one of those 
who takes this stance especially in relation to consulting to business organizations. He claims 
that: "Family therapists who consult to business must take up the role of organizational 
consultants rather than function as family therapists who happen to be working with business 
organizations".32 Borwick believes that consultants must "drop the role of therapist and the 


mental map of the family territory" and educate themselves about the business context: 
"pr~c~icing (sic) cons~ltants ~ill fmd", he claims, "that the technique presently employed for 
faIDlhes cannot be slffiply hfted from one system and implanted in another".3 Wynne 
concludes the discussion on these differences in this way. 


In su~ary, systems theory provides a broad generalized framework for family 
therapIsts who work as consultants, but there are many variations in the details 
ofhow the theory is applied in relation to differing goals and diverse contexts.34 


Broadly speaking the similarities are that both practise a slstems theory approach which 
can be used to conceptualize therapy and consultation work 3 and undertake brief problem 


36centred commissions. Basically, it seems the differences relate to the distinctions between a 
medical "-,odel, family therapy, and an inter-professional consultancy service model, systems 
consultatIon. I have set out these differences identified and described by Wynne in Display 
3:4. on the next page. 


Reflecting on Display 3:4 it seems to me that it presents an ideal model of "consultation" 
but a somewhat dated model of "family therapy". Thus the comparison is distorted because it 
does not contrast like with like. Increasingly, therapists in particular and medics in general, 
would fmd some of the points at variance with their practice and therefore possibly offensive. 
As I understand it, in medical praxis emphasis is increasingly placed upon: dialogue; the 
mutual sharing by doctors and patients of critical information; patients/clients actively 
inv~lved as .partners with ~~c~~rs/therapists in their healing processes; patients taking 
senously therr own responSlbdltIes for themselves, their bodies, healing and well-being. 
Nonetheless, by polarising the differences, and possibly parodying them, the points made 
indicate how the models could differ in theory and practice and what could be involved in 
making the transition in either direction. Also, the display shows that using the concepts and 
methodologies of systemics in consultations and family therapy involves different approaches, 
attitudes and relationships. 
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Family Therapy 


A therapeutic/medical model oriented 
to "healing pathology". 


Focusses on patients and their malfunctioning. 


Tends to downplay capabilities for self 
direction and autonomy of ''patient'', 
"client" subtly 


Therapist takes direct and primary 
responsibility for facilitating change. 


Patients, having accepted possibility of 
illness, are expected to allow 
infringement of customary privacy to 
facilitate diagnosis and treatment. 
Therapist expected to act in a 
trustworthy manner, to accept 
care-taking responsibility, without time 
limits, and to provide therapy aid with 
resolution of problem. 


Acknowledged pressure to accept 
interpretation or limit setting or 
directives in order for therapy to be effective. 


(Notion of transference in therapy 
implies a quasi-coercive pressure to 
carry out therapist's expectations.) 


Implies a helper-helpee (or? helpless) 
relationship. 


Educational component less explicit 
although generally unacknowledged 
educational component in all 
psychotherapy even though primary 
aim is to modify a form of 
beheaviour/disorder. 


Consultation 


An inter-professional developmental 
model. 


Focusses on consultors and their functioning 
in their work and on their work, its 
opportunities and problems. 


Builds on healthy resources and competences. 


Self-direction and autonomy of clients 
are fundamentals of consultation. 


Consultee, not consultants, retains explicit 
responsibility for change and consultant 
remains meta to consultee system. 


Focusses upon consultees' concerns 
and hislher role is time limited. 


Consultee is understood to be free to 
accept or reject consultative advice. 
Consultant is basically adviser to consultee. 


General absence of transference. 


A relationship of colleagues is usually 
sought or expected between consultant 
and consultee. 


Educational component more explicit. 
Thus can more readily and explicitly be 
oriented to health and assets than can 
therapy which by definition is oriented 
to "healing pathology". 


Display 3:4: Some Significant Differences Between Family Therapy and Consultation 
Identified by Wynne, Mc Daniel and Weber and Charted by the Author 37 


III Praxis of the Model [element (b)] 


1. Modus Operandi 
"Consultation" is used "to denote the process in which a consultee seeks assistance from 


a consultant in order to identify or clarify a concern or problem and to consider the options 
available for problem resolution".38 It has three primary components: consultees, people 
seeking help with work problems; the consultee's concern; the consultant. Wynne 
advocates "seven processes of consultation": 


(a) exploring the possibility of consultation; 


(b) contracting; 


(c) connecting (i.e. determining who the key members of the 
consultation are and how they will be involved and giving the 
consultation context); 


(d) assessing (situation, approach and methods); 


(e) implementing; 


(f) evaluating; 


(f) leaving. 


An extensive list of questions flesh out the content of these processes and indicate how 
40to promote and pursue them . Wynne prefers the term processes to stages "in order to 


highlight their fluidity and overlap. 'Stages'connotes a fixed progression from one step to the 
next, whereas 'process' more accurately describes how these steps intertwine... For example, 
during the connecting process, the consultant is also assessing the structure of the 
organization".41 (This is supplemented by a section on "techniques of consultation" and a 
section on "losing your way" as a consultant".42) 


These processes are the overall structure within and through which systems theory and 
thinking can be applied and pursued. 


Two overriding features of the consultant's role are noted. The fIrst is the need for a 
map. Consultants are likened to hikers in uncharted terrain who need a conceptual map which 
indicates the limits of the consultant's professional domain. They do not propose 


a specific map for consultation, that is, a fixed set of directions as to how to 
proceed, what turns to make, or how far to go down the path before changing 
course. That kind of map fixes a consultant on a too narrow, preconceived route 
that impairs recognition of the unique contours and alternative pathways in the 
terrain of a specific consultation. Consultants who are focussed on their own 
agenda rather than on the unique problems and needs of the consultee's territory 


'1 43are on a pen ous course. 


Secondly, consultants need to take a "comprehensive meta view" or position throughout 
consultations. Meta is used to indicate the position consultants need to be in if they are to be 
most effective. Negatively, as I understand it, by taking a meta view or position consultants 
avoid taking responsibility from consultors for decisions or action; they do not take 
consultor's parts or roles. Positively it defmes a view or position which enable consultants to 
enter into close critical and creative engagement with the consultor and their situation and 
systems and at the same time to have the detachment and distance which enables them to 
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think about things from an independent perspective, to overview things, to rise above or to 
transcend the existential realities as experienced by the consultor. This distinctive feature of 
systems consultation means that consultants "explicitly attempt to consider the multiple 
contexts or systems of the presenting problem".44 The practice of circularity discussed earlier, 
for instance, helps consultants to get into a meta position and for consultors to see that they 
are operating from a meta view. 


Consultants exercise a multiplicity of roles in systems consultations to people in their work 
domains. These roles are illustrated through the extensive case studies. Consultants variously 


act as: 


broker or "triage" person i.e. consultors with information about relevant • . . 45 
expenence or servIces; 


• 46convenor; 


•	 educator; 
47 


•	 evaluator;48 


• 49facilitator.



Six advantages ofCS are claimed by Wynne, McDaniel and Weber. They are:
 


(a)	 the nature of the problem is not prejudged; 


(b)	 consultants (and, I would add, consultors) can advantageously take a 
meta position from which systemic relationships and patterns can be 
assessed; 


(c)	 CS facilitates the reframing of problems; 


(d)	 CS can readily emphasize health, strengths and positive resources; 


(e)	 collaborative relationships between consultant and consultee can be 
readily established; 


(f)	 the consultant role provides a base for flexible shifts to alternative 
professional roles. 50 


2.0perationaI Modes 
SC operates through consultancy arrangements which range from consultants working 


with individuals to organizations over varying lengths of time. Consultations with 
organizations may include sub-contracts with specific groups or individuals? Several 
operational modes can be discerned from the rich array of case study material in Systems 
Consultations. Consultations are variously effected through individual consultants and 
groups or teams of consultant. And consultants variously engage with: 


•	 individual practitioners, consultees, such as therapists, medics, clergy, 
organizational leaders; 


•	 groups of practitioners, consultees; 


• teams; 


• organizations either with the organization as a whole or some of its sub
systems;52 (Edwin H Friedman in his work with organizations aimed his 
"consultation at leadership in a 'trickle-down' phenomenon in which the 
organizational functioning will follow that of its leadership".53) 


•	 a systems perspective case consultation group. (An example is given of a 
multi-disciplinary faculty development ~oup with some six members from 
a family medicine faculty in a university. 4 They operated as a co
consultancy or a reciprocal consultancy group, cf Chapter Six, Model 2.) 


For the most part consultations were conducted through face-to-face engagement 
formally in a structured manner. But there was an interesting use of "~eaker phone 
conferences".55 And some consultations were informal and unstructured.5 Interviewing 
played a key part. 


One consultation project, Family Consultation in Psychiatric Emergency programs,57 
was seen to lend itself to an orfanizational development (OD) consultation and to have 
similarities to a research project. 5 


Some consultants are "outsiders" to the consultor's work system, others are "insiders" 
and seen as such. But some are seen in both relationships. The outside consultant "joins the 
system for a brief period of time to accomplish ... goals".59 In some, possibly many, both 
inside and outside consultants form or "become a component of a new consultation system 
(composed of consultant, consultee and client or problem) ... ,,60 Whatever their relationsh~ 
might be, they have to take a "comprehensive 'meta' view" of the systems and issues. 1 


Outside, and to some extent inside consultants have to avoid invading the systems or seen as 
an "invader".62 These different consultancy systemic relationships and their implications are 


63thoroughly explored.


IV Application: Work Settings to which the Model is Applicable 
[element(C)] 
Wynne, McDaniel and Weber have collated and edited a wide range of case study 


material in Systems Consultation which shows how CS has been applied effectively to the 
following areas, mostly secular work systems but including some significant religious or 
socio-religious work systems.64 


•	 Mental health systems, e~s consultations with mental health professionals 
and mental health teams. 5 


•	 Medical contexts, ego consultations with health care organizations, using a 
group as a consultant in a systems approach to medical care. 66 


•	 Community groups and service systems, ego consultations with agencies 
dealing with domestic violence and with clergy and schools. 67 


•	 Military and business systems, e~s. consultation with military, the family 
therapist as business consultant. 8 


SC is shown to be an effective prologue to therapy.69 In a chapter entitled "The Territory 
of Systems Consultation" Wynne shows that SC flows into and out of four domains or 
territories which are linked by four continua: 


the therapy-consultation continuum 


the teaching -consultation continuum 


the supervision -consultation continuum 


the administration-consultation continuum. 
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The role and function of consultants change as consultations enter into and move out of 
different territories. Role clarity is, they say, of central importance.7o 


V Understanding of Consultor's Work [element (d)] 
Consultants differ about whether family systems theory and, therefore CS, can be 


directly applied to any other system. Some consultants think it can others think not without 
supplementary knowledge and adaptation to the given context. (See the earlier note in 
Section II, 2.) Similarly, opinion varies about whether knowledge and experience of 
consultors' disciplines or of their languages are necessary or simply an advantage or not 
necessary. However this may be, Wynne et aI, emphasizes that consultation is not a panacea: 
other forms of professional relationships are needed; consultation can be a precursor and 
support to such relationships. Having made this point they most helpfully indicate some of 
the circumstance when consultation is inadvisable or inappropriate. They are: 


(a)	 when it is impossible for the consultant to become meta to the system; 


(b)	 when another professional relationship better suits the need - for example 
when the would be consultor needs directive supervision or a mentor; 


(c)	 when the consultation role would not fit in with other support and
 
consultancy arrangements. 71
 


VI Principles [element (e)] 
Principles, values and assumptions are apparent in the description of this model. They 


relate to the following basic concepts. First there is the conviction that fundamentals of 
family therapy praxis can be applied to organizational development. Second there is the 
commitment to the application of hard rather than soft systems praxis to secular and religious 
human work systems. Third there is the emphasis upon developmental rather than therapeutic 
praxis, which can be a prologue to therapy. Fourth there is the need to provide comprehensive 
and interrelated consultancy services in relation to work, support, teaching supervision, 
mutual help and administrative systems. 


VII A Summary of Key Features of the Model 
sc emerges as a multiple purpose model or group of models based in various ways upon 


the approach and methodologies developed out of systemic family therapy praxis. Basic 
elements of SC are modelled in Figure: 3:5 on the next page. 


knowledge and experience of consulto~s 


discipline or of its language variously 
considered necessary/an advantage/not necessary


• 
understB~dinQ of• inter-professional consultor s Wbrkdevelopment 


:•• the work of practitioners,model
 
group teams and
• systemic family organizations in:therapy meth


odologies - mental health systems 
• systems systems - medical contexts 


consultation • - •• ,.... knowledge - consultation f-- praxis -application - - : - community groups 


• organizational	 model:J: • - churchesL:
developm t	 : - military and 


en	 : business systems 


: ::;;~~ pr~s	 principles 1 :- ~ SSUU=~i~~~~~~~al 
supervision-	 help and administrative 
administration	 systems 
continua 


• • 
• systemic theory and thinking 


about secular and religious 


• seven processes (not 
stages) of consultation 


work systems • systemic hypothesizing, 
circularity and neutrality 


• developmental not therapeutic • collaborative consultancy 
praxis systems 


• consultants operate as 


• commitment to comprehensive 
consultancy services related to 
work, teaching, supervision, 


insiders, outsiders, brokers, 
convenors, educators, 
evaluators 


mutual help and administrative 
systems 


Figure 3:5: A Diagrammatic Representation of Fundamentals of the SC Model. 
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CHAPTER EIGHT
 


THE COMPLEXITY AND CHAOS MODE AND
 
MODELS
 


This chapter is about a mode of consultancy based upon complexity and chaos theory. 
The initial stages of two chaos theory based consultancy models have been written up, one in 
a book form about organizational consultancy and the other in an unpublished thesis about 
consulting in local Christian churches. These models and the research related to them, 
indicate that complexity and chaos theory have the potential to make considerable and radical 
contributions to consultancy praxis. Clearly, then, the models have an important place in this 
book. However, it is with some hesitation that I include them because my knowledge of the 
subject is limited and the application to consultancy is at an early stage. 


The description of the fIrst model follows the standard format used in this book whilst 
that of the other does not. 


By way of general introduction to this chapter there is a brief introductory note about this 
wide-ranging fIeld of study. This is complemented by the more limited and more manageable 
task of describing the understanding of complexity and chaos theory upon which each of the 
models is based and how it is seen to affect consultancy praxis. 


Basics of complexity theory evolved concurrently from studies of complex systems in a 
number of different scientific fIelds: ecology, quantum physics, artifIcial intelligence, 
embryology, biology and meteorology. Complexity theory is, in fact, an umbrella term for 
wide ranging developments that have occurred in these fIelds. Common factors identifIed by 
Waldrop are paraphrased below. I 


•	 In complex systems a great many independent agents are interacting 
with each other in a great many ways. 


•	 The very richness of these interactions allows the systems as a whole 
to undergo spontaneous self-organization. Groups of agents seeking 
mutual accommodation and self-consistency somehow manage to 
transcend themselves, acquiring collective properties which they 
might never have possessed individually. 


•	 These complex, self-organizing systems are adaptive, they do not 
respond passively but try to turn whatever happens to their advantage. 


•	 Complex, self-organizing adaptive systems possess a kind of 
dynamism. They have acquired the ability to bring order and chaos 
into a special kind of balance. 


•	 The balance point - often called the edge of chaos - is where the 
components of a system never quite lock into place, and yet never 
quite dissolve into turbulence either. 
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•	 Unpredictability2 runs through complexity theory. Unpredictable 
creative potential is a characteristic of complex adaptive systems in 
which upheaval and balance occur at the edge of chaos. 


Equally complicated are the different theories and ideas about complexity and chaos and 
the behaviour of complex systems. Scholars differ significantly, for instance, about the 
relationship between systems and complexity theory. It is sufficient here to note that some 
scholars see them to be compatible and closely related whilst others reject systems thinking 
and refer to "complex responsive processes". Again, scholars differ on whether or not 
complexity theory constitutes a paradigm shift from Newtonian physics with its assumptions 
oflinear causality and objective reality? 


Model One: A Complexity Approach to
 
Consultancy (CAC)
 


Director Professor Ralph Stacy and his colleagues of the Complexity and Management 
Centre (CMC) at the University of Hertfordshire have published a number of books and 
papers on complexity and organizations.4 They focus on a radically different approach to 
strategic management which they argue at length and in depth. The nature of it is indicated in 
the following quotation: 


The central tenets of this approach are concerned with unpredictability and 
the limitations of control, and argue against the rational models of planning 
and control covered in other strategy textbooks. This is done by emphasising 
the importance of narrative, conversation and learning from one's own 
experience as the central means by which we can gain understanding and 
knowledge of strategy in organisations.5 


A distinctive approach to consultancy has emerged from this impressive body of work. 
It is devised by Patricia Shaw, visiting professor at the University of Hertfordshire and a co
founder of the CMC, and described in a book in series on complexity and emergence in 
organizations, Changing Conversations in Organizations: A Complexity Approach to 
Change. 6 What follows is based on Shaw's exposition in this book ofher approach and how it 
relates to the work described in earlier volumes in the series. 


I The Story of the Model's Development. 
7 


This model - or, possibly more precisely, approach - evolves from Patricia Shaw's 
involvement in the exploration of complexity theory and its implications for organizations 
and their management. For some twenty years she had acted as an organizational consultant. 
She studied and experienced a very wide range of approaches to consulting including some 
psychodynamic ones. And for five years she trained as a Gestalt practitioner. Shaw still calls 
herself an organization development consultant but she is aware that the way she now works 
has diverged from what this term normally means. 


Two things stand out in what Shaw says about episodes that she now sees to be at the 
beginning of a major shift in her practice as an organization development consultant. One 
was an "uneasy sense of some facilitation and process consultation as facile". She says she is 
using "facile" to indicate that someone "is not altogether off track but has reduced or 
caricatured issues in some way that the accuser fmds insensitive, even crass". Events are 
described to substantiate this. The other is that she was 


excited by the potential of the so-called complexity sciences for offering 
fresh insights into the phenomena of organizing. A new language was 
appearing as scientists attempted to describe complex dynamics in which 
phenomena were no longer perceived as either ordered or disordered, either 
stable or unstable, either organized or disorganized, but could paradoxically 
be both at the same time. The concepts of self-organization and emergence 
offered the beginning of insight into the conundrums I outline above. It is 
the implications and possibilities of this idea that leads me to talk of a 
complexity approach to change.8 


II Knowledge Informing the Model [element (a)l 
Basics of complexity theory are noted in the preamble to this chapter. Section One 


describes the basic ideas and concepts emphasized by Shaw, which form the knowledge base 
upon which her complexity approach to consultancy is based. Section two notes how, in 
order to further clarify and contextualize her approach, she distinguishes it from other 
approaches to consultancy. 


Section One: The Complexity Approach to Consultancy 


1. Theorizing 


Central to the complexity approach to consulting is a particular way of theorizing 
designed not to create gaps and discontinuities between theory and practice which commonly 
occur. (It is fine in theory but different in practice.) When differentiated "'theory' is meant to 
map onto 'practice' and rarely does so to our full satisfaction".9 Shaw's approach is very 
different. It is to "think in the flow of experience" itself which she sees to be a "flow of body 
rhythms, rhythms that shift as we sense, feel, associate, imagine, name think, speak, move, 
intuit, speculate".l0 Working as organizational consultants in the flow of experience involves, 
inter alia, "speaking, imagining, remembering, moving, feeling, designing, persuading, 
making connections, using tools, developing strategies, analysing situations, forming 
narratives, taking action in relation to others". In short it involves what Shaw refers to as 
"complex responsive processes of relating"- and that is what she means by the "flow of my 
experience".1 What this means for theory, practice and theorizing in her approach to 
complex based consulting Shaw expresses in this way: 


Making sense of living in the world in this way is my ongoing practice; it is 
what I do. My practice is the patterning of my sense-making, which is my 
theorizing. In writing this, it becomes clear that I am using a logic that links 
concepts like theory and practice in a paradoxical way.12 


She proceeds to say that she is using a logic "that links concepts like theory and practice in a 
paradoxical way". This does not mean that the concepts are not being collapsed to the same 
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thing. It does mean, she says, that "the paradoxical logic I am using to theorize here is a 
temporal rather than a spatial logic. It is a logic that distinguishes and relates concepts as 
emerging in a continuous flow of present experience rather than placing them in relation to 
one another as though presented to our gaze as a conceptual map". This approach is affected 
through and attributed to the following methods.13 


Na"ative sense-making of "everyday ordinary drama of people relating to one another at 
work". Stories of such events do not seem paradoxical because the "logic of narrative is 
necessarily temporal". The paradoxical nature of that logic, says Shaw, "only becomes 
apparent when I make the connections and relations explicit, particularly those that impute 
any kind of explanation, any kind of causality". This, she says, is "the paradoxical, iterative, 
non-linear movement of narrative sense-making".14 


Metaphorical sense-making is used in complex consulting rather than maps and mapping 
metaphors. Metaphors of theatre and drama, particularly those of ensemble improvisation and 
improvised street theatre are used rather than those relating to formally shaped performances. 
These metaphors draw attention to "the fact that an improvised play is only being realised 
through the detailed interaction of the cast as the live action of the theatre." No participant is 
"outside the evolving action, able to direct the overall drama that is emerging". And such 
"drama and its meanings are always incomplete". 15 


Logical sense-making. Two kinds of logical theorizing are distinguished. One, the logic of 
paradox referred to above, uses "theatrical metaphor as a descriptive and evocative way of 
theorizing". 16 Another is the "logic of both/and thinking in which concepts such as 
individual/social are explained as complementarities which together form a unity or a whole". 
Shaw argues that "this kind of logic is the formalism of systems thinking and it is reflected in 
the spatial metaphors of maps and territories or lenses through which we look at 
organizations". It is the first of these that is appropriate to this model of consultancy.17 


2. Changing Conversations 
A basic assumption of this model is that "the activity of conversation itself is the key 


process through which forms of organizing are dynamically sustained and changed". This 
approach to consultancy focuses on: the "flowing ubiquity of the communicative dance in 
which we are all engaged; "conversing as organizing"; the value of "just talking"; "the self
organizing nature of ordinary conversations".18 In short great emphasis is placed upon "just 
talking" but then, Shaw says, "We are not 'just talking', we are acting together to shape 
ourselves and our world". 19 Of this aspect of her approach she says: 


Rather than inculcating a special discipline of dialogue. I am encouraging a 
perception of ensemble improvisation as an organizing craft of 
communicative action.20 


3. Self-Organizing and Emergence 
Participating in self-organizing processes of a largely conversational nature is central to 


this approach to consultancy. Underlying ideas about self-organization are discussed in 
earlier books in this series on "Complexity and Emergence in Organizations". 


"Transformative teleology" is one idea which is used "to describe a paradoxical movement 
into a future that is under perpetual construction by the movement itself'. Another idea is the 
"concept of complex responsive processes of relating" which emphasizes the multiple aspects 
of human relating in all its forms in local interactions between people. Yet another concept is 
"participative self-organization". At the heart of all this is the creative link between 
"organizing" and "conversation". "Organizing is conversational process and organizational 
change is shifts in the patterning of conversation".21 


"Emergence" is a key theme for Shaw as it is for her colleagues in the Complexity and 
Management Centre. Professor Ralph Stacey, the Director of the Centre, defmes emergence 
as "the arising of pattern through the process of self-organization". He expands this defmition 
as follows: 


Here, entities, components or agents interact with each other on the basis of 
their own local organizing themes and, in that interaction, their local 
organizing themes are reproduced and potentially transformed. This is the 
argument that connection, interaction, relationship between diverse entities 
have the intrinsic capacity for transformation...Another way ofputting this is 
to say that individual relational practices replicate and potentially transform 
themselves. Individual relational practices are at the same time social 
practices simply because they are about interaction with others. Social 
practices are thus replicating and transforming at the same time as individual 
practices. Patterns of interaction are developing so that what is emerging is 
patterns of interaction from patterns of interaction... In other words, self
organization/emergence here is a transformative process in which patterns of 
social interaction transformatively cause themselves ... 22 


A fundamental assumption in this "is that there is one level of explanation called the 
individual mind and another called the organization, which is a social structure or 
institution".23 


Basic to all this is the understanding that "intrinsic patterning and novelty-producing 
capacity" emerge from interaction between diverse entities.24 And, as we have seen, for 
Shaw, conversational activity is a central feature of self-organizing and emergence. 


4. Emergence at the Edge of Chaos 
The edge of chaos has been described by Arthur Battram as " the point in a complex 


system when ordered behaviour gives way to turbulent behaviour".25 This state is present in 
all complex adaptive systems.26 It is variously thought of as a "phase of transition", or as a 
"zone" rather than an "edge".27 The edge of chaos can be seen as a zone in which "an orderly 
system starts to break down" and "the breakdown happens more and more frequently until the 
system is completely chaotic".28 


Shaw attributes the intriguing image of the edge of chaos to a group of scientist at the 
Santa Fee Institute in New Mexico who were "exploring the behaviour of computer 
simulated networks of digital symbols or 'agents'" which were connected to a variable 
number of 'neighbours' so there was the potential for "connectivity across the network over 
time". These scientists found from the simulations that the patterning behaviour of very large 
numbers of such digital agents depended upon: the number and strength of the connections 
between agents; the diversity of agents; the intensity of the flow of information between them. 
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Shaw summarizes that patterning behaviour is related to "the intensity of interaction due to 
the mutual sensitivity or responsiveness of the agents".z9 The simulations revealed four 
different conditions, states or orders: 


•	 stable order in which patterns of organization repeat endlessly and 
become "frozen" which was associated with low connectivity, low 
diversity and sluggish interaction; 


•	 disorder in which no pattern was discernable which was associated 
with high connectivity, high diversity and intense interaction; 


•	 order and disorder behaviour paradoxically combined; 


•	 transitional regime in which "the networks display a capacity for 
shifting organization, producing patterns that propagate, grow, split 
apart and recombine in complex ways that do not repeat themselves 
although they may have a qualitative familiar character".3o 


Complex networks interacting in the third and fourth ways were said to be "at the edge of 
chaos". 


In her consideration of the use of the analogy "at the edge of chaos" as a metaphor and 
analogy for the self-patterning process of human interaction Shaw is guided by two things. 
The "analogies have to do with the nature of the dynamic 'at the edge of chaos' but not its 
production". Secondly, following Stacey, she notes that in the domain of human interaction 
there is no "external agency" or programmer setting and holding the conditions steady as in 
the experiments at the Santa Fe Institute. With these understandings, Shaw examines the 
concept of the edge of chaos fIrst as a metaphor and then as an analogy for self-patterning 
processes of human interaction?) I quote extensively below from two key paragraphs in order 
to communicate what she says on these key issues and the subtle nuances of her approach. 


As a metaphor we can imagine that in free-flowing communicative action, 
we co-create qualities of responsiveness between us whereby we experience 
meaning on the move, neither completely frozen into repetitive patterns nor 
fragmenting and dissolving into meaninglessness. From within the conduct 
of the conversation, what seems solid would be melting at the edges, while 
what seems shapeless would be gaining form, at the same time, not to create 
a single unified landscape for all, but a shifting topology of partial orderings 
in which we recreate our situation as both recognizable and potentially novel 
at the same time. 


As an analogy... we take a relational view of forming and being formed 
simultaneously in interaction. The 'conditions' that affect the kind of 
patterning are no longer quantitative parameters which can be set by an 
external agency. Rather, they are variations in the qualities of human 
communication to do with such relational factors as the movement of 
affInity/antipathy, inclusion-exclusion, identity/difference, competition/co
operation, power relating and experiences of anxiety/spontaneity. We can 
create between us 'conditions' in which we experience our conversations as 
stuck and repetitive, or more positively, as reassuringly recreating a sense of 
familiarity and stability. It is also possible for us to create conditions in 
which we experience loss of meaning and, indeed, alarming experiences of 


loss of self. However, we also often co-create conditions of free-flowing 
communication which we experience as the paradox of continuity and 
change. The significance of the past may be recast, a new sense of where to 
go from here materializes, there may be a shift in people's sense of self and 
in their relations to others, what can be envisaged takes on a fresh shape. 
The patterning of our social identities shifts spontaneously.32 


Having established the "spontaneous emergence of this 'edge of chaos' dynamic .in 
conversations" she notes human propensities which can compromise the processes: the desIre 
to set controlling parameters in advance; agreeing inhibiting ground rules for good 
communication; formUlating unhelpful notions of "good conversation". And she notes that 
the qualities of conversation are "emergent properties of interaction which cannot be analysed 
in terms of the behaviour of the individual agents or their interaction".33 


Section Two: Complexity and Other Approaches to Consultancy 


By comparing and contrasting the similarities and differences between her approach and 
those of others Shaw sharpens up and heightens critical features of her model of consultancy 
and differentiates it from others with which it could easily be confused. Noting the 
distinctions she makes, helps to pursue our purpose of describing her complexity approach to 
consultancy.34 


1. Organizational Development (OD) 
OD practitioners apply the behavioural sciences to organizational development using 


reflexive, self-analytic methods. These methods, says Shaw, "always ask peopl~ to ~eflect. on 
and change the underlying patterns that are causing observable system behavIOur'. Domg 
this, she says, splits experience from making sense of expe~enc~ ~her~as, as ~e have seen, 
the essence of complex consulting does not create such a spht: thinking IS done m the flow of 


. 35experience itself; there are no gaps between theory an d practIce. 


Shaw pursues this issue by examining Kurt Lewin's action research method which 
became the primary methodology of OD. (Lewin's idea was to develop "a science. of 
practice" through "co-operative research" intended to heal the split between pure and ap~hed 


research and "the unease created by doing research 'on' people rather than 'with' them".3 ) A 
four phase OD interactive learning cycle evolved: immediate experience is the basis for 
observation and reflection; theories formed of how things work and how to intervene; 
hypotheses and implications for action deduced; application leads to new experiences. Shaw 
points to the difference between this approach and her own: 


This constituted an approach to experience and action that brought together a 
positivist scientific orientation and the idea of circular feedback processes in 
cybernetic models of self-regulating and adaptive organisms and ecologies. 
Weare asked to understand ourselves as repeatedly pausing in the present to 
learn from the patterns of the past and thus design patterns to better serve our 
ends in the future. This is a particular way of thinking about our self
consciousness as humans. It involves key conceptual separations 
analyticaVdiagnostic observation of our ongoing participation in 'structured 
(i.e. repetitive) human processes' in order to design the patterning of future 
action. 37 
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2. Process Consultation 38 


Shaw sees significant differences between Schein's approach to process consultation, 
described in Chapter Five Modell, and that which she espouses. His approach involves, inter 
alia, highly complicated conceptual mapping of observed patterns of interaction. Shaw's 
comment on this is: 


It is very noticeable that any idea of change as a spontaneous process 
emerging as persons relate to one another while pointing to these maps is 
never considered. What Schein is always emphasizing and wanting to 
harness is our individual human capacity for conscious rational choice 
exercised on behalf of some whole pattern of interaction to be achieved by 
changing the detail oflocal interaction.39 


This is clearly different from the CAC approach. 


A major point made by Shaw is that Schein emphasizes that conceptual distinctions are 
"essential for making sense of experience and for guiding action" even though those made "in 
theory" are not so clear cut "in practice". She argues that: 


... this kind of conceptualising is not essential. It is only essential if creating 
maps as guides to action is felt to be essential. Instead of thinking as if 
systems behind or below or above our immediate interaction are causing our 
actions, this series is proposing that we think as participants in the patterning 
process of interaction itself as the movement of experience. By thinking 
within our participative action, we must turn in our search for causes to the 
paradoxical nature of our experience of human relating. This, then, brings 
our attention to the way we are continuously constructing the future together 
as the movement of sense-making in the present. The potential for both 
stability and change is arising between us as the constraints of history are 
reshaped spontaneously, changing the meaning of the past and the future in 
the immediate experience of relating as embodied persons.40 


3. Reflective Practice and Practitioners41 


Reference is made to two leading thinkers, Chris Argyris and Donald Schon. To bridge 
the gap between theory and practice, rationality and humanness, Argyris got people to map 
what was really informing and guiding their actions ("theories in use") instead of what they 
said or believed was guiding them ("espoused theories"). Schon saw that for professionals to 
be "reflective practitioners" it is necessary for them to "hold reflective conversations with the 
materials of their situation and thus remake part of their practice world, revealing the usually 
tacit processes of world-making that underlie all of their practice".42 


These ideals of reflective practice and reflective practitioners, Shaw says, continue "to 
grip our imaginations and shape our aspirations to be effective and competent individual 
practitioners engaged in life-long learning". In contradistinction to this Shaw is directing our 
attention to 


...what happens when spontaneity, unpredictability and our capacity to be 
surprised by ourselves are not explained away but kept at the very heart of an 
account of the evolution of sense-of-self-in-the-world. 43 


4. Gestalt Consulting 
From her training as a Gestalt practitioner Shaw says she learned "to pay attention to the 


responsive gesturing of communicative interaction in which my experience of myself
amongst-others was always recapitulating and yet shifting the paradoxical movement into 
what Griffm calls the 'known-unknown'." Gestaltists conceive experience as "a continuous 
flow of shifting experience, yet their continuing theorizing continues in terms of maps and 
wholes". Maps and wholes, she observes, which refuse "to sit still"! The following quotation 
from Nevis prefaces an unease. 


Contact is the experience from which meaning is extracted; resolution is the 
act of extracting meaning and recognising that closure has occurred, and that 
the situation is fmished or complete. Once meaning is extracted, we can say 
that learning has occurred...what has been learned becomes part of the 
ground and is available for later use.44 


Shaw always found these formulations confusing. They always begged a question which she 
is only now able to formulate, "What is it we are supposed to be making meaning of, or 
extracting meaning from that is changed by meaning making?" 45 


5. ''Soft'' Systems Methodologies 46 


Shaw says that some of the issues she has raised about mapping and modelling 
organizing processes have been met by the move from "hard" to "soft" methodologies. 
Checkland, she notes, (see Chapter Three, Model One: Soft Systems Methodology) "offers a 
disciplined way to explore the subjective viewpoints and the intentions of all involved in a 
situation". It "does not seek to study objective facts or search for causal relations because 
they view systems as the creative mental constructs of the human beings involved in a process 
of learning about the divergent ways they are construing the situation". Systems thinking is a 
"theory of the observer, rather than the observed"; systems practice is a way of helping people 
to make "rich pictures" of their world. However, for Shaw, "the kind of thought being 
enabled here is still that of rational frameworks for representing completed patterns of 
relations for our reasoning gaze to comprehend as an over view".47 This contrasts with 
Shaw's: 


... striving to stay with processual thinking which is always incomplete 
because of the very nature of the dialogically structured conversational 
realities emerging in reciprocally responsive relationships between living 


48embodied persons.


6. Getting The Whole System in the Room (GWSRt9 


Shaw says that facilitator-led large group events aimed at "getting the whole system in 
the room" are increasingly popular. "The working concept is to bring a microcosm of the 
whole complex system together and create the conditions that foster spontaneous 
reorganization into more aligned, goal directed activity".50 These events are seen to be a 
major advance in system interventions able to produce rapid change. Two methods are 
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examined, Open Space Technology and Future Space Conferencing. The principal 
differences, which sharpen up the nature of Shaw's approach, are as follows: 


•	 There is no preconceived pattern of work and outputs in the Complexity 
Approach to Consultancy (CAC) as there are in getting the whole 
system in the room (GWSR). What emerges evolves live.51 


•	 CAC does not focus on improving the whole system and so getting the 
whole system or a microcosm of it in view is not necessary.52 


•	 CAC operates through "people making narrative sense of being and 
working together by responsively weaving stories that make sense of 
their presence in the communicative action that is evolving".53 


•	 Participants in CAC "experience a wide range of thoughts and feelings, 
but it is not orchestrated as a collective experience or collective journey 
in any way".54 


7. Organizations as ''Living Systems" 55 


A growing number of organizational practitioners talk about organizations as "living 
systems" rather than about "organized wholes and whole systems". This leads to the 
understanding that organizations are in some way alive, "living wholes" with their own 
integrity of identity and purpose, something with a mind of its own.56 Notions of the spirit, 
soul, collective intelligence and wisdom become associated with or incorporated into the 
concept of living systems or wholes. Shaw feels deeply uneasy and troubled whenever she 
experiences these ideas in operation. She feels that it represents "a religiosity in a secular age 
searching for spiritual meaning seems to be embracing a missionary zeal articulated by writers 
... who talk about communities oflove and the soul at work.,,57 


Another difference relates to the understanding of "transformation". For Shaw it relates 
to "evolving forms of identity, of persons, groups, societies, emerging as we participate in the 
non-linear processes of human relating in which both continuity (sameness) and change 
(difference) occur simultaneously - that is the paradox." Whereas for some practitioners of a 
living systems approach it is about "transformation from conflict and fragmentation to the 
good as the cohesion of shared vision and joint purpose".58 


Shaw gets at yet other significant differences by examining what Claus Otto Sharmer 
means by "sensing and actualising emerging futures", which he claims is a new understanding 
of leadership. Sharmer argues that two processes of learning are required for organizations to 
succeed, reflecting on the experiences of the past and "sensing and embodying emergent 
futures" in contradistinction to re-enacting the patterns of the past. These are referred to as 
processes of presencing: the one presences the past and the other the future. The future is 
understood as "an emerging transcendent whole to be accessed in an essentially mystical 
manner through bringing it into the presence".59 Presencing is "a process of becoming aware, 
which involves suspension, redirection and letting go". It is described in mystical language: it 
is going through the eye of a needle, a birth, a breaking through a membrane. It is awareness 
of "what lies beneath or above or behind our experience of direct interaction". Shaw argues 
that in this approach "the present ... has no time structure". In contradistinction CAC is 
"about the time structure of a living present by which we mean our lived experience of the 
movement of experience".60 Through direct interaction and complex responsive relating, the 
past is reconstructed and possibilities of the future are constructed. For Sharmer emergence 


means "the coming into presence of the transcendent whole; whereas in complex responsive 
process theory it means "the self organization of pattern in communicative interaction 
between people". Again, for Sharmer communication is "a special form of dialogue, 
ultimately a sacred silence. In complex responsive process theory the focus of attention is on 
ordinary everyday conversation and how it constructs social realities".61 


III Praxis of the Model [element (b)] 
Section II describes the nature and characteristics of this complexity approach to 


consultancy. This section focuses on Shaw's consultancy praxis. 


1. Modus operandi: how the model works 
Because it is so different, getting at the praxis of this model involves putting aside much that 


is associated with the other models. Stating what consultants do not do helps to do this. It is 
precisely what Shaw does on the first page of Changing Conversations in Organizations. Then it 
is easier to discern what consultants do to put this model into effect. 


What consultants do not do 


When Shaw adopted a complexity approach to consultancy she found "she was being 
accused, albeit with curiosity, of not being a 'proper' consultant, or coach, or facilitator". 
Approvingly, consultors said that she was not like other consultants although they could not 
express more precisely what they valued about her approach. Comments referred to what she 
was not doing in single or extended consultancies. They noted she did not: 


write formal proposals for work; 


prepare detailed designs for meetings, conferences and workshops; 


develop detailed aims and objectives in advance; 


clarify roles and expectations or agreed ground rules at the start of working; 


hold back her views or opinions; 


develop clear action plans at the end of meetings; 


capture outcomes; 


encourage "feedback" or behavioural contracting between people; 


"manage" process. 62 


And, as we saw in Section I, she distances herself from the idea of being a "facilitator".63 All 
these things are commonly associated with consultants. So, what does she do? A short 
answer is that she stimulates creative conversations in organizations about things of concern 
and importance and participates freely in them in. Now to a longer answer! 


What consultants do 
Basically consultants try to live and work out the concepts noted in Section II in the 


actualities of any conversations in which they are engaged. Amongst other things this 
involves what follows. I offer them hesitantly because Shaw says: 


I am beginning to construct a coherent rationale for such an approach based 
on understanding organizations as complex responsive processes of relating. 
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I am describing a mode of working that does not proffer a blueprint for 
practice, that does not defme roles or select working models. Rather, I am 
describing how we ·may join ongoing conversations as participant sense
makers, helping to develop the opportunities inherent in such 
conversations... I am drawing attention to vital, informal, shadow processes 
that more dominant systematic perspectives render rationally invisible. 
These are the ordinary, everyday processes of organizational life that offer 
endless opportunity as we move from conversation to conversation. 64 


Approach to conversing 
Shaw says that in "oral encounters" we speak into one another's responses, not in a 


simple 'fIrst one, then the next' kind of way.65 People shape their utterances to one another. 
They say things they did not realise they thought. They loop backwards and forwards over 
the subject matter and between the participants. They develop, re-shape, re-form and transfer 
their thinking. This is very different from how conversations are normally written up. 
Conversation has different qualities which are emergent properties of human interaction. 
Complexity consultants respect and work to these qualities and to the complex and somewhat 
disorderly nature of conversing.66 


Formulating notions of "good conversation" may be unhelpful and so complexity 
consultants avoid agreeing ground rules for good communication such as those in the 
following typical list. 


Do not interrupt one another
 
Listen carefully
 
Respect others' views
 
Suspend judgements
 
Express yourself concisely and clearly
 
Check your understanding
 
Balance support and challenge
 
Be open and honest
 
And so on ....67
 


Participation 
Shaw is an active participant in the conversation and in all aspects of the sense-making 


as she makes clear in the following quotations: 
I intentionally participate in the chat of organizational life, joining conversations in 
corridors, informally dropping in on people in offices and taking many a cup of 
coffee. I also regularly phone people to talk things over. When I join existing task 
forces and working groups, I participate rather than attempt to facilitate them. I ask 
questions, ls0ice opinions, make suggestions, interrupt people, show my 
responses ... 
I actively take up responsibility with others for participating in the often fraught 
processes by which we are always coming to know ourselves and what we are in the 
process of doing. To the extend that I have authority by being invited to work in the 
organization by a usually senior manager, I use it to exemplify and encourage 
curiosity in and exploration of a continuous inquiry mode- what do we think we are 
doing here? 69 
Sessions are not "orchestrated". 70 


I have put the key phrase '1participate rather than facilitate" in italics because this approach 
to consultancy is so different from those in which performing facilitative and enabling roles 
and functions without taking sides are central features. 
Questions 
As she participates Shaw works iteratively with consultors with questions such as: 


Who are we realizing we are as we gather here? 
What kind of sense are we making together? 
What are we coming to talk about as we converse? 
How are we shifting our understanding of what we are engaged in? 
What kind of enterprise are we shaping?71 


Practice ofconversing 


Shaw says that rather than attempting to operate on whole systems she is engaged in "the 
process of weaving in our actions one with another to co-create our future". She makes 
suggestions about what this practice means in terms of "the transformative activity of 
conversation". Suggestions more directly related to praxis are: 


•	 that our organizing changes as our patterns of accounting to one another 
for what we are doing changes; 


•	 that we may understand ourselves as engaged in the co-created, open
ended, never complete activity of jointly constructing our future, not as 
the realization of a shared vision, but as emerging courses of action that 
make sense of going on together; 


•	 that we must pay proper attention to this process of prospective sense
making rather than only attempting to piece together a picture of our 
situation that we may then seek to change; 


•	 that the transformative potential of conversation may be blocked by 
demands for early clarity or closure; 


•	 that acting without clear outcomes in mind does not mean acting 
randomly without intention; 


•	 that clearly agreed roles are not always needed for useful participation.
72 


2. Operational Modes 
From the case studies it seems Shaw normally operates as a consultant on her own. 


Consultancies begin with the fITst conversation wherever and whenever it occurs - on the 
telephone, in a corridor, over coffee, in a director's office or a conference. She follows them 
through to wherever they take her and those with whom she is conversing. An extract from 
her description of a case provides insights into the way in which she operates and into the 
feel of her consultancies. 


I did not discuss with Cesare [a client] what role he wanted me to take at the 
meeting. Instead my involvement was based on the idea that I would 'join' 
the meeting which leaves unspecifIed in advance of interacting what the 
'rules' of interaction should be.... 


People were beginning to gather in the corridor for Cesare's meeting so we 
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moved out of the office to greet them. They were a whole generation 
younger than the people I had met so far, both men and women. We trooped 
back into the conference room I knew from before. Cesar introduced me, 
"This is Patricia. She helps with our company becoming something new. I 
asked her to come and talk with us. She spoke to the site committee already. 
It was very interesting." They all looked at me expectantly. I suggested that 
we abandon the primary use of English. "My Italian is minimal. I will speak 
in English, but please feel free to speak together in Italian. I will ask for 
translation when I need it. Cesare has been talking with me just now about 
some of the difficulties he is experiencing." There followed an exhausting 
but exhilarating couple of hours. Cesare launched into an only slightly 
constrained version of what he had been saying to me earlier. It was as 
though talking to me, and in some way my presence, loosened any 
reservations he had felt about opening up this conversation. He was rapidly 
interrupted in Italian and responded in his native tongue. I quickly lost the 
detail but I could sense the surprise, agreement and anger around the table. I 
guessed possible content from the flow of emotions, gesticulations, 
expressions as chairs were pulled back, people stood uR and walked around. 
I began to join in, asking questions, making comments. 


IV Application: Work Settings to which the Model is Applicable 
[element (c)] 


Case study material shows that Shaw has used to good effect her complexity approach to 
consultancy in a range of business organizations, global corporations, a telecommunication 
company and a chemical plant. She has used it extensively in working with managers 
individually and in groups. She used it in work with a London Borough. 


V Understanding of the Consultor's Work [element (e)] 
From the case studies and the description of the praxis of this approach, no specialist 


knowledge of the nature of the work of consultors and their organizations is required. What is 
required is the understanding and ability to practice and communicate the complexity 
approach to consultors and to people in their organizations. But I presume that complexity 
consultants draw deeply upon the knowledge and insights about strategic management, 
organizational dynamics, complex responses processes and complexity generated by the 
Complexity and Management Centre. 


VI Principles [element (e)] 
This model is a particular application to the praxis of consultancy of some principles and 


assumptions which have emerged from the work of the University of Hertfordshire 
Complexity and Management Centre. It is these that are noted here without attempting to set 
them in the wider theoretical base from which they are derived: that is beyond the remit of 
this book. As the principles, concepts and ideas underlying this model are implicit in what 
has already been said about it above, they can be noted briefly and in a summary manner as 
follows. 


• Complexity and chaos theory has profound implications for organizational 
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consultancy. It challenges traditional ways of proferring consultancy help. 
When taken seriously it leads to new and radically different emergent forms 
of consultancy which are proving to be effective. 


It is possible to work creatively with complexity in relation to organizatio~al• 
behaviour and work and to help people to do so through a complexIty 
approach to consultancy operating through "conversations". 


Complex adaptive systems have extraordinary potential abilities for self• 
organization through which new patterns of coherent, but unpredictable 
behaviour emerge. "Self-organization" and "emergence" are fundamental 
concepts. The "edge of chaos", a zone in which an orderly system starts to 
break down and characterized by the paradoxical combination of order or 
stability and disorder or instability, is potentially the most creative state for 
emergence to occur. 


"Conversation" is the key consultancy process because it is a self-organizing • 
process with transformative potential when it is understood as conversing as 
organizing. 


The model is based on "temporal" rather than "spatial" logic, i.e. "it is a • 
logic that distinguishes and relates concepts as emerging in a continuous 
flow of present experience rather than placing them in relation to one another 
as though presented to our gaze as a conceptual map".74 This approach to 
theorizing, valued because it brings together theory and practice, operates 
through narrative, metaphorical and logical sense making. 


Whilst there are similarities with other models, significant conceptual • 
differences distinguish it from them. Assumptions, concepts and principles 
indicated above differentiate it conceptually and pragmatically from: 
organizational development (OD); action research; process consultati~n; 
reflective practice; Gestalt consultancy; soft systems methodologIes; 
approaches to working to whole systems; and treating organizations as 
"living systems". 


VII A Summary of Key Features of the Model 
Basic elements of this approach to consultancy are modelled diagrammatically in Figure 


8:1. It is interesting to note that some of the characteristics appear under different elements: a 
cross referencing aspect of the approach to "theorizing". 
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•	 requires knowledge of how to worK with 
consultors and their organizations in the light of 
complexity and chaos theory 


•	 does not require specialist knowledge or 
experience of consultor's worK• complexity and 


chaos theory and its •. 
implications for and 


undersmndinQ ofapplication to: r-----  consultor's wbrk 
- organizations 
- management 
- consultancy •	 global corporation 


• complexity and • industrial 
systems theory A Complexity organizations 


• narrative, • - - -r- knowledge  Approach to '""--praxis  application - - - • business 
metaphorical and ConSUltancy (CAC)L::J:: organizations 


logical sense-making : 
• management 


• civic authorities 
• distinctions between ': 


CAC and other principles: 
consultancy modes 
and models 


• 
•	 complexity antchaos theory • consultants participate freely 


has profound and novel and spontaneously in 
implications for: conSUltancy relationships and 


- understanding and managing conver-sations rather than act 
organizations as a 'facilitator' as commonly 


- consultancy understood 


•	 complex systems are able • joins ongoing conversations 
to self-organize including at the as a participant sense-maker 
'edge of chaos' and for new •	 engages in and promotes
patterns to 'emerge' changing conversations 


•	 it is possible to worK creatively through 'complex responsive 
with complexity in organizations processes of relating' 
through 'ordinary •	 promotes and engages in
conversations' which are self narrative, metaphorical and
organizing logical sense-making 


•	 conversations are key to •	 worKs interactively with basic
consultancy processes questions about: 


•	 commilrnentto 'temporal' - identity of consultancy group 
rather than 'spatial' logic - sense making 
and to theorizing which - conversations 
integrates theory and practice - understanding 
in the flow of experience - enterprise shaping 


Figure 8:1: A Diagrammatic Representation of Fundamentals of 
a Complexity Approach to Consultancy 


Model Two: Consulting at the Edge of Chaos 


This is a shorter piece on research into the application of complexity and chaos theory to 
work consultancy in the Roman Catholic Church. It was carried out by Ms Vicky Cosstick 
and written up in an unpublished dissertation entitled Working at the Edge of Chaos: An 
active research approach to facilitating change in the local church [deanery] using 
complexity theory. 1 The abstract reproduced below written by Cosstick gives a succinct 
summary of the context and research. 


The author has worked for many years as an adult educator and facilitator 
with groups and structures in the Roman Catholic Church. Her research for 
this dissertation was part of a much larger project working with the clergy of 
one diocese. For the dissertation, she facilitated three meetings with a local 
(deanery) group of six priests as they attempted to fmd a different way of 
working together in the context of falling numbers of priests and changing 
patterns of authority in the Roman Catholic Church. This context, and the 
dynamic between the participants, generates the "edge of chaos" situation in 
the group. The dissertation pays special attention to the role of listening as 
an intervention in group facilitation. A variety of approaches to action 
research, and its compatibility to complexity theory, are also examined. The 
conclusion is reached that organizations need to provide listening spaces 
where conversations around ambiguity can be explored, and these 
conversations benefit from a particular style offacilitation.2 


Several things make this dissertation, and the consultancy and research work upon which 
it is based, significant. First, the outcome was good: the priests in the Deanery, previously in 
some disarray, became increasingly proactive and decided to work together as a team. The 
Vicar General said that it was the fIrSt time that a deanery in the diocese had come up with a 
proactive plan of this kind. The priests said that this outcome would not have taken place 
without Cosstick's facilitation. 3 


The second thing that makes this dissertation significant is that it spells out the 
theoretical and theological bases of the consultancy, facilitation and research approaches and 
methods adopted. Cosstick forged out her praxis through perceptive critical examination of a 
range ofconflicting theories, which she describes in the dissertation. 


The third thing is that Cosstick's praxis differs in important ways from that of Shaw: 
similarities can obscure these differences. A comparative analysis is not attempted but notes 
that follow indicate differences. 


Key aspects of Cosstick's underlying theory and intervention strategies are summarized 
below to present a picture of her consultancy model. 


1. Complexity Theory 
Cosstick identifies with the phenomenon associated with complexity and chaos theory 


identified by Waldrop, which are summarized in the introduction to this Chapter. Other 
aspects of her position emerge below. She says she chose to use complexity theory for this 
project because it seemed to fit her "experience of working with change in the Roman 
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Catholic Church" and because it affmned her experience and instinct that we are not in 
control, whether as managers, consultants or facilitators.4 


Following Peter Murray, Cosstick believes that "complexity theory is a set of ideas 
which are not yet coherent". Two questions remain for her about complexity theory and 
organizations: "In what ways can human organizations...be likened to the physical and 
organic systems with which complexity theory initially concerned itself?" and "If we believe 
that human complex systems are like organic and physical systems, what do we actually do in 
organizations as consultants or change agents that puts this belief into practice?"s 


"Emergence", is understood as "the appearance oftroperties at one level that depend on a 
lower level but cannot be reduced to that lower leve1." 


2. Complexity and Systems Theory 
Cosstick believes, with Margaret Wheatley and Robert Louis Flood and against Ralph 


Stacey, that "complexity theory is not only compatible with systemic thinking but that 
complexity theory requires systemic thinking in order for its potential as a means of 
understanding organizational change to be realised". And she uses systemic thinking not least 
in conceptualising and understanding the Church and its context.7 


3. The Importance of the Local 
Whilst Cosstick rejects Stacey's critique of systemic thinking, she agrees with his focus 


on "local processes in the living present" and his conviction that "making sense of 
organizational life requires attending to the ordinary, communicative interacting between 
people at their own level of interaction in the continuous present".8 


4. Principles Underlying the Intervention Strategy 
Cosstick introduces the section in her dissertation on this subject by saying "complexity 


theory has no intervention strategy, ... no guidelines or list of principles anywhere that I have 
found for putting it into practice". Faced with this lacuna, drawing upon the work of 
Margaret Wheatley, Mitchell M Waldrop and David M Levin, she developed the following 
which she describes as "a rudimentary set of working principles". 


•	 The strategy is based on the assumption "that creative solutions to problems
 
would emerge in edge ofchaos conditions in the group".10 (Cosstick's italics
 
and bold type.)
 


The edge of chaos, suggests Cosstick, is experienced in groups when 
members become aware through honest, open and free flowing discussion of 
the realities and impossibilities they are facing and experiencing. It is also 
experienced when aspects of the "shadow life" of the group enter its 
conversations. 


Following Arthur Battram, she sees the edge of chaos as "flow": "one of 
those deep conversations where the insights and difficulties are mixed 
together as the talkers learn from one another at the limits of their 
understanding". Chaos is one of the four states in which Battram assumes 
groups may exist. II 


State 1. Stasis: defunct 


State 2. Order: not adapting, not responding to change; going through 
motions; complacent and unresponsive. 


the 


State 3. Complexity: complex patterns of order and disorder, evolv
changing patterns; effective and creative; turbulent 
uncomfortable. 


ing, 
and 


State 4 Chaos: war, insufficient stability to support communication.12 


Cosstick produces a striking diagram to illustrate these things, see Figure 8:2 
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Figure 8:2 The Edge of Chaos in Context13 


•	 For Cosstick the "role of the complexity facilitator is to step back (masterly 
inactivity) with the group into edge of chaos". (My italics). This, she claims, 
allows the parameters of the grou~'s conversation to shift and the shadow 
becomes part of the conversation". 4 Inter alia, this involves the loosening of 
the possibly too tight parameters of state 2 above. She claims that there is no 
fear of chaos "because natural parameters will come into play" IS through 
processes ofautopoiesis or self-reference. 16 She was, in fact, able to help the 
priests move to and to hold to the point of chaos and there to be creative. 
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•	 The quality of listening leads to the emergence of potential in people and
 
situations. Listening is closely related to present moment awareness.
 
Cosstick uses Levin's four stages to distinguish modes of listening:
 
primordial attunement; everyday listening; skilfully developed listening;
 
hearkening-listening as recollection.17
 


•	 Designingprocesses, which bring health to a system by connecting it to more
 
of itself, is a function of facilitators rather than producing plans or solutions.
 
One way of doing this, Cosstick has found, is through rich pictures,
 
feedback through visual portraits of the c~mtext or situation (see Chapter II
 
Model I). Other feedback methods help connect systems to more of
 
themselves. !8
 


•	 Edwin C Nevis' Gestalt thinking about resistance and conflict as ~roducts of
 
multi-directional energy is another principle of strategic thinking.!
 


5. Modes of Intervention 
Strategic principles were put into practice through modes of intervention. Cosstick 


started meetings in various ways. To start the fIrst meeting, for instance, she gave the priests 
a handout about her dissertation and complexity and worked through it with them; before the 
fmal meeting she sent a draft of her dissertation which included reports of the meetings; yet 
another meeting she asked the priests what they remembered of the previous meeting. But for 
the main part of the meetings, she says, "I simply sat back and took detailed notes of the 
meeting which 1 was able to send to all after the meeting. 1 made very few interventions".z° 
So, she facilitated the meeting by her presence, her inputs and by feedback papers on their 
discussion. Seemingly this was sufficient for the priests to move into the edge of chaos zone, 
to hold back from the chaos zone and to allow new patterns of thinking and organizing to 
emerge through "autopoiesis" and self-organizing processes. 


6. Action Research and Consultancy 
Cosstick found that using rigorous research techniques added value to the work. The 


action research methods she used meshed with complex consultancy processes. As it 
transpired the use of action research methods turned out to be much messier than it is 
sometimes presented to be. She found that it "represented itself as self-organization and 
emergence in the edge-of-chaos zone between order and chaos".z! (Cosstick's approach to 
action research drew upon several writers on the subject but notably Brian Goodwin, P 
Lomax, Robin McTaggart, J MCNiff, Peter Reason and J Whitehead. Their approaches 
resonated with those of complexity consulting.) 
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PART THREE 


CONSULTANCY KNOWLEDGE
 
BASES
 


This part turns to some epistemological issues related to consultancy praxis. 
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CHAPTER NINE 


CONSULTANCY EPISTEMOLOGY 
This chapter is about the forms and nature of knowledge commonly used in the kinds of 


consultancy described in this book and some associated epistemological issues. Writing this 
chapter has proved difficult for several reasons. First, epistemology and epistemological 
issues are referred to in a thorough going way in the description of only a minority of models: 
they are for instance central to the Soft System Methodology model; they are referred to more 
briefly in Constructionist Consultancy and Collaborative Enquiry models. Also there is a 
reference to hermeneutics in the description of the Constructionist Consulting model. But 
these references are unusual. Second, descriptions of consultancy models tend to concentrate 
on ways and means of getting at the knowledge required and working at it to good effect 
rather than at its epistemology. Third, I have failed to fmd a thoroughgoing exploration of 
consultancy and epistemology. 


This Chapter is a modest contribution towards an understanding of the epistemology of 
the modes and models of the kinds of consultancy described in Part Two. 


Epistemology, literally the theory of knowledge, is variously defmed as: 


•	 The theory or science of the method or grounds of knowledge 
(SOED); 


•	 The theory of knowledge especially with regard to its method and 
validation (Concise OED); 


•	 That branch of philosophy that addresses the philosophical problems 
surrounding the theory of knowledge. Epistemology is concerned 
with the defmition of knowledge and related concepts, the sources 
and criteria of knowledge, the kinds of knowledge possible and the 
degree to which each is certain, and the exact relation between the 
one who knows and the object known. I 


•	 The study of the kinds of knowledge that are required for solving 
problems in the world. 2 


•	 How we know what we know. 


Using these defmitions as starting points, four questions have helped me to
 
explore consultancy epistemology and underlie what follows.
 


1.	 What kinds of knowledge are available to and used by consultors 
and consultants in the consultancy work described in this book? 


2.	 What are the ideas, concepts and theories which elucidate the nature 
of these kinds of knowledge? 


3.	 Do these kinds of knowledge lend themselves to reliable and 
creative use in consultations? 


4.	 And, if so, what are the concepts, approaches methods and 
conditions which enable them to be used in these ways? 
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Questions 1 to 3 open up an epistemological enquiry into the knowledge base of consultancy; 
question 4 opens up an epistemological enquiry into consultancy praxis and its 
methodological apparatus. They indicate that the efficacy of consultancy will be determined 
by the ways in which knowledge is used. In the light of what follows they can be used to 
reflect upon and to interrogate each consultancy model to determine and evaluate its 
epistemological base. . 


What has become clear to me through researching and writing this chapter is that the 
epistemology of consultancy is a substratum of enormous importance to the praxis of 
consultancy in general and to the modes of models in this booking particular: the validity of 
consultancy depends upon the validity of its epistemology or its knowledge base. Ideas about 
epistemology are presented here as a substratum of consultancy praxis to be read off in 
relation to each model. Attempts to apply them to each model became largely repetitive 
showing that they provide a common epistemological base. 


1. Forms of Knowing and Knowledge in Consultancy 


Consultations involve consultors presenting information to consultants to facilitate 
critical conversations about situations and issues they wish to examine. Generally speaking 
this information will be about: the consultors' purposes, beliefs, theories, situations in which 
they work; their direct and personal experience of people at work in specific secular or 
religious organizations or communities in distinct places; relevant aspects of the totality of 
their knowledge and understanding of the world in general and their disciplines in particular. 
By the very nature of things and the economy required in information sharing in consultancy 
this will be only part of the consultor's total knowledge base to which it will be variously 
connected and disconnected by them. Important functions are performed by the sharing of this 
information with the consultant: it brings the consultor's situation into touch with the 
consultant's knowledge base; it makes some links between their respective knowing and 
knowledge bases. (See Figure 9: 1). Also, it brings an increased shared awareness of the 
consultor's knowledge, beliefs, attitudes and values and interpretations or views of how the 
knowledge is or should be used. 


These consultor-consultant connections provide opportunities for collaborative 
reflective conversations which draw upon the combined knowledge resources of consultors 
and consultants. Some connections are easily formed and accessed others are hidden from 
sight and consciousness and difficult to access. In some cases tracing out and mending or 
creating these connections will be an important consultancy function. Important as this is, it 
has to do with the use of given knowledge bases but our primary purpose here is to consider 
the nature of the knowing and the knowledge in use. 


--direct communication 
• - • - indirect communication 


S = what consultor wishes to consult 
about communicated through 
"knowledge presentations" 


~"--. 
. -----....:.• s -


/.~.-.~ .. 


.. -_ .. ... .. .. .. 


...........................
 


Figure 9:1: Interaction Between Consultors' and Consultants' Knowledge Bases 


Consultors and consultants work with several different kinds of knowledge which can be 
differentiated in the following seven ways. 


(a) Experiential and existential knowing and knowledge: Experiential and existential 
knowing is knowledge by acquaintance derived from direct personal experience and 
existence. They result from human encounters through sustained face-to-face engagement 
with people, places, things, events, work programmes, projects and the trying out of ideas, 
theories and research findings. In its raw state this kind of knowledge (in contradistinction to 
reflective formulations about it) is tacit, intuitive and holistic3


, and tacit knowledge is 
sometimes compiled into, and therefore hidden in experience. Peter Reason suggests that 
" ... experiential knowing and knowledge tells us of the interplay between the posited world 
and the presented world".4 


(b) Personal knowing: Self-knowing and self-knowledge: Two aspects which are generic to 
consultancy are the consultor's and consultant's self-knowing and self-knowledge of 
themselves as human beings and of themselves as practitioners. Personal knowledge of 
vocation, an important aspect of self knowing, is, for instance, important in consultancy.5 
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Personal knowing varies greatly in its sophistication. There is a vast amount of relevant 
literature on such things as: enneagrarns; Myers Briggs personality and thinking styles; 
intelligence quotients, IQ's, and emotional intelligence; stages of intelligence, moral and faith 
development associated with Piaget, Kohlberg, Fowler and many others.6 


(c) Interpersonal Empathic Knowing and Knowledge: Consultancy operates on the basis that 
people can gain a working knowledge of other people's minds and emotions, i.e. of what they 
think, believe, feel and know. The possibility of this raises problems for philosophers as does 
religious knowing7


• Nonetheless empathic knowing has become a widely accepted part of a 
family of professional disciplines. The possibility of "virtual insidership" has been 
established. 


(d) Metaphysical, philosophical moral knowing and knowledge: The nature, form and 
significance of this kind of knowledge can vary enormously. 


(e) Religious knowing and knowledge: This is differentiated from metaphysical, 
philosophical and moral forms of knowing and knowledge because whilst it contains those 
elements along with beliefs, it has faith dimensions which emanate from living relationships 
with spiritual beings - God, Yahweh, Allah. The knowledge is, in fact, both theological and 
experiential or existential. The religious dimensions of the everyday world are most relevant 
to consultancy.9 (See 2 (f) below.) 


(f) Propositional knowing or knowledge "about": Propositional knowing is knowledge "that 
something is the case and is expressed in statements". When "formalized in research it tells 
us of the researched world". It takes the form of ideas, propositions and theories10. It is, 
therefore, scientific, theoretical and theological knowledge. Anthropological, sociological, 
organ-izational, phenomenological and ethnomethodological studies and researches are 
amongst the cluster that are ofparticular interest to the forms of consultancy discussed in this 
book both for their methodology and fmdings. 


(g) Practical knowing or knowledge about "how to": Practical knowing takes the form of 
knowledge about how to do something and is therefore related to abilities, approaches, 
methods and skills with especial reference to working with people purposefully individually, 
in groups and in secular and religious organizations and communities. It tells us about the 
world-of-action. 11 Some of this knowledge is not easily accessed because it is written deep 
into mental and motor processes which are carried out automatically without conscious 
thought. 


(h) Historical knowledge and knowing: In consultancy this takes two intertwined forms: the 
history of churches, organizations, projects, problems, work programmes, work forces, 
approaches, methods etc; the vocational history and career paths of consultors and those with 
whom they work. 


(i) Communicational knowledge and knowing: Key to consultancy praxis for both consultors 
and consultants is knowledge about how to communicate and engage with each other in 
consultancy sessions and then, in relation to that, for consultors to communicate and engage 
with those with whom they work. 


Consultor's presentations are compositions of all or some of these nine forms* of 
knowing and knowledge: they are the basic common currency of consultancy; consultations 
operate through them, consciously and unconsciously. They variously inform: world-views 
within which consultors and consultants operate; their work-views; their understanding of 
themselves as practitioners. 


Wide variations are experienced in the quality, veracity, sophistication and relevance of 
the knowledge presented by consultors and by consultants. An important aspect of 
copsultancy praxis is to establish viable knowledge bases on which consultors and consultants 
can work creatively. This is discussed in various parts of this chapter and illustrated 
throughout the book. 


Consultancy operates by using the knowledge directly accessible to consultors and 
consultants in the most effective way in relation to helping consultors and where this is 
inadequate, supplementing it by research or from other sources. The aim is to get the best 
possible knowledge base which is "good enough" in the given circumstance. Desires for a 
"perfect" knowledge base open out on to the impossible. Feelings that the probity of 
consultancy depends on such a knowledge base is both unrealistic and debilitating. Clearly 
the efficacy of consultancy is closely related to the nature and the understanding of the 
knowledge base, its uses and its limitations. 


2. Consultancy and Epistemology 
The limited objective of this section is to raise briefly some epistemological issues 


implicit in the nature of the nine forms of knowing and knowledge used in consultancy 
practice. This forms a modest contribution to the neglected task of formulating an 
epistemology of consultancy. Exploring in depth the epistemology of the form of consultancy 
knowledge is beyond the scope of this book and the ability of the author. 


(a) Knowledge: omnipresent actively and latently: Various forms of knowledge are present 
in consultancy sessions in two ways. Relevant elements from all forms are extracted as 
necessary and used by consultors to describe the subject matter about which they wish to 
consult. The remainder, present in the consultor's conscious and unconscious mind, 
constitutes the total knowledge context out of which the consultor operates. This simply 
cannot be assembled and presented in toto. And the economy of consultancy prevents large 
sections of it being considered. However, it is the principal context, framework, backdrop of 
all that occurs in the consultancy and a reservoir (pool) to be drawn upon as required. 
Similarly consultants extract from the totality of their knowledge that which they consider 
must be made explicit for the consultancy to function effectively and the remainder is, again, 


*Professor Gordon Wells, Ontario Institute for Studies in Education, University of Toronto, illustrates the 
role that dialogue plays in the construction of knowledge and the development of understanding in a model 
entitled the "spiral of knowing". The model has four "segments" (experience, information, knowledge 
building and understanding) of a series of cycles related to five "modes of knowing" (instrumental, 
procedural, substantive, aesthetic and theoretical). htlp://www.oise.utoronto.cal~gwellsINCTE.html; dated 
2003 The modes of knowledge notation I have devised relate to consultancy work. 
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their context, framework, backdrop and a reservoir. Interaction between the elements 
extracted and communicated by consultors and consultants occurs at both conscious and 
unconscious levels. Consultancy processes can involve engagement with each and all these 
bodies of knowledge and how they relate and interact. This is illustrated in Figure 9:2. 
Teasing out relevant knowledge is a primary and tricky aspect of consultancy for consultants 
and consultors. Of necessity, they work on selected knowledge. The processes of selection 
and checking out are critical. 


knowledge • - - •••••• - knowledge 
• presented ..:. : :-• presented


"-/- ---~.-. --~-' ----'. ...... .. . . -' -.:~ -j- --.. . --- .' 
:~: 


latent
 
knowledge
 


latent 
knowledge 


~--,:. 
~. 


ConsultantConsultor 


--direct communication 


- - - - indirect communication 


Figure 9:2 Latent and Active Knowledge in Consultancy 


(b) Knowledge and Knowing from direct personal and religious experience: Knowledge and 
knowing from direct experience of any kind have considerable influential powers over those 
who possess it. Watts and Williams make important points about any form of direct 
experience in the following paragraph about religious experience. 


One of the core features of the religious life is coming to know from direct 
experience what may previously have been a mere matter of religious 
teaching or of faith. This does not necessarily produce any changes in what 
is known, though it may do so, but it changes very radically how it is known. 
Religious knowledge acquired through direct experience seems able to direct 
people's lives in a way that mere assent to doctrine does not. If one is 
interested in the inner core ofreligion, there are few more important things to 
understand than such direct religious knowing. 12 


(c) Knowledge: amalgamated and differentiated: All these forms and expressions of 
knowing and knowledge have valid and legitimate uses and modes of verification. 13 In 
consultancy engagements they are present in various permutations. They are correlated in 
different ways for different tasks. They can form clearly differentiated or messy knowledge 
bases. Distinguishing them and treating and using them with proper respect to their nature is 
an important part of good consultancy praxis. 


(d) Subjective and objective content: The nature of the forms of knowledge used in 
consultancy is variously and inescapably subjective and objective. This properly represents 
"the paradox that reality is simultaneously subjective and objective. We engage objective 
realities subjectively...,,14 Proper attention to both is essential; both lend themselves to critical 
analysis. Scientific thinking was commonly associated with objective knowledge and 
objectivity; subjective knowledge and subjectivity was not considered scientific. Now, 
however, subjective knowledge has an increasingly important and scientifically valued place 
in research and in the praxis of work with people. But to be useful raw subjective knowledge 
needs to be refmed and edited of distortions, biases, prejudices and anxieties, as, of course, 
does objective knowledge. "Critical subjectivity" is essential to establishing subjective 
knowledge bases which can be used with confidence in relation to any form of work with 
people. Consultancy processes are, or need to be, instruments of critical subjectivity. Most of 
them work on conscious knowing but psycho-analytical models, for instance, work on 
"unconscious knowing". Consultancy is a way of establishin~ and forming subjective and 
objective knowledge for action as well as for reflection1 and establishing common 
"subjective agreements" between consultors and consultants. This enables consultors and 
consultants to work together on the consultor's subjectivity in relation to the consultant's 
subjectivity. Consequently, consultancy is a means by which consultants help consultors to 
get a subjective purchase on their subjective and objective worlds. Smail 16 talks about 
developing 'intuitive sensitivity' which, he says, gives us access to "the intricate and finely 
balanced subjective world in which we conduct our relationships with each other, register and 
react to the impressions we give and receive, administer and respond to offers of love or 
threats of annihilation". 17 Emotional intelligence is a key factor in the ability to be critically 
subjective about inner and outer realities especially those which are disturbing - as the subject 
matter of some consultancies are. We act in and on the objective world through our 
subjective knowledge - or ignorance - as we act on our subjective worlds. 


Taking both forms of knowing and knowledge seriously involves avoiding solipsism (the 
view that the self is all that exists or can be known) and seeing them as complexly 
intertwined. As Gregory Bateson said, "we create the world that we perceive, not because 
there is no reality outside our heads ... but because we select and edit the reality we see to 
conform to our beliefs about the sort ofworld we live in". 18 


(e) Knowledge-reality gaps: No matter how complex and sophisticated our knowledge might 
be, it does not match the complexity and sophistication of the subjective and objective 
realities with which consultors and consultants have to deal. 19 It is always partial and 
incomplete. And, in addition, as noted earlier, the knowledge used in consultancies is 
selected economically from the total knowledge available to consultors and consultants. 
(When consultancy processes are creative they can generate meaning and new knowledge 
and give new meaning to old "knowledge".) Consequently there are significant gaps to be 
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bridged between realities and their "knowledge representations" which are used in 
consultancies. "Mind the gap" is a good dictum for consultors and consultants! As described 
in Section 4 below, knowledge representations are surrogates or stand-ins for reality and to be 
treated as such. Thinking, feeling and knowing are vital parts of human subjectivity; they are 
important and integral aspect of being and doing. 


(f) Religious Knowing: Reference has already been made to an important book by Fraser 
Watts and Mark Williams, The Psychology ofReligious Knowing. Watts and Williams make 
a distinction important to consultancies to religious organizations: "religious knowing 
involves, not so much coming to know a serarate religious world, as coming to know the 
religious dimensions of the everyday world".2 Elaborating this they say, "Religious knowing 
is concerned with a world in which the spiritual and the material interact; both everyday 
concepts and religious concepts are enriched by this interactionalist perspective".21 They see 
similarities between religious knowing, scientific and everyday forms of knowing and 
personal knowing?2 "How people gradually come to understand more about themselves 
seems in many ways to be similar to how they came to understand more about the things of 
God".23 In short, they claim that religious knowledge is arrived at by "cognitive processes by 
which other human knowledge is acquired".24 (Emotion is involved in cognitive processes 
and bonds religious understanding to religious experience.) Religious and personal insights, 
they say, "arise as a result of similar cognitive processes and have many common features".25 
Using "the analogy between personal knowing and religious knowing", they seek to relate 
religious knowing to cognitive psychology through an exercise in "conceptual mapping,,?6 
Religious knowing "transcends a crude dichotomy into what is objective and what is 
subjective".27 "The validity of both personal and religious insights", Watts and Williams 
argue, "is difficult to assess ... " Searching for either requires: integrity and honesty to 
evaluate conscientiously; openness; broad, sustained and penetrating attentiveness that goes 
beyond the obvious and general religious observations and doctrinal cliches; the ability to 
conceptualise insights.28 They advocate "the middle way" to religious knowing which is 
reproduced in Display 9: 1. 


This association between personal and religious knowing is important directly or 
indirectly. All consultancies draw upon personal knowledge and knowing to a greater or 
lesser extent just as they draw upon factual information about situations and events. This can 
include knowledge about such things as philosophy of life, convictions, commitments, 
vocation and personal strengths and weaknesses. (Vocational understanding is of especial 
interest in consultancy work.30) Some consultancies draw upon religious knowledge and 
beliefs and the direct experiences associated with them. 


With religious knowing, it is always necessary to find a middle way: 


it requires seriousness ofpurpose, but lightness of touch; 


it cannot thrive either when people's emotions are uninvolved or when
 
they are unrestrained;
 


it requires a sense of relatedness to God that is neither one of identification
 
with Him nor of alienation from Him;
 


it is a matter neither of pure faith nor ofpure reason;
 


it is independent of observation, but neither does it follow straightforwardly
 
from it;
 


it inhabits the realms, neither of private fantasy nor of external reality, but a
 
space between;
 


it is a creative act, that goes beyond the "given" but must be faithful to it;
 


it shows a capacity, in myth and sacrament, to make connections that are
 
more than merely symbolic representations of literal truths, but without
 
going so far as to confound the symbol with the symbolised;
 


it depends on the combination of both genuine personal experience and
 
the effort to articulate it, for neither alone can lead to knowing;
 


it requires the intellectual effort and clear-headedness to reach towards
 
religious knowing wherever possible, but also the recognition that there
 
is a time for silence and not knowing.
 


Display 9:1 The Middle Way of Religiolls Knowing29 


(g) Deductive and Inductive Processes: Employing these forms of knowing variously 
involves deductive and inductive processes. Inductive processes are used with those forms of 
knowing which draw on direct experiences. They operate from the particular to the general. 
This applies to experiential, existential, personal, interpersonal, religious practical and 
personal historical knowing, see a, b, c, e, f, g and h. Deductive processes are used with those 
forms of knowing which work from given understandings and theories; they operate from the 
general to the particular. This applies to metaphysical, philosophical, moral, religious, 
propositional, practical and historical knowing, see d, e, f, g, h. Deductive processes can lead 
to inductive processes and vice versa in consultancy sequences which asym~totically 


approach "truth". Following AW Ghent, such sequences are illustrated in Figure 9:3. 1 
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from a comparative analysis of the
 
two squares representing what is
 
anticipated and what is observed.
 


•	 This model shows the dangers of
 
absolutising.
 


Figure 9:3: Deductive and Inductive Processes 


(h) Conscious and unconscious content: 
All the models described in this book operate through human consciousness. Two of 


them also use psychoanalytical concepts and operate through the dynamics of the 
unconscious, one in a thorough going manner (see Chapter Seven). 


This chapter is relevant to all the modes and models even though it does not contain a 
section on the epistemology of psychoanalytical praxis. A book by Andre Haynall does so. It 
is Psychoanalysis and the Sciences: Epistemology History (Karnac Books 1993). 


3. Epistemological Approaches and Positions 
One of the critical aspects of the approach consultors and consultants adopt is their 


position in relation to knowing and knowledge. Philip Boxer and Barry Palmer, in one of the 
few pieces I have been able to fmd on consultancy and epistemology, describe a series of 
research workshops they conducted in which they "were not primarily concerned with 
consultancy techniques, but with the ethical and epistemological assumptions which shape 
what they do".32 Following Sohein and Mintzberg they distinguish between three basic 
positions which they represented in a diagram reminiscent of Joharis' Window (See Figure 
9:4). They describe these positions as follows. 


•	 Bird: the position of the consultant as expert, who supplies know-how 
which he or she is believed by the client to have, to solve a problem as 
identified by the client. (The term is mildly derogatory: the bird flies in 
and flies out again, leaving behind a solution to what is assumed by 
both consultant and client to be a known problem - a solution which, as 
long as the problem persists, mayor may not prove to be welcome.) 


•	 Guru: the position of one who is asked by the client to use his or her 
insight and theory to defme what the "real" problem is behind the 
"presenting problem" identified by the client, and to formulate what can 
be done about it. (Schein calls this the doctor-patient model, in which 
the process of diagnosis as well as the "cure" are prescribed by the 
consultant.) 


•	 Fool: the position of the consultant who Schein called the process 
consultant. Here the client accepts the process of diagnosis of what the 
"real" problem is as being problematic. In response to the "identified 
problem" put forward by the client, the fool, like the client, accepts not 
knowing what the "real" problem and its solution are, and is prepared to 
work with the client in a shared ignorance, learning with him or her the 
hard way how things can be different 


•	 Although the blank position is one where someone can be providing a 
solution to a problem someone else has defmed, it is not really a 
consultancy mode, though it is not unknown in practice.33 


For Boxer and Palmer these form a repertoire of positions, Consultants may move 
between these positions during the course of a consultancy assignment: paths are traced 
between the quadrants in and through consultancy processes. Deciding which position to 
adopt "poses epistemological and ethical problems. What is the status of the knowledge 
which we bring to, or generate during, this work. Or if, as we believe, we can have no certain 
knowledge or unquestionable theoretical framework, what is our justification for offering our 
services and accepting people's money?".34 
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knows doesn't know 


knows gurubird 


Consultant 


doesn't fool 
know 


Figure 9:4: Consultancy Positions and Associated Knowledge 


Their research of the fool position led them to conclude that they "had shared somethin§ 
of the problematic nature of the practice of consulting and a way of working with it".3 
However this may be, they had identified critical alternative epistemological positions and 
classified choices to be made. Also, they had demonstrated that the epistemological 
approaches of consultants and consultors need to be consonant with the nature of the 
knowledge with which they are dealing and their convictions about how they see themselves 
as consultants and their relationships with consultors. Clearly, there are several possibilities 
of dysfunctional mismatches. Epistemological understanding is vital to consultancy, not least 
because it makes for informed choices of approach. And the epistemological approach is as 
critical as the epistemology of the knowledge used. They must be in harmony and tandem. 


The importance of approach and position is underlined by Fraser Watts and Mark 
Williams. Commenting on the nature of forms of knowing they say "style is possibly more 
important than content".36 Gareth Morgan in Images of Organizations, says, "I believe in a 
position that attempts to recognize the paradox that reality is simultaneously subjective and 
objective. We engage objective realities subjectively by putting ourselves in what we 'see', 
in a way that actually influences what we see". (Italics are Morgan's). The "process can be 
understood as one of 'engagement' and 'co-production', involving both subjective 
construction and concrete interactions between real 'others",.37 This is an interesting 
observation about the significance of empathic knowing and the ways in which people and 
organizations acquire holistic minds. Approaches and the processes they engender have 
important epistemological connotations for consultancy. 


4. Knowledge Representations and their use in Consultancy 
Elements of knowledge are present in consultancies through what have been described as 


"knowledge representations" (KR) by Randall Davis, Howard Shrobe and Peter Szolovits. 
They say that the nature of knowledge representations are best understood in terms of five 
fundamental roles they play.38 Using their basic defmitions these roles are described below 
with some references to consultancy praxis. 


(a) A KR is a surrogate, "a substitute for the thing itself', which enables reasoning processes 
which go on internally about things which "exist only externally". It "functions as a surrogate 
inside the reasoner, a stand-in for the things that exist in the world". Equally, I believe, 
knowledge representations, are surrogates for such things as feelings, ideas, visions that exist 
within people. However, whether knowledge representations are about things objective to 
those using them or subjective, they are surrogates. Consultors and consultants can and do 
use knowledge representations to study both things which are external and internal to them. 
Knowledge representations are presented in consultancy work in many different ways: orally; 
through the written word; through diagrams, charts, models; through the use of images and 
metaphors; through non-verbal communications; through the expression of emotion. 


Several things follow for consultancies to be effective. First, knowledge representations 
must not be confused with the entities they represent. And it is all too easy to do so 
unconsciously when the representation evokes the essence of the thing itself. Distinguishing 
can be tricky especially when what is represented and its representation exist in the same 
subject. Sharing knowledge representations in consultations involves consultors and 
consultants projecting them beyond the confmes of their own subjectivities into a domain 
where they can be considered objectively and subjectively by themselves and others. Second, 
important questions are, "How close is the surrogate to the real thing? What attributes of the 
original does it capture and make explicit, and which does it omit?" And in considering these 
questions it is necessary to remember that "Perfect fidelity is generally impossible in practice 
and in principle...completely accurate (original) representations of an object is the object 
itself'. Continually, therefore, we deal with imperfect surrogates that can distort and lie about 
the limitless complexities of the realities they genuinely seek to represent. Sources of error 
are inbuilt. Taking these things seriously is essential to good consultancy praxis. Third, in 
consultancy practice, knowledge representations are used to determine inward personal action 
and action in the world. Reasoning itself is in part a surrogate for such action. Fourth, even 
with sound reasoning and the proper use of knowledge representations, mistakes can be 
made?9 


(b) A KR is unavoidably and usefully a set of ontological commitments which determine 
how, in this case, a consultor or a consultant thinks about the world. This indicates basic 
commitments and the criteria used to select the material used to form and shape their 
representations.40 Davis says, "The commitments are in fact a strong pair of glasses that 
determine what we can see, bringing some part of the world [I would add, and or our inner 
thoughts and feelings] into sharp focus, at the expense of blurring other parts".41 
Consequently there are representations within representations. 
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(c) A KR is a fragmentary theory of intelligent reasoning. "This role comes about because 
the initial conception of a representation is typically motivated by some insight indicating 
how ~~~ple re~son intel~ige~tly, or by so~e belief about what it means to reason intelligently 
at all . ThIS reasonmg IS expressed m three components of a representation: (i) the 
representation's fundamental conception of intelligence; (ii) the set of inferences the 
representation sanctions; (iii) the set of inferences it recommends.43 These things take us to 
the "heart of a representation's spirit and mindset; knowing its position about these issues tells 
us a great deal about it".44 


Davis distinguishes and discuses five notions of what constitutes intelligent reasoning. 
The first is the assumption derived from mathematical logic that intelligent reasoning is some 
variety of formal calculation, typically deductive. A second is a view rooted in psychology 
which sees reasoning as a characteristic human behaviour. A third, a view rooted in biology, 
sees intelligent reasoning as characteristic stimulus/response behaviour. A fourth is that 
intelligent reasoning is "obeying the axioms of probability theory". A fifth view from 
economics is that intelligent reasoning is defmed by adherence to the tenents of utility 
theory.45 Exploring these things led Davis to remind us that whilst his paper is about 
"knowledge representation, ... it is also a theory ofthinking".46 


So, KR's are ways into theories of thinking to which consultants and consultors are 
committed, often unconsciously. Identifying and working at these theories can be an 
important part of consultancy. Closely related are the theories of thinking upon which forms 
of consultancy in use are based. 


(d) A KR is a medium for efficient computation. "From a purely mechanistic view, reasoning 
in machines and (somewhat more debatably, in people) is a computational process. Simply 
put, to use a representation we must compute with it. As a result questions about 
computational efficiency are inevitably central to the notion ofrepresentation".47 Guidance in 
organizing information in consultancy helps to compute it in ways which facilitate the 
analysis and design of human work situations, projects and problems. 


(e) A KR is a medium of expression and communication for use by us, i.e., a language in 
which we say things about the world and ourselves. And that, says Davis: 


...presents two important sets of questions. One set is familiar: How well 
does the representation function as a medium of expression? How 
general is it? How precise? Does it provide expressive adequacy? etc. 


An important question less often discussed is, How well does it function 
as a medium ofcommunication? That is, how easy is it for us to "talk" or 
think in that language? What kinds of things are easily said in the 
language and what kinds of things are so difficult as to be pragmatically 
impossible? 


Note that the questions here are of the form "how easy is it?" rather than 
"can we?" This is a language we must use, so things that are possible in 
principle are useful but insufficient; the real question is one of pragmatic 
utility. If the representation makes things possible but not easy, then as 


real users we may never know whether we have misunderstood the 
representation and just do not know how to use it, or it truly cannot 
express some things we would like to say. A representation is the 
language in which we communicate, hence we must be able to speak it 
without heroic effort.48 


All this is clearly important for consultancy praxis. 


Having established these roles Davis, Shrobe and Szolovits reflect on the consequences 
for research and practice and make the following points. They urge that all roles should be 
kept in mind when creating and using representational languages and particularly their use in 
"capturing the complexity of the real world". They advocate the combination of 
representations to get the broader view. They underline the value and importance of making 
explicit the "spirit" of representations, i.e., the ideas and inspirations that lie behind the 
representations.49 One of their conclusions is particularly pertinent to the theme of this 
chapter: 


At various times in the development of the field, the suggestion has been 
made that we ought to view knowledge representation in purely 
epistemologic (sic) terms, i.e., take the singular role of representation to be 
conveying knowledge content.... As we noted earlier, epistemology matters, 
but it is not the whole of the matter. Representation and reasoning are 
inextricably intertwined: we cannot talk about one without also, unavoidably, 
discussing the other. We argue as well that the attempt to deal with 
representation as knowledge content alone leads to an incomplete conception 
of the task of building an intelligent reasoner. 50 


All this seems to me to provide ways into the understanding of knowledge used in 
consultancy praxis and its proper use whilst illuminating epistemological questions. 


5.	 Interaction of Knowledge Representations and Epistemologies in 
Consultancies 


In relation to the work in which they are engaged consultors and consultants variously 
relate to particular bodies of knowledge and their associated epistemologies. They, consultors 
and consultants, that is, may represent similar or different bodies of knowledge and 
epistemological positions. Similarly their understanding of the nature of these things may 
vary greatly and so might the importance they attach to them. All of these things they bring to 
consultations through knowledge representations of one kind or another. The very nature of 
consultancy means that they are brought into close proximity and, given collaborative 
openness between consultors and consultants, they intercept, interrelate and interact. Against 
this background this section notes characteristics of working stations (or settings) variously 
located in the periods before, during and after consultancy sessions with particular reference 
to the consultor. 
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Work Station A: before consultancy sessions: At this point consultors are going about their 
work as practitioners in their own situations using the knowledge and knowledge 
representations available to them in their own ways within a generally assumed understanding 
of the subject matter and context. Epistemological issues will not normally be addressed 
rigorously even by reflective practitioners. 


Work Station B: preparing for consultancy sessions: This is the point at which consultors 
prepare for consultancy sessions by deciding how to depict to consultants, who mayor may 
not know their situation, the things about which they wish to consult. Consciously or 
unconsciously, formally or informally they are attempting the difficult task of formulating 
knowledge representations (K R's) which communicate effectively to those beyond the direct 
experience of the situation, its ethos and nuances. Ideally the K R's reflect the bodies of 
knowledge upon which consultor's draw and their epistemologies as well as profile their 
working situation. 


The epistemological bases of consultors takes on myriad forms. No attempt is made here 
to survey them although knowledge of them provides important information for consultants. 
Here we concentrate on the epistemologies of consultancy knowledge and praxis and the way 
they are used by consultants to help consultors to be more creative, effective and efficient 
through praxis that is epistemologically sound. 


Work Station C: consultancy session in progress: The outcome of the preparations now fmds 
expression in the consultancy working relationship. Hopefully it comes to life. At this point, 
in a responsive mode, the consultant's knowledge, praxis and epistemology kick in. 
However, it could have been operative at station B if, for instance, the consultant had 
suggested as they often do, the form the representation should take. Now using their own 
praxis, consultants work with consultors on their representations to form a knowledge base 
and agreed knowledge representations most likely to facilitate effective consultative 
engagement. To do this consultants attend carefully to consultors, their representations and 
their epistemologies and to anything that is relevant in their own bodies of knowledge and 
epistemologies. Their consultancy praxis determines how they do this and how they proceed 
to analyse, design and plan with consultors. These processes and the stages and procedures 
associated with them are variously organized and defmed in different consultancy models. To 
some extent distinctions between them are artificial or arbitrary because, for example, 
clarification of work situations and epistemologies can be operative throughout all of this part 
of the process. 


The handling of the interaction and especially any conflict between the consultor's and 
the consultant's epistemology is a significant but much neglected feature of consultancy 
processes. Changes in the consultor's epistemology, however small, may well be the critical 
output of the consultancy and all that is necessary to improve the consultor's and the 
consultant's praxis dramatically. For instance, through the SSM consultancy model of 
consultancy, they may see the epistemological significance of the distinction between "soft 
and "hard" systems methodology. (cf Chapter Three, Model One). Facilitating such changes 
requires great care and consultancy skill because it is essential to avoid action plans which are 
based on an epistemology (the consultant's for instance) which the consultor has not 


understood or grasped or adopted. Such a design fault seriously compromises the possibility 
of creativity. 


Work Station D: after consultancy sessions: This is the situation when consultors have 
resumed their work possibly with new practical ideas and greater conceptual clarity about 
their knowledge bases and working epistemologies and action they must take in relation to 
revising or developing them. This will help them in the task which completes a consultancy 
cycle: formulating knowledge presentations which enable them, consultors that is, to 
communicate the outcome of consultancies to their colleagues and those with whom they 
work. These knowledge representations could be described as "meta cognitions" as they are 
at a higher level of abstraction to the specifics they represent. So, what starts with 
communicating relevant aspects of the consultor's working situation to consultants concludes 
by communicating relevant aspects of the consultancy to consultor's themselves and by them 
to their workforces. 


These work situations are represented in Figure 9:5 (overleaf) which takes the form of a 
hermeneutical circle. 


Changes can occur in the understanding and approaches to knowledge bases and 
epistemologies. Such changes in consultors-and consultants-can be amongst the most 
significant consultancy outcomes. Amongst other things they facilitate the formulation of 
more creative knowledge presentations. 


The knowledge in play is, as noted above, of course, selected by consultors and 
consultants from much larger bodies of knowledge. The rationale of consultancy has 
epistemological connotations. There can be, and generally is, more than one form of 
epistemology operative in consultations and this can cause conflict or confusion or creative 
interaction. 


"C"Coooo..... ~ 


"D"Consultor formulates 
knowledge presentations 
for own use and for 
consultants and for 
workforce 


"8" Formulates knowledge 
presentations for 
consultants and 
consultations 


Workstation 
........... "A" Consultor at 
~ work in situ 


~ 


, 
Workforce 


Figure 9:5: Knowledge Representations in Operation 
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6. Consultancy as Hermeneutics 


"Consultancy as hermeneutics" was suggested to me by David Lyall's examination of 
"pastoral care as hermeneutics".51 Hermeneutics, "the branch of knowledge that deals with 
interpretation especially of scripture or literary texts" (Concise Oxford Dictionary, Ninth 
Edition), is a well established discipline vigorously pursued in many ways. Lyall shows that 
there has "been a great broadening in the scope of hermeneutics, with attempts to devise 
methods of interpreting contemporary situations as well as ancient texts".52 An important 
concept to those engaged in this movement is summed up in the phrase, "living human 
documents".53 A similar phrase, "documents of life", is in common currency in relation to 
qualitative research into human behaviour.54 Hermeneutics when applied to pastoral care or to 
consultancy involves, I suggest, working with people on their lives and work or on the 
narratives of their lives through treating them as "living human documents".55 According to 
Lyall prominent scholars in the field of pastoral care "have been particularly creative in taking 
methods first applied to the interpretation of written texts and applying them to the task of 
fmding of meaning in the stories which embody human experience and pastoral activity".56 
David Capps, following Paul Ricoeur, for instance, "has pointed out significant parallels 
between meaningful (as opposed to random) human action and written texts". He argues 
that, like written texts, meaningful action: 


leaves its mark; 


has unintended consequences; 


creates a world; 


i always open to reinterpretation.57 


Writing about hermeneutics and psychoanalytic praxis, Andre Haynall, makes 
interesting points on the discussion about epistemology of consultancy generally and that of 
psychoanalytical and psychodynamic models in particular (see Chapter Seven). He uses a 
defmition by Rorty (1980), "hermeneutics is the study of an abnormal discourse (that which 
does not deliver up its meaning immediately, a mystery text) from the point of view of some 
normal discourse - an attempt to make sense of what is going on at a stage where we are still 
too unsure about it to describe it". He suggests that connections are established by examining 
abnormal discourses through "interrogative interpretations". Thus, he says, hermeneutics 
"becomes the study of the "unfamiliar" in order to make it familiar, comprehensible". He 
argues that before Schleiermacher "hermeneutics was the science of texts; with him, it 
became an attempt by a member of a given culture to understand the experience ofanother'. 
He suggests that as participants in psychoanalysis are enclosed their own systems of reference 
they fmd difficulty in understanding the more intimate depths and references of the other. He 
concludes: 


So when we talk about hermeneutics in psychoanalysis, we are, of necessity, 
also talking about intimacy with another, empathic understanding, being in 
tune [Einfuhlung] , which in turn is expressed in the analyst's words. 
Interpretations carmot, therefore, be separated from empathic identification, 
from countertransference, nor can hermeneutics be dissociated from the 
emotional experience surrounding the words.58 (Haynal's italics) 


However, whilst there seems to be potential in viewing consultancy praxis as a 
hermeneutical activity it needs to be tested out. One way of doing so would be to research the 
application to consultancy praxis of the approaches and methods used in contemporary 
hermeneutics.59 


7. Epistemology and Hermeneutics 


An appropriate way to complete the circle of this chapter seems to be by notes about 
relationships between epistemology and hermeneutics. The following quotations do that 
admirably. They are both from The Other Side ofListening: A Philosophy ofListening by 
Gemma Corradi Fiumara. 


Ifhermeneutics points to an attempt to explore what can only be understood 
with difficulty, and epistemology represents the study of ways in which we 
actually know, one might consider the former as the discipline of humanistic 
research and the latter as the discipline of the 'natural' sciences. This 
distinction, however, may turn out to be extrinsic and superficial in as much 
as epistemology might refer to a method used in the normal sciences 
whatever the object of study - and hermeneutics might refer to a method 
used in those fields in which "normality" has not (yet) been attained or is 
unattainable. The dynamics of exclusion or excommunication, moreover, 
spring more easily from the normal sciences than from research into fields 
that are dense with "anomalies".60 


Epistemology, on the one hand, is supposed to be occupied with "real" 
cognitive problems of major significance, those problems in which our 
indissoluble bonds with "rationality" are unfolded for examination; 
hermeneutics, on the other hand, should be concerned with everything that is 
left. As Rorty suggest, whatever can not be rendered commensurable with 
such logically accepted standards seems to end up by being relegated into the 
area of the merely "subjective", there to be examined by the hermeneutic 
disciplines. In our opinion, however, we are not dealing with a polarization 
between rational objectivity and irrational subjectivity so much as with a 
distinction between different types of investigation; on the one hand 
"established philosophy" (in the Kuhnian sense) and, on the other, less 
customary and less institutionalised areas of research.61 


Postscript 


After mulling over an early draft of this chapter, my staff colleague on the Consultancy, 
Mission and Ministry course referred to earlier, The Revd David Dadswell of Macdonald 
Associates Consultancy (see Chapter Five), wrote the following piece which he entitled: 
Knowing the problem: Cognitive ability. It is a fitting postscript because it is a corrective: 
consultancy rises and falls not simply on what is known and represented adequately but on the 
ability of consultants and consultors to use creatively the knowledge they have. 


If consultancy is seen as a collaborative process of problem solving, 
there is a significant issue around how well the consultant and the consultor 
can frame the problem they are looking to solve. Problems have inherent in 
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them different levels of complexity. Problems become more complex when 
they have more variables, which are less tangible, more interlinked, and there 
is greater ambiguity and uncertainty further into the future. This raises the 
issue of whether the consultant and/or the consultor can handle intellectually 
the complexity - the range of variables, unknowns and their complex 
interactions - which is needed both to understand the problem and to generate 
possible solutions. 


In psychological terms this depends on their cognitive ability. 
Cognitive ability refers to the intellectual or cognitive qualities of an 
individual in terms of the way that person mentally processes information 
about a variable, or the relationships between two or more variables. This 
enables people to construct views of the world around them, classify and 
analyse problems, and fashion methods for interacting with that world. 
Cognitive ability is, therefore, not the possession of a body of knowledge - it 
is an individual's capacity to acquire and apply knowledge. It will interact 
helpfully or unhelpfully with the individual's education, experience, skills 
and already existing knowledge but if an individual does not have the 
cognitive ability to model and analyse a problem at the appropriate level, no 
amount of experience will produce a satisfactory analysis and consequent 
strategy. 


If one or both of the parties in the consultancy cannot work at the 
appropriate level, it is difficult to know all that needs to be known about the 
problem. A problem in identifying that this is a problem is that other factors 
can mask this basic lack of ability. They may be working really hard at the 
problem; they may have had considerable experience in this area and can use 
a lot of technical terms about the issue; or their social interaction may feel 
very effective and affmning. All these features may be very important in 
helping the consultancy to be productive but, if there is a lack of the 
necessary cognitive ability to understand the problem and the outworking of 
its possible solutions, the result of the consultancy will often be to produce 
frustration or strategies that simply do not work well enough if at all. 


Addressing this issue demands a high level of self-knowledge, honesty 
and courage in setting up a consultancy contract and in the periodic reviews 
about the progress of the work together. This is particularly a professional 
and ethical issue for the consultant who needs to consider carefully whether 
they have the basic capability to fulfil the role of consultant. For the 
consultor, if they appear not to have the cognitive ability to address the 
problem in their role, the issue may be a larger one of whether they can fulfil 
the demands of the job they may be employed in. 
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CHAPTER TWO 


BASIC ELEMENTS OF CONSULTANCY
 
MODELS
 


In this chapter five basic elements of consultancy modes are identified, described and 
modelled diagrammatically. This leads to a standard outline for examining and describing of 
the models in Part Two. The chapter concludes with a section on experiential and vicarious 
understanding ofmodes and models and a brief note about related help and support models. 


1. Models and Modelling 
Consultants select, or adapt or invent or simply grow into models, which enable them to 


practice their preferred mode of consultancy. Indeed, one of the key objectives of this book is 
to encourage and help practitioners to understand and to develop their own models of 
consultancyl. Models are halfway houses in theory building. The models in this book are 
variously depicted in words, metaphors, images, charts, diagrams and flow charts. Together 
they represent basic characteristics, structures and dynamics ofmodels? 


2. Five Basic Elements of Consultancy Models 
Consultancy models have the following five basic elements. These have been used 


consistently in the presentation of the models described in detail in this book to facilitate ease 
of access to them and comparison of them. They are: 


(a) knowledge; 


(b) praxis; 


(c) application; 


(d) understanding of consultor's work; 


(e) principles. 


(a) Knowledge 
This element is about the knowledge and bodies of knowledge associated with a 


particular model of consultancy and upon which consultants committed to it draw. It 
describes underlying concepts, theories, and hypotheses. The aim is to give a picture of the 
knowledge and understandings underlying and underpinning the particular model and its 
praxis. 


(b) Praxis 
Praxis is used in this book as a generic term to describe the accepted approaches and 


working methods associated with the human art of putting a consultancy model to work. It is 
about the actualities of what consultants do and how they do it and their reasons for doing 
things in the way they do. So it is about practice (the ways in which consultants act) and the 
practice theory or the theory of practice (theories of action) and the dynamic and dialectical 
interaction between them in the actualities of consultancy engagement and reflection. 


Two aspects of praxis are described. They are referred to as the modus operandi and the 
operational mode. The first of these, modus operandi, focuses on the methods, procedures 
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and processes by which the model is put into action in consultations and how it is made to 
work. This could be described as "practice theory". Strictly speaking the second aspect, the 
operational mode, is integral to the fIrst. It is about how consultancy personnel deploy 
themselves to put the model into operation, the basics of the arrangements made to use the 
model strategically. This gives a picture of the consultancy work force and their professional 
and structural working relationship with consultors and their organization. This aspect, 
sometimes lacking in descriptions, gives a contextual view of the consultants at work in the 
consultancy setting. Yet another aspect of praxis, the consultant's perception of and approach 
to the consultor's work, is noted under (d) below. 


Essentially praxis is about action and "theories of action". This is a term used by 
Argyris and Schon for "the values, strategies and underlying assumptions that inform 
individuals' patterns of interpersonal behaviour". They see theories of action operating at two 
levels through "espoused theories" used to explain or justify behaviour and "theories in use" 
which are implicit and tacit.3 Espoused theories predominate in the descriptions of models in 
this book because they draw heavily upon the reasons given for consultancy behaviour. But 
there are also insights into theories in use and the material from which to deduce them. 


(c) Application 
This element is about the nature and forms of work to which a model has been applied. 


It is about the match required between model and work setting for creative consultancy to 
occur. 


(d) Understanding of consultor's work 
This element is about the knowledge, understanding and experience considered 


necessary for effective consultations about the fIeld of work in which consultors are engaged 
and the attributes they require to do it. It is also about what knowledge they need to have of 
the consultor's work situation and whether they need to visit it. Consultants differ in their 
views about these matters, as indeed do consultors. What consultants think about this matter 
becomes part of their praxis and of their model; what consultors think influences their choice 
of consultant. Extracting and highlighting this element helps to differentiate the skills 
required to do the consultant's work from those required to do the consultor's work. In tum 
this helps consultants to consider and discuss rationally what consultants need to understand 
of the consultor's work to be able to engage with them creatively. 


(e) Principles 
The subject matter of this element varies considerably from one model to another. The 


title, "principles", is used as a one-word umbrella term for those things which undergirds the 
praxis of the given model and to which those who practice it are committed. They could be 
fundamentals (truths or laws or concepts which are the basis of reasoning and or action) or 
values or assumptions. They are about such things as: the nature of human being, behaviour 
and relationships i.e. ontology and, for some theology; individual and collective purposeful 
action and creativity; the nature of human action at work. 


In the description of each model there are notes about the "principles" associated with it. 
This element also covers assumptions and understandings about the nature of knowledge upon 
which the model is based, i.e., the epistemology implicit in the model. Consultancy 
epistemology is considered not in the description of each model but in relation to all the 
modes and models in Chapter Nine. 


Figure I: 1 transposes this list of elements into a spatial model, which indicates how the 
elements relate to the consultants and consultors. Figure 1:2 is a blank grid diagrammatic 
model derived from Figure I: 1. I devised it to encapsulate essentials of any given model and 
to illustrate and to contrast the modes and models described in this book. It is in fact a model 
of the elements of consultancy models. It places the elements in a framework. It does not 
indicate the dynamics of consultancy models and the interaction of the elements, which are 
variable and complex. The absence of interactive arrows indicates this. Students and 
consultants have used the model of the elements to model their own approach to consultancy. 


These elements of consultancy models can be construed as three systems. One is formed 
by the knowledge, the consultant's praxis and undergirding principles, i.e. it comprises a + b 
+ e. This system can be referred to as the core consultancy model and is represented in the 
inner rectangle of Figure 2:2. When this system is applied to a particular fIeld of work, a 
second system is formed and comes into operation. Other attributes are added to the core 
consultancy model: application; understanding required of the consultor's work. This system 
comprises [a + b + e] + [c + d] which can be described as a fieldwork model and is 
represented by the inner and outer rectangles ofFigure 2:2. 


Differentiating between core and fIeldwork models is clearly important. Amongst other 
things it helps consultants and consultors to consciously consider the fIelds of work to which a 
particular core model can be applied and what is involved in shaping it into an effective 
fIeldwork model. Thus, it safeguards against the casual or doctrinaire misappropriation of a 
core model beyond the range of its applicability. 


A third system operates when a fIeld work model is applied to specifIc consultors, their 
work situations and contexts. When this occurs, (c), becomes the work to which the fIeld 
work model is being applied. This system combines selected apposite aspects of the fIeld 
work model i.e., of a + b + d + e, with the actualities of consultors and their situations and the 
ways in which they are perceived by consultors and consultants. This system comprises [a + 
b + e] + [d + consultor and work] which can be described as the model in action. 


(d) understanding of 
consultor's work 


1 
(a) knowledge -+~ _ (b) praxis • ~ (c) application 


consultant~ Consultor 


t 
(e) principles 


Figure 2:1: Five Basic Elements of a Consultancy Model 
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a) knowledge Consultancy (b) praxis --(c) application
I L model -.J I
 
l- (e) prin~iPles ---.J
 


Figure 2:2: A Model of the Five Basic Elements of Consultancy Models 


To facilitate comparison of the models, the following standard outline has been used to 
describe the basic elements of each model, apart, that is, from the epistemology discussed in 
Chapter Nine. 


I Th stery of the model's development 


II Knowledge of consultancy informing the model, element (a). 


III Praxis of the model, element (b). 


IV Application: work settings to which the model is applicable, element (c). 


V Understanding of the consultor's work, element (d). 


VI Principles, element (e). 


vn A summary of key features of the model. 


Various aspects of the underlying theory, philosophy and, in one model, theology 
appears variously in these sections. Arranging the text in this way means that, whilst it does 
not configure and describe consultancy models as "core", "fieldwork" and "in action" models, 
it provides the materials for anyone to do SO.4 


Describing the elements of models in this way posed some problems. Perhaps this is not 
surprising! In models where the theory and practice are well integrated, the elements are closely 
cross-referenced and interrelated and therefore flow in and out of each other. At times I felt I 
was engaged in a sacrilegious activity ofpulling things apart that belonged together and possibly 
courting the danger of distorting the model in the process. Undoubtedly, seeing and 
experiencing models in their wholeness is important but that does not always help to understand 
the parts and how they fit together. When such feelings overtook me I reminded myself of the 
confusion from which this book emerged caused by the difficulties of differentiating models and 
the need to help people, including myself, to place models on a conceptual map. And in fact the 
way of describing the models appeared to be meeting this need. Differentiating the elements 
contributed to this. It also enabled people to see a model from the different perspectives offered 
by the elements. In turn this revealed differences between the elements of one model and 
another otherwise easily overlooked. 


Descriptions of the underpinning principles (element (e), section VI) proved to be much 
briefer then expected mainly because either they had of necessity been referred to in the 
description of the "knowledge" (element (a), section II) or they were implicit in it. To a much 
lesser extent this is also a feature of the description ofpraxis (element (d), section III). 


Notwithstanding the descriptions of the models are offered as an aid to understanding 
consultancy models and a gateway to studying them further. 


Brief notes have also been included of other models. 


3. Experiential and Vicarious Understanding of Modes and Models 
One section of this book is about a mode of consultancy of which I have extensive 


experience, both as a consultor and as a consultant, and about my own particular model of it. 
But for the most part it is about modes and models I have accessed through what those who 
practise them have written about them which is a vicarious way of getting to know them. In 
describing models I have experienced I am speaking from within the model with the authority 
of evaluated first hand personal experience. I know the feel, the ethos, the theory, the 
theology and the relational dimensions of it. When describing models I have not experienced 
I am speaking from outside, as an observer, however as a curious one trying to get into what 
those who are insiders feel and think; I am trying to become what Philip Meadows describes 
as a "virtual insider"s. This is precisely what I try to do when actin~ as a consultant in order 
to understand and empathize with consultors and their work-views. What I am doing here, 
therefore, is a particular application of this process: I am studying other people's models to 
get into their consultancy work-views. Such an approach facilitates genuine, respectful 
enquiry and reduces the danger of producing cardboard figures of other models or using them 
as Aunt Sallies. Wherever possible I have allowed people to speak for themselves about their 
own models through using their own terminology and diagrams and quoting them, sometimes 
at length. I hope that what I have written will encourage and enable people to go to the 
carefully referenced primary sources. 


However, describing other people's models proved to be no easy task as it is commonly 
accepted that modes of consultancy which function through getting consultors actively engaged 
with consultants in the consultancy processes are difficult to define and to describe to people who 
have not experienced them. Edgar H Schein encapsulates widespread experience when he says 
ofhis model: 


Process consultation is a difficult concept to describe simply and clearly. It does 
not lend itself to simple definition or to the giving of a few illustrative examples, 
because it is more of a philosophy or a set of underlying assumptions about the 
helping processes that lead the consultant to take a certain kind of attitude 
towards his (sic) relationship with the client.7 


All this I have tried to take into account as I researched and reflected on and wrote about 
the modes and models of consultancy of which I have direct experience and those of which I 
have not. 
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4. Related Support and Help Models 
Consultancy is one way of providing help and support to practitioners and organizations 


in the secular, religious and voluntary sectors. Other ways of providing help and support are 
burgeoning.8 Some of these operate through people acting as coaches or mentors or 
supervisors to practitioners or as accompanists to those engaged in the appraisal of their work 
and their programmes. Then there are structured programmes designed to enable leaders and 
members of religious organizations to review or audit their organization and its work. Some 
are DIY schemes; others employ independent guides or facilitators to assist church leaders 
and members as they work through the programmes. 


These various approaches to helping practitioners and organizations have things in 
common with each other and with consultancy. For instance: their objectives and approach to 
human relationships are similar; by and large they use carefully formulated structures, 
procedures and schemas to promote facilitative processes; consultants facilitate whilst those 
who provide help in other ways engage in consultations with their clients. But they differ 
significantly and subtly. Unsurprisingly, therefore, boundaries tend to be blurred between 
different forms of providing facilitative help. The resulting confusion is of the kind between 
different modes and models of consultancy discussed in Chapter One section three. 
Consequently, generalizations about different sUPf0rt systems and their relationship to 
consultancy models could misrepresent and distort. As we have seen making meaningful 
distinctions involves, inter alia, examining the elements of different ways of providing 
support. This would provide information comparable with that on consultancy in Part Two. 
Whilst such an examination is beyond the scope of this book it is possible for anyone wishing 
to compare and contrast consultancy modes and models and support systems to do so by using 
the modelling apparatus developed in Chapter Two and applied in Part Two. 
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CHAPTER SIX 


THE NON-DIRECTIVE APPROACH TO WORK 
MODE AND MODELS 


This chapter is about a non-directive approach mode to work consultancy. The model 
described has been and continues to be extensively applied to church and community work 
and to the work of other Christian institutions in several countries. Two other models are 
described more briefly in a different format. These are but three examples. An increasingly 
large number of people and agencies offer consultancy help to ministers, churches and 
Christian organizations. 


Model One: Church Work Consultancy (CWC) 
Church Work Consultancy (CWC) is essentially a non-directive work consultancy model 


for churches and Christian organizations and agencies. Many people have contributed to its 
development over the past thirty years through reflecting critically on their various 
experiences of being consultors and consultants. But it fell to me to make the model more 
accessible by researching and writing up the emerging praxis and by setting it in its theoretical 
and theological framework. This I have now done through a series of publications.1 


Alongside this Catherine Widdicombe, my collea~e of thirty-five years, has published on 
two aspects of work associated with this model. Having been intimately and intensively 
involved from the very beginning in the development and use of this model, it would be 
natural to write about it in the first person singular. But I have decided not to do so and to 
refer to myself as Lovell in order to help to objectify the description and to keep it in line with 
the pieces on the other models. 


I The Story of The Model's Development 
The origins of this particular approach to consultancy are in non-directive church and 


community development work fifSt introduced in the UK through local work programmes and 
action research projects from 1960 onwards.3 This movement grew out of and was based 
upon T R Batten's non-directive approach to community development. Essentially, the 
emphasis is upon working with rather than for people and therefore upon getting and helping 
people, individually and collectively, to think for themselves (but not by themselves) as 
thoroughly as possible. Like so many things about working with people it is much "easier 
said than done" and it is emphatically not "no sooner said than done". 


Standard and tailor-made facilitating structures (question or task sequences) were 
designed as aids to thinking through cases, problems, situations and vocational development. 
This approach promoted inner growth in people and the improvement of their physical, social 
and spiritual environments. It emphasized self-development, self-help, self-determination and 
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self-direction. Community development workers who promoted such thoughtful action were, 
in fact, engaged in a form of work and vocational consultancy, but they would not have 
described it in that way. 


Necessary rigorous testing of the applicability and viability of the non-directive approach 
to church and community work involved not only practitioners and participants assessing the 
work stage by stage but researching it.4 This was done through action-research projects and 
programmes. (There were three major research programmes: Parchmore Methodist Church 
Youth and Community Centre Project; Project 70-75, an ecumenical action-research project 
with sixteen churches of seven denominations; Avec, an ecumenical agency for church and 
community development.


5 
Adapting and using these research methods validated and refmed 


the non-directive community development approach to church and community work. Also, it 
had two other effects particularly important to this consultancy model: fIrst, it introduced 
research methods and tools into community development praxis; second, it refined, extended 
and added to the processes and methodologies of analysis, design, action-planning and 
evaluation nascent in non-directive community development praxis. 


Gradually this led to the realization that what was being provided to lay and ordained 
church workers and churches by community development workers was a form of consultancy. 
Once this was realized, studying the praxis of other published modes and models of 
consultancy alongside that of community development added new dimensions to the 
understanding and practice of CWC and its formation. 


Consequently the CWC model results from extended dialectical processes between the 
practice, and evaluation of and the research into the non-directive approach to work with 
people for development in church and community and various forms of consultancy praxis. 
Indeed work consultancy is both a particular application of it and a means of promoting it 
through consultancy praxis. 


Without knowing or naming it Lovell fIrst experienced this form of consultancy as a 
consultor when, in 1966, he was preparing himself to become the minister of Parchmore Road 
Methodist Church, Thornton Heath, which had been designated one of ten experimental 
church, youth and community centres planned for Greater London by the Methodist Church. 
In his search for help he met Dr T.R. Batten, at that time the Reader in Community Studies in 
the University of London. He describes what happened as follows: 


I poured out what I wanted to do at Parchmore, the intractable problems I had 
encountered in my previous attempts at church based open youth and 
community work and my hopes and fears. Batten listened intently. He asked 
questions. His responses showed me that instinctively and immediately he 
understood precisely what I was talking about. Within no time we were working 
things out together, not just talking about them. No one had ever talked to me 
about my work like that before. Like all subsequent consultations - and I 
continued to have them for almost thirty years - this one was signifIcantly but 
subtly different from anything I had ever experienced before. The process was 
different, it was an alliance of minds, experience and insights in relation to my 
work, my purposes, my beliefs and my concerns. It was intense, 'structured', 
and disciplined concentration and yet strangely open and free. It facilitated the 
development of thought; it enabled us to get to the bottom of things, to face 
realities and conflicting ideas and views, to keep our feet on the ground whilst 


dealing with vital theoretical and theological issues; it engendered objectivity 
and helped to get things into perspective. Concentration on my situation and me 
as a worker gave me a confIdence and freedom of expression. I never left such 
consultancy sessions without feeling challenged, uplifted and encouraged, with 
insights into what I could and could not do, with a renewed desire and 
enthusiasm to get on with what I had seen I must do. At the same time I was 
free to work things out as it subsequently appeared right for me to do so in the 
situation. Always I was urged to subordinate the authority of the consultancy 
session to that of the working situation. 


Gradually, as his ministry at Parchmore developed, he started to offer to others this kind 
of consultancy help, without naming it, to the youth and community workers, the Sunday 
School staff, the Sunday School Superintendent, the Boys' Brigade officers, the Wives' Club. 
Increasingly, people began to ask for this still urmamed kind of help. Instinctively they too 
knew that it was different and valuable. Work consultancy, like pastoral counselling, became 
a core activity of his ministry. The time-cost-effectiveness of this was enormously high: time 
spent in consultations enabled others to achieve much more than they would otherwise have 
done; it enabled Lovell to have a much deeper and fuller picture of the rapidly expanding 
work than he could possibly have had otherwise; it enabled them all to make more profound 
contributions to the parts and to the whole. He acted as 'consultant' to key workers and, in 
turn, they did so to him.6 


Since those early days in Parchmore, then in Project 70-75 and along with the staff of 
Avec*, Lovell has used and developed this model of consultancy in the Church. (See Section 
IV for a summary of the areas of application.) 


II Knowledge Informing The Model [element (a)] 
Eight concepts and ideas underlying this model of consultancy are described in this 


section. 


1. Work Centred Consultancy 7 


"Work" is a central concept of this consultancy model. It is an image or a metaphor used 
by consultants to focus on the jobs related to ministry and mission. Work processes and 
procedures, with their task and affective dimensions, are seen to operate systemically and 
interdependently, in and through the socio-religious systems of churches and Christian 
organizations. These institutions are conceptualized as Christian work institutions and 
ministers and leaders as workers. This worker-work orientation and thrust is the consultancy 
axis. Consultations can be with one or more persons about the work of an institution as a 
whole with reference to the units or they can be about the work of one or other of its units in 
relation to the whole. Generally speaking, consultations are about the work of enabling and 
facilitating the diversity of activities ranging from church work to community work and 
community development: they are not normally about technical and specialist aspects such as 
preaching or Christian education although they may be, for instance, about organizing 
preaching and education programmes or about inter-group or inter-personal problems. 


•	 Avec was a Service Agency for Church and Community Work, from 1976 to 1994 when it ceased 
to trade due to financial and staffing difficulties. It was an Associated Institution of Roehampton 
Institute. A critical account ofwhat made and marred Avec is to be found in Lovell, George (1996) 
Avec: Agency and Approach (An Avec Publication) 
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Work oriented consultancy gives an edge and sharpness, pragmatically and theologically 
to promoting the Christian project. It inevitably leads to fundamental and accessible 
questions, which are about beliefs, praxis and action such as: What do we need to do? What 
do we want/intend/plan to do? With whom do we need to do it, in what way(s) and when? 
Why do we need to do it? Why are we doing it? How will we know that it is effective? 


Church and community work consultancy has interrelated reference points: what workers 
do in specific church and community situations and institutions; the vocations that motivate 
them and their organizations; the essential characteristics of the nature of the work (discussed 
below). Clearly, creative interaction between these aspects is required: dissonance requires 
attention. Necessarily, therefore, this model combines work and vocational consultancy. 


This model of consultancy involves consultants variously engaging with consultors 
about the work they do in three domains. Firstly, there is the private domain in which 
consultors, on their own or with others reflect on their work, think things through, reflect on 
their feelings and decide what they are going to do and how they are going to do it. Secondly, 
there is the public domain in which they engage with people in many different forms and 
modes, formally and informally. In the private domain, for instance, they might be involved 
in planning for a complicated meeting whilst, in the public domain, they might chair the 
meeting. The one is at a distance from the public arena, the other is in the midst of it. 
Common to both is the third, the personal domain in which workers are thinking their 
unspoken thoughts, feeling their emotions and deciding what to say and do. These domains 
are complexly interrelated, they impact and penetrate each other physically, mentally and 
emotionally. They involve the work of the body, the mind and the heart/soul; they involve 
human and divine relational work with self, others and God. 


2. The Nature ofthe Work 
Essentially this work is people-centred. It "begins with a feeling of something lacking, 


something desired.... Something to be created, something to be brought into being.... In the 
environment... in the self'.s This quotation from Elliott Jacques is a prelude to his definition 
of work: 


Work is an activity of the whole person. It is that behaviour which constitutes 
the primary plane of reality in which the individual relates his subjective world 
to the external world, transforming each in the process of creating some socially 
manifest output. It is a realization in the external work of a subjective project. 
It is the behaviour through which the individual experiences the reality of his 
core identity. 


The creative core of this kind of vocational work is deeply rooted in human beings and 
Christians would say in God. Human subjectivity and faith help to defme, direct and sustain 
this activity of the whole person in their situation. So, consultancy is about the inner and the 
outer worlds of workers and those with whom they work. Subjectively, therefore, consultants 
and consultors must engage with such things as their beliefs, purposes, thoughts, ideas, 
motivation, feelings and inner confusion; objectively they must engage with other people and 
their subjectivities and with circumstantial and physical aspects of their working 
environment.9 


3. Working to the Actual and to the Essential Nature ofthe Work 10 


Engaging with the particularities of consultors and their situations is fundamental to this 
model of consultancy. This involves working with and to the idiosyncratic ways in which 
practitioners approach their church and community work and to the actualities of the churches 
and communities with which they are engaged. Important as this is, to avoid it being self
locking and dysfunctionally self-referential, it is necessary to examine the actual in relation to 
the nature of the work (in contradistinction to the many forms it takes) and the attn'butes 
required of workers to do it. The nature of the work is its very essence, its inherent qualities, 
and its identity. It is what makes it what it is and what it is meant to be. Critical aspects of 
praxis derive from it even though they have to be shaped to operate effectively in different 
forms of work in different contexts and cultures. Genuine praxis must relate directly to the 
nature of the work and the attributes required of workers. Nature and attributes are 
foundational subject matter, which provide primary reference points for analysing and 
designing church work and in consulting about it. Reference points include: 


•	 the consultor's work-view of the actualities of hislher situation 
and the work-views ofthose with whom they are engaged; 


•	 the consultor's mental picture or map of the nature of church 
and community work; 


•	 the consultor's mental picture of how the work should be done 
and the attributes required of workers; 


•	 the consultant's work-view of the actualities of the consultor's 
situation; 


•	 the consultant's mental picture of the nature of church and 
community work; 


•	 the consultant's mental picture of how the work should be done 
and the attributes required of workers. 


Any of these aspects could be a starting point for consultations but it is generally the first one. 
Clearly the dynamic interaction in consultations between these aspects is complex and often 
hidden from view and subtle. Whether they are well or badly formed they are key players in 
the interchanges between consultors and consultants. However, they are basic reference 
points whether or not consultors and consultants are aufail with their own or each other's or 
are consciously referring to them. 


Unable to fmd overall pictures of the nature of the work and the attributes of workers, 
which would serve analytical, and consultancy praxis, Lovell formulated his own 
understanding of them. It makes his own position overt and provides for consultors and 
consultants to do the same. He identified fourteen essential characteristics of the nature of 
church and community work and a thirty factor picture of the attributes required of workers 
which are listed in Displays 6: 1 and 2. These help to work to the actual in relation to the ideal 
through "work-views", a key aspect of consultancy praxis (see Section III). 
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Theological attributes which derive from the Christian project. 


The work is: 
•	 missiological; 
•	 a divine-human enterprise; 
•	 vocational, personally and collectively; 
•	 comprehensive and inclusive. 


Operational attributes which derive from basics of the 
working situation and the Christian project. 


The work is: 
•	 relational; 
•	 personal, communal and organizational; 
•	 essentially local; 
•	 ecclesiastical and contextual; 
•	 language based; 
•	 voluntary. 


Operational attributes which derive from proven ways of 
approaching and doing the work. 


The work is: 
•	 a particular form of creative engagement with 


the nature and operation of freedom for the 
realisation of human and spiritual development; 


•	 collaborative; 
•	 multi-disciplinary and interprofessional; 
•	 operational and reflective- publicly and privately, 


individually and collectively and collaboratively. 


Display 6:1: The Nature and Properties ofthe WorkII 


Personal Attributes 


Practitioners need to be: 
•	 in love with their work; 
•	 work-force persons; 
•	 team players and leader enablers; 
•	 reflective work-force members; 
•	 committed to widely based developmental collaborative 


participation; 
•	 instruments and subjects of human and spiritual development; 
•	 situationally committed and contextually engaged; 
•	 personally, professionally and spiritually disciplined disciples. 


Bodies of Knowledge 
Practitioners need to have a working knowledge of: 


•	 missiology; 
•	 the Bible and tradition; 
•	 practical theology; 
•	 human sciences; 
•	 practical disciplines. 


Skills 
What practitioners need to be able to do is: 
•	 to relate to God, work with people inclusively 


and interdependently through sentient task groups; 
•	 to promote vocational involvement; 
•	 to use all human and spiritual faculties; 
•	 to access and put to effective use appropriate 


bodies of knowledge; 
•	 to form and re-form their mental pictures or 


maps or work views of situations; 
•	 to approach "knowing" and "not knowing" reverentially; 
•	 to reflect and think again; 
•	 to think and operate systematically and systemically; 
•	 to listen to and read and dialogue with work situations; 
•	 to act as "participant observers"; 
•	 to use other people's ideas and research critically and 


creatively; 
•	 to portray work situations; 
•	 to discuss constructively issues oflife and faith; 
•	 to be equipped and resourced for the psycho-spiritual
 


ups and downs of creative reflective engagement;
 
•	 to deal with their own incompetence and that of others; 
•	 to use and provide support systems; 
•	 to disengage creatively. 


Display 6:2: Attributes of Workers 
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4. Energy and Work Flow 12 


Energy and work-flow can inform consultancies. Dysfunctional stress is the antithesis to 
well-being. People in stress, says Professor Gillian Stamp, are "tired rather than alert, dull 
rather than creative, prone to poor judgements which deplete self-confidence and increase 
self-consciousness, ill at ease with the work as it progresses, constantly questioning self and 
others as the work proceeds". "Flow", on the other hand, she has discovered, is widely used 
to describe the state of personal well being at work. "People in flow", she says, "feel alert, 
energetic, competent and creative ... they feel good about themselves ... sound judgements 
'just happen' and because they are more often than not correct, flow feeds on itself and 
confidence grows accordingly". This is described as a state of "well-being". It occurs for each 
person when challenges and capabilities are matched: stress occurs when challenges are more 
than or less than capabilities. Flow and well-being are psychological and spiritual states that 
can be experienced in any and all kinds of work and working situations. Lovell fmds they are 
closely associated with a consultor's inner assurance of being faithful to her or his calling, a 
sense of vocational integrity, fulfilment and satisfaction: life and work lose their lustre 
without this assurance. Vocational satisfaction and unease have their ups and downs and can 
be experienced both in work programmes that appear to be successful and unsuccessful. 
Clearly consultants must take all this seriously if they are to help consultors to get into and 
stay in the well-being-work-mode and experience the associated sense of flow. 


5. The Non-Directive Approach to Working With Human Freedom 13 


In this model the non-directive approach is central to the nature of working with people 
for development and to work consultancy. Lovell and his colleagues have spent forty years 
refming their understanding of it and its underlying theory and theology through practising, 
researching and teaching it. Conceptually and pragmatically the non-directive approach is 
complex despite the simple defmition given earlier as working with rather than/or. It is about 
getting people themselves to think thoroughly through things which affect their own well
being and that of others, to engage actively in decision making and taking, to behave 
responsibly and to act for the common good. Essentially it is an approach which seeks to 
maximize the creative freedom of all those engaged in and implicated by programmes of 
socio-religious work, not simply a select few. It subsumes essential directive action and 
works to a rhythm of intervention, withdrawal and waiting. (See the earlier discussion on 
Lippitt's diagram on directive and non-directive consultancy roles and Figures 5:3 and 6 and 
the related discussion.) Avec became so closely associated with this approach that many 
people referred to it as the "Avec Approach". This approach can be embodied in people 
(individuals and collectives) and their work through their love of people and God, inner 
commitments, human graces and technical skills. A summary of the characteristics by Lovell 
is presented in Display 6:3. Unfortunately, there is no word or phrase that points to the richly 
endowed nature of this approach as set out in this display. It is seen as a travesty to have to 
call it "non-directive". 


In its application the non-directive approach is: 
•	 a human and spiritual activity; 
•	 an act of faith in the abilities and willingness of others to pursue their own well-being and
 


development and to work for the common good;
 
•	 client centred, focused on workers and their work, however mundane it is; 
• proactive, and stimulates and facilitates others to be proactive;
 
• outwardly directed to wider socio-religious contexts and issues;
 
•	 interventionist and perturbing whilst respecting the autonomy and privacy ofothers; 
•	 structured and systematic - not to impose order and shape but to enable others to order and
 


shape their working world as they need to;
 
•	 logical, affective and intuitive, giving attention to thoughts, feelings and hunches; 
•	 systemic and holistic, treating people and situations as socio-religious systems; 
•	 practical because it is theoretical and theological; 
•	 collaborative and mutual accountability in action; 
•	 collegial and egalitarian; 
•	 both a private and a public activity; 
•	 dialogical, people dialogue with themselves and each other; 
•	 reflection-in-action, and when used rigorously, a form of action research; 
•	 hard but rewarding work! 


In its effects the non-directive approach: 
•	 induces creative action through promoting critical and imaginative thought through phases of
 


reflection, evaluation, analysis and design;
 
uses and promotes theological understanding;
 • 
engenders interdependency which properly respects independence and dependence; • 
distributes power and empowers people; • 
mandates equal opportunities to participate; • 
promotes creative consensus by working at differences, factions and conflicts; • 
promotes self-induced and interrelated human and spiritual development in secular and • 
religious contexts;
 
is educational but not didactic- it leads to "knowing" about the human and the divine;
 • 
helps build socio-religious learning communities that can live and work for human well-being • 
and the glory of God;
 
equips people to work for development with each other and to be co-workers with Christ in
 • 
the church and in the world; 


•	 engages with objective, subjective and inter personal dynamics; 
•	 is ecumenical, bringing together in common endeavour all kinds ofpeople; 
•	 makes contributions to all stages ofhuman and spiritual development; 
•	 marries the expertise, knowledge and abilities of consultants with those of consultors; 
•	 is challenging and stretching but deeply satisfying! 


In its intention, orientation and effect the non-directive approach enables practitioners to 
•	 start with people where they are, accepting them and their situations as they are; 
•	 stand by people without attempting to take their place; 
•	 work to the rhythms of people; 
•	 stimulate people to do all they can for the common good; 
•	 be both inductive and deductive; 
•	 be religiously non-directive about the decisions people need to make for themselves; 
•	 complement that which is done for people by God and others; 
•	 be inclusive rather than exclusive; 
•	 contribute to all aspects ofthe ministry and mission of the church; 
•	 make essential contributions to the work economy of the kingdom of God. 


Display 6:3: Nature of the Non-Directive or Avec Approach to Church and Community 
Development Work and Consultancy 


14 
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6. Systems Thinking 15 


One of the concepts underlying this model is systems thinking. Lovell has been 
influenced by Milan's systemic family therapy praxis and its application to organizational 
consultancy and by the work of Humberto Maturana. More recently, following Checkland 
and Scholes, he distinguishes between hard and soft systems thinking and methodology. 


7. Analytical and Consultancy Processes!6 
In the description of this model analytical processes are distinguished from consultancy 


processes. Analysis and design play such a major part in consultancy that they are in danger 
of being equated with it and eclipsing other vital elements of consultancy praxis. Another 
reason for distinguishing them is that analytical processes are the elements of consultancy 
praxis most directly useful, applicable and transferable to consultors and their work. So, 
analytical and consultancy processes are described separately in the next section to indicate 
how they differ, and to show the place of analysis and design in consultancy praxis and the 
work of consultors. 


8. Consultants and Consultors!? 
Clearly, the effectiveness of consultations is directly related to the abilities of the 


consultors and of consultants. Notwithstanding this self-evident fact, the literature tends to 
focus almost exclusively on consultants and what they need to be able to do. Consultations 
can, for instance, fail to achieve their potential either because consultors are not able to 
describe their situation or because consultants are unable to help them to do so. Any hint, 
therefore, that everything depends upon consultants is unhelpful and unhealthy. It can: 
generate dependency; suppress the contributions of consultors; lead to consultants doing 
things for consultors which they should do for themselves; promote the practice of consultants 
managing and controlling consultations whereas consultors and consultants together should 
manage and control them. Emphasis on consultants' skills can cause them to feel superior 
and that is very serious in an activity the success of which depends very much upon 
egalitarian relationships in which there is mutual respect and humility. (Consultors 
controlling consultants and consultations is equally undesirable.) Therefore, as much 
attention must be given to the abilities and understanding required of consultors as those 
required ofconsultants. And that is what this model attempts to do. 


III Praxis of the Model [element (b)] 
In this part the modus operandi and operational modes of this model are considered 


along with the bodies of knowledge on which it is based. 


1. Modus Operandi: How the Model Works 
The modus operandi of analysis and design and of consultancy are described separately 


for reasons given earlier. Then there are notes on the basic equipment common to both. 


Analysis and Design: Thrust, Processes and Stages 18 


. . The co~e pr~ces.s in this model is from the experience of specific work situations through 
cntlcal and unagmatlve thought to creative action. This is conceptualized by Lovell as eight 
thinking stages described in Display 6:4. 


Stage I Depicting situations, 
background, context 
and how we see and feel 
about them 


Stage 2 Depicting things as we 
would like them to be Studying Things 


as 


Stage 3 Establishing points of 
reference such as purposes 


They Are 


Stage 4 


Stage 5 


Conceptualizing, 
analysing, diagnosing, 
forming hypotheses 
and synthesizing 


Drawin l.lP development 
agendas 


fi · Whl 
De 1iling at Needs 
ToBe Done 


I 
Stage 6 Designing work programmes 


and means of evaluating them 


Stage 7 Planning ways of putting 
designs to work and of 
evaluating them 


Working Out 
How To Do 
Things 


Stage 8 Deciding, contracting 
and commissioning 


Display 6:4: Eight Thinking Stages 19 


Much of this is self-evident common practice but it is important to differentiate between 
analysing and designing. Lovell sees them as quite different activities. Analysis is about 
taking things apart, tracing things to their sources, identifying how things are working or 
malfunctioning, mapping out functional and dysfunctional processes in human systems in 
socio-religious organizations and communities and getting to the heart of the matter. 
Designing in church and community work is "a kind of making". Designs show how the parts 
fit together in work programmes and human systems so that they function as required and 
achieve the desired results. Designs compose a system of causal connections between people, 
individuals, groups and organizations necessary to a productive programme of development 
work. A design is a conceptual picture of how things work or how designers think they will 
work. Designers juggle and manoeuvre things until they get pictures of the creative 
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interaction between parts of a system that will do what they need to do. In this consultancy 
model diagrams and models are used extensively to aid designing. An example of a design is 
given in Figure 6: 1. 


Figure 6:1 Design of a Pattern of Working Relationships 20 


This figure shows the essential dimensions and pattern of the working relationships which 
enabled a Jesuit team to work with the poor and with and those with whom they needed to 
collaborate for overall development. This design proved to be extremely useful to the team 
over many years in planning, developing and evaluating their work. 


Designing procedures and techniques have been developed in this model to aid this 
absorbing but difficult task. They include determining precisely what a design has to do, 
identifying design criteria, forming patterns of the working units until a viable design emerges 
and testing out whether it can do what is required ofit.21 


Moving from analysing to designing (or vice versa) is seen as a critical stage in the 
consulting process. Direct reference to this transition helps to orientate consultors and 
consultants to the different kind of activity involved in designing, to consider how they can 
engage in it and to check out whether this is the point at which to move from analysing to 
designing. Punctuating consulting processes in this way is an important aspect of the praxis 
of this model. 


A scheme for analysing and designing gradually emerged. Figure 6:2 is the latest 
version. The thrust, indicated by the heavy central ark, Lovell says, is configured in this way 
rather than through the hermeneutical circle to suggest that the outcome of critical reflective 
thought is earthed in creative action. It also suggests two other metaphors. One is "layering", 
the continuous process of adding new layers of critical thought by repeating the sequences. 
Another metaphor is that of the incoming tide representing the rhythm in the process. Like 
the tide, workers withdraw to think so that the next wave of action surges to cover more 
ground.22 


This schema includes key reference points, formulated and used to give desired direction to 
thought and to ensure that it results in action plans which are manageable and effective. In 
this version "independent reference points" (top right comer) are combined with 
characteristics of the essential nature of work related to the Christian project and the attributes 
required to do it. They help consultors and consultant to engage in second and third loop 
learning. 
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Figure 6:2: A Schema for Analysing and Designing Church and Community Work 23 


As a summary of the elements of analytical processes, procedures and sequences, the 
schema is used as a matrix or a template for consultations. Clearly, to be effective, the 
schema must be used imaginatively, flexibly and sensitively not mechanically. Above all, to 
be creative, it must enhance working relationships between people involved and implicated. 
It is also used to formulate a wide range of facilitating structures (sequences of questions or 
tasks) for tackling problems and cases, to analyse situations and to work at projects and work 
programmes with specific people in given situations. In fact the schema was constructed to 
represent the generic basis of many such facilitating structures which had proven useful. 
Examples are given in reference 18. 


Seven Elements of Consultancy Practice Theory24 
In this model consultancy is understood as a process, primarily non-directive, of seeking, 


giving and receiving help aimed at aiding consultors (a person, group, church or organization) 
to achieve their purposes in specific situations and circumstances in ways which express their 
personalities and beliefs. Analyses and designs are produced through the creative interplay 
between consultors and consultants and their respective insights, understandings and 
perspectives. Consultants focus on consultors as vocational workers and on their work, the 
what, why and how of what they want to achieve and the circumstances in which they 
operate. This interplay has a unique and highly valued ethos generated by: the sentience of 
the methodology; the philosophy, theology and underlying assumptions of the non-directive 
approach; the nature of the interpersonal and inter-professional working relationships between 
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consultors and consultants. Generally speaking work consultancy is an ancillary aid to the 
private preparation for working with people for human and spiritual development in church 
and community. It is a professional service to and a yastoral provision for those engaged in 
work; it is, therefore, a mode of applied theology.2 Critical aspects of the consultancy 
practice theory of this model cluster around one or other of the following seven basic 
elements: 1, roles; 2, interpersonal behaviour; 3, working relationships; 4, work views; 5, 
thinking together; 6, systemics and logistics; 7, beliefs, values and ethics. 


Each of these elements of consultancy practice theory are compounds of three different 
kinds of human and spiritual qualities and abilities. The fIrst of these is the cluster of 
personal attributes, the being and behaviour that equip people to be consultants and/or 
consultors. Trustworthiness is an obvious example of this kind of quality. Secondly, there is 
the body or bodies ofknowledge, the knowing and understanding which informs consultancy 
praxis. This can include such things as the ways in which groups, churches and communities 
function, the broad based theory and theology of development, ecclesiastical structures and 
politics. Thirdly there are the technical and practical human relations skills related to doing 
and making which are required of consultants and consultors. The ability and skills, that is, 
which, for instance, enable them to think and work together, to analyse and design. So the 
practice theory elements are about what consultors and consultants need to be, what they need 
to know and what they need to be able to do and the importance of the unitive interplay 
between being, knowing and doing. And this mirrors the attributes required of consultors as 
practitioners. 


The systemic relationships between the seven elements are modelled by Lovell in Figure 
6:3. An integrated consultative system is in being when good practice in each of the seven 
elements jells. When this happens creative consultancy processes are active in consultations 
and in consultors and their work. 


systemics 
and 
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Figure 6:3: Systemic Relationships Between The Seven Consultancy Elements26 


Consultants and consultors need to build these elements into consultancy systems that 
work for them in relation to what they are doing. To do this they have to put aside any ideas 
that a code of good practice is a simple list of "do's" and "don'ts". Work consultancy in this 
model is not a series of mechanical procedures. It is a creative art, based on the insights of 
Christianity and the behavioural and social sciences performed in the glory and messiness of 
human and spiritual life in the church and the world. 


Detailed examination of each of these elements is neither possible nor necessary in this 
presentation of the model, much of it is common practice. SignifIcant points of some of the 
elements are highlighted and the work view concept is described. 


Interpersonal relationships (element two)27 includes things such as assurance of 
confIdentiality, paying attention, empathic relating with controlled emotional involvement, 
securing the freedom of consultors to be their own person. These are distinguished from 
working relationships between consultants, consultors and those with whom consultors 
workless (element three).28 


Much of what has been said about analysing and designing applies to ''thinking 
together", element fIve29. Emphasis is placed in this model on consultants and consultors 
understanding, accepting and respecting the modes, mechanics and dynamics of each other's 
thinking patterns. Interpersonal, interactive and inter penetrative thinking depends upon it. 
Thinking in consultations occurs in several ways: consultants think things through for 
consultors and think with them about what emerges; consultants accompany consultors as they 
themselves think things out; consultants stimulate consultors to re-think and think again (or 
vice versa); consultants think things through with consultors. Inductive and deductive 
thinking processes are used, often in complementary ways. This thinking has to be done in a 
range of emotional states some of which can inhibit consultors and consultants from thinking 
objectively, dispassionately and objectively. Emotion is inevitable; controlled emotional 
engagement is necessary. 


Again thinking things through in this model of consultancy can involve or be associated 
with different but complementary activities. Analysing and designing are in the active mood 
and mode of thoughtful being and doing which involves the disciplined application of mind 
and heart to the job of exploring, questioning and working things out systematically. 
Meditating and reflecting are in quite different moods and modes, relaxed rather than active, 
waiting upon things expectantly, mulling things over and cogitating, "listening" to what they 
might say, pursuing thoughts that arise. In this context prayer is a listening to and a dialogue 
with God about vocational work. Meditation, reflection and prayer allow the free wheeling 
association of mind and heart with all that is happening in the widest possible context. 
Formulating learning is in a reflective, reflexive, searching, active, disciplined mood and 
mode. Doing theology is variously in the active and reflective moods and modes. Applied or 
practical theology is actively putting beliefs into practice. Experiential theology is reflecting 
on events. Emergent theology is discovering God working in situations.3o 


"Systems and logistics", element Six,31 refers to the forming of consultancy systems 
which operate effectively and effIciently. To do this they must fIt the circumstance, 
structures and rhythms of consultors' workaday world. Amongst other things this element 
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involves establishing contractual understandings including psychological and spiritual 
contracts which are open alliances (for something) and not "denied coalitions" (against 
someone).32 It involves attending to the logistics related to time required and costs. It 
involves sculpting consultancy processes, phases and sessions which facilitate: (a) entry; (b) 
orientation and preparation by both consultors and consultants; (c) working together on the 
consultancy agenda; (d) reflecting on the consultancy; (e) repeating (b) and (d) for any 
subsequent consultancy sessions and renewing or revising contracts, relationships and 
arrangements; (f) concluding the consultancy; (g) withdrawing and waiting in ways which 
make it possible to return if necessary. 


Consultancy arrangements constitute temporary or permanent sub-systems to the 
consultor's personal, vocational and work systems and the other ones within which sfhe lives 
and works. To be effective, consultancy systems must provide the degree of autonomy 
consultors and consultants need for them to perform independent and lateral thinking 
functions essential to the work that they have to do. So they must accept, respect and 
harmonize with the natural working rhythms, programme timetables of consultors and their 
churches and organizations. This involves taking into account work culture and natural 
biological, personal and institutional rhythms and habits and the ways in which these 
attributes are genetically, psychologically, sociologically and ecclesiastically underpinned. 


Beliefs, values and ethics, element seven, of consultants suffuse the other six elements 
and allow those of consultors to do the same.33 Critical aspects are described in Section IV. 


Fundamentally, this model operates through the "work-views" of consultors interacting 
with those of consultants (element 4).34 Consultants stimulate and help consultors to examine 
and, when necessary, to change their inner orientation to themselves as workers and to their 
work and how they intend to go about it. This term is parallel to world-view 
(weltanschauung) as used in sociology and philosophy. More precisely, a work-view is an 
inner function of human cognition which sums up and models what we know and believe 
about our work generally and specifically, and how we evaluate it emotionally and respond to 
it volitionally. Work-views are in part formed by, and in turn, are used to form aspects ofthe 
world of church and community work. In various ways a work-view sums up, conceptualizes, 
represents and models: 


•	 what we believe about the nature of our work, i.e., it can have a
 
theological, philosophical and spiritual content;
 


•	 what we know, understand and think about it, i.e., it can have a cognitive 
content; 


•	 how we feel about it and evaluate it emotionally, i.e., it can have an 
affective content; 


•	 how we respond to it volitionally, i.e., it can have a vocational content; 


•	 what we know, think, believe and feel about the actualities and realities of 
church and community work in general and that in which we are engaged 
in particular, i.e. it can have existential content. 


Several things, Lovell assumes, make work-views important to consultancy praxis. First, 
they profoundly affect consultor's attitudes and, therefore, what they do and how they do it 
and consequently how effective they are. Second, practitioners' perspectives are normally 
permeable and open to outer as well as inner influences. Third, consultants and consultors 
can engage conceptually and creatively with each other's work views because it is possible to 
"stand in each other's shoes" and "to see things through each other's eyes". 


"Virtual insidership" is a conceptual device which illuminates the processes of getting 
into the work-views ofconsultors. 35 It has been used in dialogues between people of different 
religions. Lovell adapted it to the processes of consultants seeking empathic insidership of a 
consultor's work-view. Consultants are seen as outsiders, consultors as insiders. A consultant 
outsider, attempts to gain an understanding which matches as closely as possible the 
consultor's insider's view, whilst the consultant remains an insider to his own work-view. 
Virtual insidership is a metaphor which helps to explore and understand this process. It draws 
upon a method developed by computer scientists which generates a three-dimensional virtual 
world which gives people a sense of "really being there". Consultants who make the 
empathic journey become "virtual consultors". The virtual reality of the consultor's work 
view is constructed through the joint activities of the consultor and the consultant. The 
consultor shares, describes, projects, illustrates, explains and demonstrates ideas, situations, 
events, emotions, beliefs, and hypotheses. Consultants discipline themselves to learn the 
consultor's language, to listen, question, imagine, immerse themselves in the consultor's 
situation, feelings and ideas and check out the way they are beginning to see things through 
the consultor's eyes. Consultors and consultants allow their perspectives to interact and 
engage in dialogue until they have pieced together what for both of them is a virtual reality 
which is a reliable basis for the work they need to do together. This Lovell represents 
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Figure 6:4: Virtual Reality of a Consultor's Work-view 36 
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diagrammatically in Figure 6:4. There is a sense in which the description and profile of the 
consultor's work view used to facilitate the consultancy dialogue is a virtual reality for the 
consultor as well as for the consultant because it is "approximate, nearly-but-not-quite the 
same" as the consultor's reality. It is "really-but-not-fully" or "similar - yet different". Whilst 
consultants and consultors approach it from different points of being, nevertheless for both of 
them it "approximately corresponds to the 'fullness' of that to which it refers". Consequently 
it is near enough to act as a basis for effective consultations in this model. 


2. Operational Modes 37 


Essentially this model of consultancy is a form of private activity which provides 
consultors with opportunities to explore things openly with impunity in preparation for 
working with people individually and collectively, in private and in public. It takes place in 
many different settings and relationships. Mostly consultants (one or more) and consultors 
(one or more) meet privately away from the consultor's work situation. Normally the external 
consultants have not and do not visit the working situations of consultors. Consultancy 
services of these kinds have been affected in several ways through: 


•	 internal or external specialist consultants provide consultancy to individuals or 
groups or churches or organizations; 


•	 work and vocational consultancy courses; 
(These were developed by Avec and widely used over a period of twenty years. 
They consisted of two periods of five days separated by a month or so and were 
tailored to the particular work needs of its members. Ideally they comprised a 
group of twelve people with two or three staff members. Members wrote position 
papers on their situations. Co-consultancy processes operated through consultative 
tutorials and through small co-consultancy groups of members and staff. Each 
situation was considered in successive sessions: the first week was on analysis and 
the second on design. Then there were consultative plenary sessions on generic 
issues, problems, cases and practice theory and theological subject matter identified 
by members and staff through the study of the position papers and the co
consultancy sessions.) 


•	 co-consultancy or reciprocal consultancy dyads or groups; 
(In these dyads and groups two or more people offer each other consultancy help by 
adopting in turn the roles of consultor and consultant. See Model Two in this 
Chapter for an example of this mode of consultancy.) 


•	 consultancy projects; 
(These involve consultants working alongside ministers, officers and members of 
churches or agencies or organizations on agreed tasks related to aspects of their 
work. It could involve consultants working with a councilor a provincial team of a 
religious order or the archdeacons of a diocese or the members of a church. The 
tasks can vary enormously- reviewing work, designing new projects or tackling 
long-standing problems. Project work invariably involves but is more than a 
consultancy service. In project work, in addition to consultancy sessions, 
consultants are actively involved in decision making about the project programme 
and in carrying out what has to be done. Consequently, consultancy projects are 
jointly "owned" by consultants and their agency and the organization which 


commissioned them. In some projects training is provided for those involved in the 
work essential to carrying out the project.) 


•	 consultancy conferences; 
(These are similar to consultancy projects. They could be a part of a project. A 
typical contract is to facilitate a conference and act as a consultant to the members 
and staff. A spin on this is acting as a consultant to those who are running a 
conference.) 


•	 consultancy combined with training; 
(Consultancy enables consultors to learn how to do things differently and to acquire 
new insights and skills. Some of this is through processes of osmosis. However, 
some of the abilities required by consultors to do their work are most effectively 
acquired through training programmes. Some of the most effective consultancy 
work is achieved through consultancy services combined with training and, in some 
cases, research.) 


•	 self-consultancy. 
(This involves practitioners using analytical and consultancy approaches and 
methods to act as consultors to themselves. Lovell fmds that he can do this by 
describing to himself what he needs to consult himself about. Sometimes he does 
this in the first person but he fmds that it helps to objectify things and to induce 
consultancy processes and dynamics if he uses the third person singular: "George 
said...." or "Lovell did...." or "The minister/chair/worker/consultant felL." The 
form of address depends upon how good or bad he is feeling about himself, things 
that have happened and what he has done! Then he submits the subject matter and 
himself to appropriate consultancy procedures.) 


3. Basic Equipment 38 


In addition to the basic equipment used in analysis and design and consultancy practice 
already described, equipment common to both in this model are: words; diagrammatic 
modelling of representational and disclosure models; questions; circularity; h~otheses, 


especially systemic hypotheses; feedback; energy auditing; trouble shooting charts.3 


IV Application: Work Settings to which the Model is Applicable 
[element (C)to 
Over the past thirty years variations of this model have been used by consultants from 


the main denominations to provide consultancy services for people engaged in church and 
community work and in voluntary organizations. These services have been used by ordained 
and lay people working at all levels of seven denominations but mostly of the Anglican, 
Methodist and Roman Catholic traditions, working in the UK and Eire. They were also used 
by missionaries (now known as mission partners) working in most countries and in 
consultancy project work in Zimbabwe and West Africa. Roman Catholic religious orders 
(male and female) were another group who used these services extensively. Up to 1994 these 
services were provided by Avec, since then they have been provided by various independent 
consultants.41 
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V Understanding of the Consultor's Work [element (d)] 


This model requires consultants to understand the essential nature of the work of the 
Christian Church and of Christian organizations in contradistinction to an understanding of 
the many different forms that it takes. Also it requires understanding of the vocational and 
professional attributes required of workers to do the work proficiently. Consultants who 
understand the nature of the work and the attributes required of workers are able to offer 
consultancy help to consultors engaged in any and all of the forms of work undertaken by 
Churches and Christian organizations. (See section 11:3 above). 


VI Principles [element (e)] 
This model draws upon principles related to four main bodies of knowledge: non


directive church and community development work praxis; Christian theology and 
missiology, and the generic nature of church work and the attributes required of lay and 
ordained practitioners; consultancy praxis, including ways and means of analysing, designing 
and evaluating work with people in church and community; social and behavioural sciences in 
general and on action-research practice theory in particular. 


Aspects of the underlying philosophy and theory of this model can be discerned from 
what has already been said about such things as: people freely making from deep inside 
themselves that contribution that they alone can make to the common good and to their own 
human and spiritual development and that of others; working to and with human freedom; the 
non-directive approach; systems thinking. 


Theologically, Lovell argues, the nature of the processes and outcomes of this model fall 
naturally under basic doctrines. They are: 


•	 incarnational because they ensure that the application of Christianity is 
worked at with particular consultors engaged in specific situations; 


•	 salvatory because they can assist consultors to remain true to their 
vocations, save them from problematic situations, help them to cope with 
"disappointed hope" and help them to deal with failure, error and sin; 


•	 revelatory because they facilitate human and spiritual disclosures which 
throw new light upon work situations and vocational issues; 


•	 resurrectional because repeatedly and regularly they induce experiences of 
being stirred or raised to new life in relation to work and vocation 
accompanied by new energy, enthusiasm and hope; 


•	 creational because it draws upon creation theology and gets people to think 
out how they can make the best contributions to human and spiritual 
development and well-being; 


•	 sacramental because consultations can and have been experienced as acts 
of eucharistic worship, sacraments of work, as consultants enter deeply into 
the consultor's vocation to work treating them as holy ground no matter 
how rigorous the consultancy processes might be.42 


VII A Summary of Key Features of the Model 
cwc emerges as a multi purpose church and community work consultancy model. 


Basic elements are modelled diagrammatically in figure 6:5. 
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Model Two: Reciprocal or Co-Consultancy 
A particular application of Model One, Church Work Consultancy, illustrates the 


emergence of what is variously known as reciprocal or co-consultancy. These arrangements 
enable two or more people to offer each other consultancy help by adopting in turn the roles of 
consultor and consultant. Practitioners who can provide this service to each other in the work 
place make vital contributions towards the provision of readily available consultancy cover. 


One way of developing effective reciprocal co-consultancies is through consultants 
initiating consultors into the processes. Consultations focus exclusively in turn on each of the 
consultors and their work. When they are concentrating on one of the consultor's work, the 
other consultor acts as a co-consultant. (Triads can be much more creative than dyads 
especially when two people cannot see a way forward or are locked in conflict.) This enables 
them to develop skills and confidence in providing consultancy services to peers and 
colleagues, the facility to engage in role reversal and the understanding and experience to 
offer each other help without the assistance of an external professional consultant. 
Thoroughgoing co-consultancies between practitioners lead to egalitarian consultancy 
relationships and avoid the ever present potential for patronage in one person helping another 
without receiving reciprocal help. 


A co-consultancy arrangement in which I have been engaged since 1997 is extremely 
productive. It is with two other co-consultors and operates through a programme of 
consultations fixed in advance for a period of one year at a time to be reviewed and 
terminated or re-negotiated at the end of that time. In 2000 we wrote an article about our 
experience. 1 What follows is from that article and is not, therefore, in the format and style of 
the other models in this book. It has been edited, but minimally so. 


I The Story of the Model's Development. 
We began to work together in 1997 due to the happy chance of the three of us moving 


into the same region and becoming easily accessible to each other - two to Manchester and the 
third, George Lovell, to Leeds. Charles New, Superintendent Minister in Bramhall, had 
accepted the responsibility of the Convenor of the Joint Committee of the Managing Trustees 
of Manchester Central Hall shortly before David Copley became Superintendent Minister of 
the Manchester & Salford Mission and therefore had some work in common. We had very 
contrasting contexts for our ministry. George Lovell, through his work in Avec, and his 
subsequent work, research and writing, had a special interest in developing co-consultancy as 
a real contribution to growth in ministry. We were friends before the process began who, 
over many years, had worked together in promoting the non-directive approach to church and 
community development. However, good experiences of co-consultancy do not depend upon 
common commitments and friendships, nor is it impaired by them. 


II Features of the Process 
A key element of co-consultancy is a clear commitment by each participant to 


concentrate on one person at a time; usually focussing upon a single issue, although from time 
to time inter-related issues are discussed. The responsibility of the consultor is to help to 
identify the issue clearly; to keep in touch with the realities of their own situation and to make 
sure the consultants do so; to be open and honest; and to be prepared to trust the others. 


Another key element is listening to and valuing each story. The responsibility of the 
consultants (those offering the help) is to listen with care; to concentrate entirely on the issue 
presented; to avoid anecdotes; to be non-judgmental but challenging. 


A further key element is the recognition that insights from others can and will shed light 
on the work of the consultor. Consultants do not juxtapose their own experiences. They do, 
however, ask questions about the issue in order to clarify their understanding of it. Then 
drawing upon their experience without describing it and using their analytical and creative 
abilities they offer perspectives which may widen and deepen the consultor's understanding 
as well as their own. 


This activity has become for us a grace-full time, where in the interaction of 
perspectives, and in the acceptance of work in all its imperfections there is a sharing of trust, 
and a growing feeling of liberation. And we fmd that God can say more about a situation to a 
group than one person can hear through thinking, praying and working alone. 


We are dealing with our work as ministers, and are using this process within the 
profession of ministry as an act of faith. As we reflected on this, the Emmaus Road 
experience comes to mind, where two men walked away from Jerusalem, grappling with the 
distressing story of the death of Jesus; they encountered the Risen Christ in their struggle. 
They recognised Christ in a moment of hospitality, which flowed out of the debate on the 
road. Christ took their brokenness, listened to it, addressed it, but then was recognised in the 
gracious task of sharing food. We believe that Christ is with us on our journey and in our 
ministry, but too often unrecognised. Co-consultancy can be described as that generous 
hospitality: of listening and being listened to, of trusting and being trusted, of challenging and 
being challenged. We have found that where two or three co-consultants work together they 
too can experience Christ presiding over their explorations. 


III Working Together 
Our first two consultations were over twenty-four hour periods. We agreed the purpose 


of our meeting and how we would work together, and get a thorough understanding of the 
work situation of each of us. Subsequently we have met three times a year from 9.30 until 
4.30. This is just about long enough for each of us to present "issues" and for the rest to 
concentrate upon them. We have also disciplined ourselves not to have an evening meeting 
on those days, as the process is and should be very demanding. Display 6:5 sets out or basic 
arrangements for and rules of co-consultancy sessions. 


In Our Co-Consultancy We: 
• Sit round a table. 
• Get out our agenda. 
• Concentrate on one topic at a time. 
• Do not juxtapose other experiences. 
• Do not tell anecdotes! 
• All make notes and share them. 
• Use notes and diagrams communally to analyse and design. 
• Write a record of co-consultancies and check them for accuracy. 


Display 6:5: Basic Arrangements for and Rules of Co-consultancy Sessions 
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We have been fellow travellers contributing to mutual discovery, through listening and 
learning. At the heart of the process has been willingness, indeed an expectation that we must 
live with uncertainty. We ask many questions, not with a view to express comment or value, 
but to fmding ways forward. Weare prepared to offer an issue, situation, and struggle with 
things which concern us, without knowing where the process of working together is going to 
lead us. The end result might be difficult and awkward to carry out, or personally 
challenging, but having worked at it together there is a deep sense of ownership by the 
consultor of the outcome. George Lovell reflecting about the process, commented: "I am 
amazed at the way in which conceptualising and analysing inexorably takes us to a consensus 
about approaches and methods by which to promote the kind of developmental processes we 
value. It is as though a tractive force is generated by the interaction between us. Invariably 
slow to begin with and then, as things start to come together, it accelerates often to a galloping 
pace!" 


A typical session focussed on the circuit where one of us works. The issue was how to 
develop collaboration through the ministerial staff becoming increasingly more reflective and 
collaborative practitioners. Pursuing questions about the context of the Superintendent and 
his colleagues' work led us to the idea of a one-day Staff meeting. As we worked on the 
issues, three approaches emerged aimed at promoting reflection, learning and action about 
collaboration, which we had not conceptualised in this way before. They were: fIrst, inviting 
members to establish a short and long term programme for education for collaboration; 
second, members to be asked to look at each other's situation in tum with specifIc reference to 
collaboration and fmally members to be asked to work at collaboration in the area groups into 
which the circuit is divided.. These approaches gave us something to bite on, and enabled us 
to make a comparative analysis of their feasibility and merit. Each alternative was examined 
critically. 


The third option was eventually chosen and adapted to enable each minister and deacon 
in tum in their area group to articulate what slbe can or does do to work participatively and 
what slbe wants to do better. 


Then we worked together on a possible structure for the day. It would begin with an 
introduction, contextua1izing participation and collaboration in the range of working 
relationships. The time would then be allocated to three tasks. The fIrst would concentrate on 
each person in tum, encouraging them to share their experiences of promoting participation 
and being collaborative. Next, there would be a sharing amongst all those present of what 
would emerge from the area groups. Finally, the whole team would work together on the 
implications of what emerged, or there could be a discussion of key topics by interest groups. 
The end result would be a learning agenda for the ministerial staff meeting. 


The outcome of this co-consultancy was a clear path to follow which had arisen out of a 
collaborative process, and in itself would help in being applied to the process of working 
towards collaborative working in the circuit. It would be fair to report that the day was held, 
and from it a learning agenda did emerge which gave shape to StaffMeetings for the year. 


A list of the topics worked on in some depth over a period of two and a half years during 
1997-2000 is presented in Display 6:6 


•	 Adult Christian education programmes 
•	 Church and community development programmes - designing, planning, 


inaugurating 
•	 City centre ministry 
•	 Co-consultancy with colleagues 
•	 Collaboration, engendering it 
•	 Conflicting and changing approaches to church work 
•	 Confusion, working with it 
•	 Consultancy: work and vocational consultancy book and course 
•	 Crises 
•	 Critical events, preparation for and management of them 
•	 Development: incremental, holistic and issue based approaches to circuit and inter-


circuit work 
•	 Developing projects 
•	 Education for change ofadults in church 
•	 Feedback- how, when, who. 
•	 Participation: promoting egalitarian participation, whilst maintaining necessary 


authority and responsibility 
•	 Superintendents' participation in circuit work; 
•	 Finding ways in which someone with an authority that others have not got can 


encourage participation 
•	 Self-appraisal and consultancy 
•	 Setting up NW Social & Community Work Forum 
•	 Teams and teamwork; changes in members, team building, planning a retreat 
•	 Training people in the non-directive approach 
•	 Vocational development 
•	 Work and situational reviews 
•	 Workbook to engage people in a developmental exercise 
•	 Work culture, its changing nature, developing apposite culture. 


Display 6:6: Topics Worked on 1997-2000 


IV Beyond The Sessions 
The value of co-consultancy is far greater than just helping us focus on the management 


of critical events in our work, particularly in what we want to achieve and avoid. In the 
process other, less obvious, issues are recognised which can have a bearing right across the 
range of our work. 


Working together on this article became in itself a co-consultancy exercise, in which we 
found ourselves looking theologically at the method and outcome of co-consultancy. We 
could only do so because of two and a half years of grappling with our work. In it we found 
meaning, and the heart of that meaning is Christ. In opening ourselves to the scrutiny of our 
two colleagues each of us have discovered the grace of collaboration, which runs counter to 
the individualism, which can so easily characterise our ministry.2 
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A Note on The Bible Society Model 
The Revd Barrie Cooke whilst employed by the British and Foreign Bible Society during 


the period 1990-1999 developed a consultancy model "to help churches become mission 
oriented congregations". This was done through an extensive field work programme and then 
researched and written up for a Master ofPhilosophy degree.1 


The model is described as a collegial consultor's centred model which "reflects a non
directive approach".2 It is one in which consultants work "for a church but the overriding 
ethos is one of working with church leaders and congregations".3 There is a detailed 
description and evaluation of the model up to 2001, howbeit in an unpublished thesis. 


A significant feature of this model is that the consultancy processes stimulate reflection 
about the work and life of the church in relation to Christian mission issues and the realities of 
the community in which it is set. Thus consultations are ecclesiological, sociological and 
missiological exercises. There is an interesting division of labour: consultors profile and audit 
the life of their church using a comprehensive questionnaire work-book that is provided; 
consultants draw on information provided by the National Census to provide a detailed profile 
of the church neighbourhood in the form of a written report. Then the consultants facilitate 
congregational discussions about the church and neighbourhood profiles in relation to mission 
issues. Consultants, therefore, need to be competent missio1ogists. 


Subsequently the Bible Society has modified the model. Also, a revised and adapted 
version of this model is currently being tested out through an extended programme of action 
research for its applicability to Baptist churches in the UK through a Mission Consultancy 
Programme, 2002-2004, which is being piloted in the southern area of the Baptist Union of 
Great Britain. 


References and Notes: Modell Church Work Consultancy 
I.	 The books by George Lovell are: Analysis and Design: A handbook for practitioners and consultants in 


church and community work (Bums and Oates1994); Consultancy, Ministry and Mission: A handbookfor 
practitioners and work consultants in Christian organizations (Bums and Oales 2(00); (This book is the 
companion volume to Analysis and Design.) Telling Experiences: Stories about a transforming way of 
working with people; (Chester House Publications 1996); Avec: Agency and Approach (An Avec 
Publication 1996); Diagrammatic Modelling: An aid to theological reflection church and community 
development work (An Avec Publication 1991 originally published as Occasional Paper N04, 1980 by the 
William Temple Foundation). And by Lovell George, Middleton Jane and Smith Hilary (1996) A Process 
Model for the Development ofIndividual and Collective Vocations (Methodist Diaconal Occasional Paper 
No.1). 


2.	 The books by Catherine Widdicombe are: Meetings that Work: A practical guide to team working in 
groups (The Lutterworth Press, 2000). This is a republication for a wider constituency of Group 
Meetings that Work (St Pauls, 1994); Small Communities in Religious Life: Making them work (The 
Lutterworth Press, 2(00). 


3.	 Books about this approach to church and community development are: The Non-Directive Approach by 
Batten, T Rand M (An Avec Publication 1989) (This is an abridged version of The Non-directive 
Approach in Group and Community Work by the same authors, published by Oxford University Press, 
1967, fourth edition 1978, now out of print); The Church and Community Development: An Introduction 
by Lovell, George (An Avec Publicationl992, originally published in 1972 as a Grail and Chester House 
Publication); Human and Religious Factors in Church and Community Work - Based on the Beckley 
Social Service Lecture 1981 by Lovell, George (Grail Publications 1982); Churches and Communities: 
An Approach to Development in the Local Church by Lovell, George and Widdicombe CaIherine (Search 
Press 1978 and 1986); The Parchmore Partnership: George Lovell, Garth Rogers and Peter Sharrocks 
edited by Malcolm Grundy, (Chester House Publications 1995). 


4.	 Books and dissertations on the Research Programmes are An Action Research Project to Test the 
Applicability ofthe Non-directive Concept in a Church, Youth and Community Centre Setting. 677pp. A 
thesis submitted for the degree of Doctor of Philosophy in the Institute of Education, Faculty of Arts, 
University of London, 1973 The thesis was not published as such but parts of it are to be found in The 
Parchmore Partnership (see above); The Roman Catholic Church and Vatican II: Action research into 
means ofimplementation. A thesis submitted for the Degree of Master of Philosophy in the Institute of 
Education, Faculty of Edcuation, University of London by Catherine Widdicombe, 1984, 425pp 
unpublished: A Theological Examination of the Non-directive Approach to Church and Community 
Development with a Special Reference to the Nature ofEvangelism. A thesis submitted for the degree of 
Master of Arts in Theology in the Theology Department, Faculty of Arts, University of Durham by 
Howard G Mellor, 1990 368pp; Development in Church and Community: Promoting personal growth 
through community development and curriculum development methods, a thesis submitted for the degree 
of Master of philosophy in the University of Liverpool by Charles New, 1987; Churches and 
Communities: An Approach to Development in the Local Church by Lovell, George and Widdicombe, 
Catherine (Search Press 1978 and 1986), a description of a six year action-research programme, Project 
70-75, with sixteen churches of seven denominations testing out the ecumenical applicability of the non
directive approach to church and community work. Avec, A Service Agency for Church and Community 
Work, 1976-1994 offered work consultancy courses and services. The work was trealed as an action
research programme and was independently surveyed and evaluated by MARC Europe in 1990. see Viva 
[,Avec: An Evaluation ofAvec's Training Ministry (MARC Europe, December 1990, I88pp plus 52 pages 
of questionnaires) and Lovell, George (1996) Avec Agency and Approach (An Avec Publicalion) which 
contains a summary of MARC Europe's Report. In addition there have been many research dissertations 
on various aspects of the non-directive approach to church and community development and to the 
associated model of consultancy by students on The Church and Community Development Diploma 
Course, 1986 to 1993 and on the Master of Arts/Postgraduate Diploma in Consultancy, Mission and 
Ministry course at Cliff College and University of Sheffield, 1998. 


5.	 On the Parchmore Project see my PhD thesis and The Parchmore Partnership noted in reference 4. On 
Project 70-75 see Churches and Communities noted in reference 3. On Avec see: Lovell, G (1996) Avec: 
Agency and Approach (An Avec Publication); Viva L 'Avec noted in reference 4; and sections of Analysis 
and Design and Consultancy, Ministry and Mission noted in reference I. 


6.	 cf Consultancy, Ministry and Mission pp3-6 for this section 


7.	 The ideas in this section are developed in Analysis and Design pp2l5-2l8, 193-204; 176-177 et aI and in 
Consultancy. Ministry and Mission pplO, 22-23, 246-250 et al. 
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8.	 This and the definition that follows are from Jacques, Elliott (1976 reprinted 1981) A General Theory of 
Bureaucracy (London and Exeter, NH Heinemann Educational) pplOl and 112 cf 113-114. They are 
quoted in Analysis and Design pp 215-216. 


9.	 The ideas in this section are developed further in Analysis and Design pp215-218 et al Consultancy, 
Ministry and Mission pp22-23 et al 


10.	 For more on the ideas in this section see Consultancy, Ministry and Mission pp7-10; 246-250 et al 


II.	 For displays 6: I and 6:2 see Consultancy, Ministry and Mission Chapters 6 and 7 respectively. 


12.	 For more on energy and work flow see Analysis and Design pp262-263 and Consultancy, Ministry and 
Mission pp107-112, 150, 344, 376, 388, 391 et al. Stamp, Gillian (September 1988) Well-Being and 
Stress at Work (Brunei Institute of Organization and Social Studies, BlOSS) p3. Quotation from this 
paper helps to contextualize her thinking. 


13.	 In the course of the past fifteen years I have had the privilege of listening to more than a thousand men 
and women, of different ages and levels of education in different countries, from different cultures and at 
all levels of capability, as they talked to me in depth about their working lives. They were employed by, 
or belonged to, a wide variety of commercial, military, religious, educational and voluntary organizations. 
This rich and diverse experience has given me a unique opportunity to learn about well-being and stress at 
work, both from the point ofview of the individual and ofthe organization (Pl). 


14.	 More tends to be written about the experiences and consequences of stress than about well-being. In the 
course of my interviews, I have had the opportunity to hear much of both, and my findings echo those of 
others who have set out to understand the psychologically healthy individual. Our shared conclusion is 
(a) that well-being occurs when what there is to do is in balance with what the person feels able to do, and 
(b) that continuing personal development happens only when what the person feels able to do is matched 
by growth in what there is to do (P3). 


15.	 A word that is very widely used to describe the state of well-being is "flow". People in flow feel alert, 
energetic, motivated, competent and creative... (P6) [people in stress] are tired rather than alert, dull 
rather than creative, prone to poor judgements which deplete self-confidence and increase self
consciousness, ill at ease with the work as it progresses, constantly questioning self and others as the work 
proceeds (P7) cf Consultancy Ministry and Mission p 391 


16.	 The non-directive approach is considered extensively in the publications and dissertations described in 
references I to 5. 


17.	 This is a revised edition ofprevious charts published in Analysis and Design pp262-263 and Consultancy, 
Ministry and Mission Appendix II 


18.	 cf Consultancy Ministry and Mission pp33-36, 65-66, 145-146,345 et al 


19.	 cfop cit, pp7, 10-11 et al 


20.	 cf op cit, pp 11,23-24 et al 


21.	 cfAnalysis and Design particularly for this section pp113-174. 


22.	 An example of a facilitating structure for problem analysis is: I. What is the problem? 2. What has been 
tried so far? 3. What specific changes are required and why? 4. What are the causes and sources of the 
problem that we need to examine? 5. What are we/am I going to do about it? 6. What are we learning 
from our study of this problem? And for a case study: Stage 1. Getting a clear statement of the case 
study. Stage 2. Defining the overall change for the worse and for the better that has occurred. Stage 3. 
Diagnosing what went wrong from the worker's perspective and assessing what action the worker could 
have taken to influence the course of events for the better. Stage 4. Assessing the strengths and 
weaknesses of the current working situation and determining the implications for the worker. Stage 5. 
Thinking out precisely what action the worker can now take. Stage 6. Leaming as much as possible from 
the experience in order to inform and improve the way in which the worker goes about things in the 
future. Cf Analysis and Design Chapters Two and One respectively. 


23.	 op cit, p114 


24.	 op cit, pp98 and 161 


25.	 cf op cit, Chapter 6 


26.	 op cit, ppl13-114 and 134-135 


27.	 op cit. p116 and Consultancy, Ministry and Mission p81 


28.	 cf Consultancy, Ministry and Mission pp33-154 


29.	 op cit. p23 


30.	 op cit. p34 


31.	 op cit. pp36-46 


32.	 op cit. pp46-51 


33.	 op cit. pp71-101 


34.	 op cit. pp86-87 


35.	 op cit. pp101-122 


36.	 op cit. pp1l8-120 


37.	 op cit. pp122-145 


38.	 opcit.pp51-71 


39.	 op cit. pp59-60. I draw upon the development of this conceptual device by the Rev Dr Philip Meadows 


40.	 op cit. p60 


41.	 This section draws upon Consultancy, Ministry and Mission p 35 and 354-363 


42.	 see Analysis and Design pp176-193 


43.	 cf Consultancy, Ministry and Mission pp207-243 


44.	 cf op cit. pp6 and 355-390 


45.	 cf op cit. pp377-386 


46.	 cf op cit. pp129-133 
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