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INTRODUCTION

This chapler presenis concepts that are central 10 understanding interpersonal
prucesses and group eelations in an organizational conlext. Emphasis is placed

_on interpreting interpersonal relations from the group level using what may be

labeled a ‘sysicinic socio analytic’ perspeclive. Several case studies are used to
examine interpersonal relations from the systemic socio analytic perspective.
f1euristics are delineated which help agents of organizational change Lo belter

understand, interpret, and intervene in interpersonal and group relations.

AIMS AMND PRINCIPLES

The present theoretica) framework Tor undersianding group and organizational

processes has been heavily influenced by work of writers from the Tavisiock
Centre; for 1uman Relavions in Londan. These schinlars have greatly
in(lnenced the author’s conceprual development and largely account for the

biases that volons his understanding of geoup and organizational phenomena.

The ‘systemic sucioanalylic' perspective Tor undersianding organizaiional
processes integrates: i

H Current thinking regarding the application of open system theory 10 group
and nr@auizalinnal behaviour (Alderfer, 1976; Baker, 1973 Mant, 1976; Reed
el ul.:. 1978; Wclls. 1978b; Singer er l., 1973; Astrachan, 1970).

(21 ijccpls.associnlcd with Kleinian psychoanalysis lf{lcin. 1932, 1953; Klein
and Riviere, 1964; Jacques, 19535).
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{3) Principles ariiculated by the psychoanalytic group psychalogy tradilion
(Bion, 1961; Gibbard ef al., 1974; Gibbard, 1975; Colman and Bexton, 1975).

Through the Integration of these perspectives and thelr concepts, a more
cogent framework is formed from whicli the complexity of interpersonal
processes can more readily be discerned.

Traditional experimental and social psychological views of interpersonal
relations represented by Cartwright and Zander (1968), Thibaut and Kelly
(1959), Krech ef al. (1962), Newcomb {1961) and Lot and Lo (1965) arc
eschewed in this discusslon* This does not suggest that wradditional social
psychological perspectives are not useful in understanding interpersonal
relations, but that the perspective utilized here is novel for most applicd
behaviour scientists. The aim of this chapter is to provide another vantage
point from which organizational processes can be understood.

On the other hand, work from the psychoanalytic group tradition (Gibbard,
1975; Dion, 1961} is often wrltten in a form that is alicn and meaningless to the
reader who is "untrained’ in psychoanalytic concepts and concamitant jargon.
Thus, the coniribution that psychoanalytic group concepis can imake to a
better understanding ol group processes goes unrecognized or is diminished.
This chapler is an allempt lo present psychoanalytically derived concepts in a
schema that is helpful for organizational diagnosticians who are not familiar
with the analytic tradition. - :

ORGANIZATIONAL PROCESSES

Organizatlonal processes refer to actual working activities, formal and
informal relations, and psychosocial phenomena that occur amony individuais
and groups in organizations. Groups and organizations are considercd open
living systems that eéxchange cnergy, material, and information with the
environment {Milter and Rice, 1967; Alderler, 1976; Paker, 1973). They are
vehicles through which a varicty of goals can be pursued.

Alderfer (1977a), using an open-system perspective, defines a lnunan group .
:TH .

... a <ollection in tndividuali: a) who have significantly interdependent relations with
cuch other; U) who perceive themselves as a group by rcliably distinguishing members
fromy non-members; ¢y whase group {dentity is recognized Ly non-members; d) who
fave differentialed roles in the group as a Tuncifon of expectation from themselves,
othier members and aon-groups; and ¢} wha as group members acting alone or in
conceqt have significantly interdependent refutions with other groups,

Morcover, Singer ef al. (1975} and Aldecfer (1976) have described threc

sAn excellent discustlon on interpersonal tclntion; from the traditlonal social psycholagical
perspective can be found In Albancsa (1975, pp.323-18).
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levels of group‘pfoccsscs. These perspectives provide the theoretical
background for fusther discussion of group and organizational processes.

Wells (1978b) has described (exiending the Singer ef al. (1975), Alderfer
(1976), and Astrachan (1970) models) five levels of organizational processes.
They are: (1) intrapersonal; (2) interpersonal; (3) group-level (Group-as-a-
whole); {4y intergroup; and (3) interorganizational {sce Figure 1).

Iirapersonol ) Interpersonol
level level

Group level Intergeoup -
(group -as-0 - whole) level

Inlerorgarsrohonal level

Figure | Five levels of organizational processes

(1) Intrapersonal processes in an organizaijonal context refer to the co-acior’s
relatedness 1o hitn/hersell, Analysis of intrapersonal processes [ocuses on the
personality characieristics, character traits, mode of ego defence, ego ideal,
and various need levels of the co-actors. In short, an intrapersonal analysis
asswnes thal the behaviour emerges-from the internal life or from within the
co-actor (Astrachan, 1970).
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Personnct depuriments and assessment centres typically evaluate behaviour
of their employees or clients from an intrapersonal perspective. Persannel
departments usually use a battery of psychological tests (MPPIL, TAT, 1),
Sanford-Dinet) to evaluale aspecis of their employees' personality. Liile
allention is paid to processes thal occur outside or beiween individuals,
Emphasis is placed on the employees’ personality, knowtedge, and skills.

Additionally, gestali therapy and personal growth groups focus on and use
the intrapersanal level of analysis as the foundation of 1heir work (Perls, 1970;
Yalom, 1970; Weir and Weir, 1978).

- {2) Interpersonal processes refer to member-to-member relations. The locus is

on the quatity and type of relationships that cxist between co-faclors.
Emphasis is placed on communication patterns, information low, level of
conllict and trust, and rclaling styles of co-actors {Astrachan, 1970; Argyris,
1962). Interpersonal processes examine how well or poorly individuals relate 1o
iheir peers, subordinates, and supervisors. Emphasis is placed on how well
individuals listen and establish meaningful and viable alliznces, _

The “T’-group examines interpersonal processes and focuses on increasing
participants® level of soclal relating skills and interpersonal competence
(Argyris, 1962).

(3) Group-tevel processes refer 1o the behavlour of the group as a social system
and the co-actor's relatedness to that system, The focus is on the group-as-a-
whotle (supra-personal) (Dion, [961; Gibbard, 1975; Rioch, 1970),

The unit of analysis is the group as a system. Geoups can be considered more
or less the sum total of their parts, Hence, group members are considered
interdependent subsystems co-acting and interacting together via ihe group's
tife mentality. Group-level analysis assumes that when a co-actor acts he ot she

" is not only acting on his or her-awn behalf, but on behall of the group of parts

of the group. Co-actor behaviour from a group-level perspective cannot be
simply examined by assuming that the motivation and genesis of the co-acior is
merely a function of his or her idiosyncrasies, It must be viewed as a synthesis
of and intcraction with the group's liTe and mentality. Simply stated, the co-
aclor is scen as a vehicle through which the gronp expresses its life. (An in-
depth discusslon of group-level phenomena follows.)

Tavistock small study groups use the group-as-a-whole as the unit of
analysis (Rice, 1965; Klein and Asirachan, 1972). Miller and Rice (1967} also
use group-level analysis for work redesign strategies and autonomous work
groups.

(4) Intergroup processes reler, in part, 1o relations among various groups or
subgroups, The intergroup processes derive front the group memberships that
co-uactors carry with them into groups and their behaviour towards other
groups. The basis for intergroup relations can develop from lierarchical and
task pasition, sex, race, age, ethnic identiics, and ideological differences
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(Alderfer, 1977a). Intergroup relations: {1) determine in part how we {reat and
are treated by others; (2) profoundly colour our perception of the world; and
(1) play a critical role in determining how co-aclors form their personal sense
of reality {Smith 1977). Experiential simulations are sometimes used to study
intergroup phenomena (Wells, 1978¢; Oshey, 1978).

{5) Interorganizational protesses rcfer o relationships that exist between
organizations aad their environment and concern the set of organizations that
make demands of, or have impact upon, the focal arganization (Evan, 1966).
[nterorganizational analysis focuses on the ecotone and the causal texture of
the environment (Emery and Trist, 1973).

v .

Each of the five levels described above refers to behavioural systems
conceprually different from, but not unrelated to or without connection to ane
another. Analysis of organizational processes at these levels moves towards a
comprehensive view of individual and group dynamics. :

Since behaviour is multidetermined, organizational processes can be
examined and understood in terms of any or all of these levels. Organizatienal
processes are analogous 10 a radio breadcasting band. If one tunes into 107.5
M, this dees not mean that 96.0 is not broadcasting, but rather that one has
just amplified a particular station. Thus, if onec focuses on interpersonul
processcs, it does nol mean that group-level processes are not occurring, but
only that one has selected a particular fevel of organizational process for
aitention. For the purposes of this chapter group-tevel phenomena are
clucidated. In other words, group-level processes are amplified.

GROUP-AS-A-WHOLE (GROUP LEVEL) AS A UNIT OF ANA LYSIS

_Using a group-level perspeclive, a group is conceplualized as being more and

less than the sum total of the individual co-actors (members) and their intra-
psychic dynamics. Group life exists abave and below that of individual group
members, and the group has a life of its own distinct from but refated to the
dynamics of the co-actors who comprise the group membership.

Groups are living systems and group members are interdependent co-aciors
{(subsysteins) whose interactions form a gesialt, That gestalt is the ‘Slan-vital’
of (he group, and becomes the object of study from the group-level perspeclive.

‘In this- 'connection, Nion {1961) has postulated that a group's meatality®
*RBion's concept of group mentality and the concept of the group's dlan viral (ity quintessence, ils
existentinl core} are related in a very [undn!n:mal way, They both assert thar there s 2
phcnomenon that exists above of below that of individual group members, These concepis
postulate that a group life exists distinet from the individual group members. Yet, Qiun's group
mentality and its concepiual cousin, batic assumption gronp, are helpfut but ofien conlusing
($herwond, 1464). {For an excellent review of Biomie theory, see Gibhard, 1975.) In their prrsent
concepiual furm Lhey lerve 100 many unresotved and knouy theoretical issues which cloud ratker

\han darily.” :

For concepiual simplicity, 1 will refeain from their use here. 1 wilk offer an alternative heurinic
concept (projective  idenafication molify Ly which 10 understand the group-as-a-whole

phenomenoh,

1
Poat
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exists beyond that of the individual group members. 11e suggests that the
grotp's menlality connects (bonds) group members by an ‘unconscious tacit
agreement’, Gibbard (1975} suggests that the group’s meniality is best
understood as:

« .+« & process of unconscious colluslon’. . . 'a machinery of Intercommunication’ . . ..
which is at once a characteristic of groups and & reflection of the individual®s ability or
even his propensity to express certain drives and leelings covertly, unconsciously, and
wnoaymously. (p.7) ‘ '

At this point it would be helpful to consider the following 'scrics’ of
questions:

(HOf wha'! substance is the grdﬁb's élan vital made?

{2) Using the group as the unit of analysls, why are co-actors considered
interdependent? And, why are all of their behaviours canceplualized as nere
manifestations and representations of the group's existential core?

(1) Do individuals have ullimate control over determining what they say,
think, and do in groups? i :

These-qucslions are only a sampling of the myriad that could be ralsed. The
maierial below attempts 1o answer them and describes the theory upon which a
group-level analysis using a systemic socioanalylic perspective is founded.

GROUP-AS-MOTHER

Competent individuals often behave as though they were deskilled, non-
rational or lobotomized. When brought together in s group to perform tasks,
capable human becings ofien lose thefr problem-solving facilities, become
cmotionally segregated, and blame others for their failure, Their behaviour in
these instances is marked by an infantile, regressed quality.

Groups and group members can belave in effective problem-solving ways;’
yet, all groups regress at some point in their life, It is the group's regression o
which this chapter addresses itselfl.

Bion {1961), Gibbard (1975%), and Scheidlinger (1964} assert that the central
Issue for individuals, when joining or participating in groups, is the tension
generated by the unconscious fear of being enguffed, obliterated by the group
(fused wilh} at one extreme and becoming a pcrson-in-isolution {estranged/
separaied) {rom the group at the other extreme, Nolh extremes are severdy'
undesirable. This tension creares strong ambivalent (fove/hate) {eelings
towards the group situation. The Individual is conceptualized as possessing
conflicting feclings about the same cbject (i.e. group situation)
simullancously. Morcover, these strong ambivalent feelings unconsciously
return the adults (o their infant roots.
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An infant, too, struggles with ambivalence. On the one hand he seeks to be
engulfed and fused with matlier, while on the other he secks to become
scparated from her. Indced for the infant's survival both options are
undesirable ends. Given this tension, the infant has strong ambivalent leelings
about mother. In a ward, infants have both conflicting love/hate [leclings
aboul the same object — mother, The infant's struggles with mother and the
jndividual struggles with the group parallel. Bion (1961) states that the
group-as-a-whole ‘approximales' too closely in the minds of individunals
comprising it very primitive lantasies about the contents of the mother's
body’. In short, the group represents the primal mother for the individual.

This tension and ambivalence experienced by the infant and individual-in-
group cfeate an unbearable psychological state of affairs. There is a nced to
resolve ihese ambivalent [eelings, thus relieving the frustration about the same
object—Ulor the infant it is mother, for the individual-in-group the group.

Object-refations theory suggests (Klein, 1946; Mahler, 1972) that an infant
jnitially is unable to make a distinction between what is inside the sell and what
is outside the self. Thus, the infant has no ‘ego’ to diflerentiate self from the
world; he or she expericnces self as the world; and to him or her everything is
sclf. Concomitant]ly, the infant experiences sell as omnipotent. This
onmipotence is reinfarced by continuous meeting of the neonate's needs. As
time passes, the infant matures and some needs are gradually Ffrustrated.
Greatly troubled by the frustration, the infant develops a stralegy to cope with
this condition by projecting ‘good’ and 'bad’ [eclings onloe outside objects.
Rice (1965) suggesls: ' "

So far as il excites him and gratifies him, it is a 'good object’ which he loves and on
which lie lavishes his care; sa far as it frusirates or hurts him, it is & *bad abject’ which
he hates and which he vents his rage on. In bis sicuggle to deal with these contradictory

altributes he splits objects into good and bad, which represents their satislying or
frusirating aspects. Can :

What complicaies matiers more Is that the infant leafns that the same object (typically
- mother) sometimes salisfles and sometimes lrustrates—hence the same object s both
good and bad. Yet, the infant wants to lavish the good object and wants 1o desrroy
{eschew) the bad object. . : ’

This condilinn creates a major prablem for the infant—to take in the good abject
{mother), the infant also takes in what iz bad—thus threatening to destroy what he
wanty most 1o preserve, i.e., good object, In this confusing state of affairs the infant is
unable 10 cope with simultancously conflicting feelings about the same object—then
1plits off the bad parts into others . .. '

The Infant both loves and hates object/mother. Unable Lo cope with the
overwhelming ambivalent feelings, the infant uses splitting and projective
identification lo maintain psychological equilibrium and to cope with life-
threatening anxicty generated by having both bad and good in the same object.
Oflten the infant’s solution to this ambivalence is o have a good mummy and
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bad daddy, As infants progress; their solution then becomes good
parenis—bad sirangers. Infants always act 1o maintain an aulistic pre-
ambivalent state. They scek an autistlc state akin to intraulerine life.

Spiitting 1s a primitive psychological mechanism used where individuals
disown parts of scil that are undesirable. Projective identification is a
psychological mechanism by which individuals unconsciously identify with an
object (person, event, attitude) by externalizing (projecting) split {disowncd)
parts of themsclves,

Melanie Klein (1946) introduced the tean projective identilication to
indicate a process by which parts of setl are split off and projecicd into an
external object or part object {(Malin and Grotstein, 1966). Hanna Segal
(1964), a colleague of Klein, remarks:

Projective identification Is the resull of the projection of parts of the self inlo an object.
It may result in the object being percelved as having acquired the characu‘:risucs.ol' the
projecied part of the sclf, but it can aiso result in the sell Lecomning fdetilicd with the
object of its projection.

Jacques (1955) suggests that adults in Institstional and groap seltings often
use infantile coping strategies, f.e. projective identification, to cope with over-
whelming ambivalent feelings gencrated in the course of social rclations.
llustrating the concept of projective identilication, he stales:

... the soldiers who take their leader for thelr ego, are in effect projectively identifying
with or putting themsclves Inta him, It is thls common or shared kind of projeclive
identification which enables the solifiers 10 ldentily with cach other. 19 the extreme fonn
of projective ldentification of this kind, ihe followers become totally dependent on ihe
leader because cach has given up a past of himsell 10 the leader, -

e goes on Lo cite Freud’s (1922) case of how Assyrian soliders became totally
confused and acted as {hough they were brain-damaged. They retreated in
confusion upon hearing that their leader, Holofernes, had had his head cut off
by Judith. For not only had the commonly shared external object {the
figurehead) binding then all 1ogether been lost, but the leader had also lost his
head. Thus, every soldier had lost his head because each was inside the leader
via projective identilication. )

Groups (families, work groups, classrooms, experiential learning
laboratories) elicit strong ambivalent feclings in their members. Groups bath
nurture and scold. Groups are needed, yet tesented, by individuals. Groups ate
expericnced as both bad and good simultaneously, Groups creale [eelings of
bliss and despair. Groups, like mothers, create strong, conflicting ambivalent
feclings of fove and haie,

Gibbard (1975) aply states:
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The natural psychological habitat of man is the group. Man‘s ad.aplmiqn to that habitat
is imperfect, a state af affairs which is reflected in his chronic ambivalence lowafds
groups. Group membership is psychologically esseatiul and yet a source of increasing
discomfort. (p.13}

Bian (1961) declares that:

The individual is @ group animal at war nat simply with the group, but with hirpselt‘ fc!r
Leing a group animal and with those aspects of his personality 1hat constitute his

*graupishness’. (p.131)

Ambivalence is central for infant-mother relations and for individunl-i{b
group relationship. Groups create the same range of feelings lhal.nrc created in
the infant-mother relationship, Moteover, both infants in refation to mother
and individuals in refation to groups use projective identification and splitting
1o cope with overwhelming tensian and ambivalence. Hence, ithe concept of
group-as-mother is established.

Individual’s relationship
with group

with mother

l lndiVid‘uai's {infaru) relationship

—Struggles with fusing/joining and

scparaling/becoming independent

—Experiences nurturance and

frustration ~

—Experiences sirong ambivalent

feclings

—Experiences both love and hate

—Elicits defence mechanisms of splitting and -
projective identification 1o cope

wilh anxicty

It is the group-as-mother paradigm that underlies the group-level ana_lyﬁis.
The inteeplay between projective and introjective identification® and splitting
that beings group members together is being analysed in the group-as-a-whole

approach. Moreover, it is the dynamic unconscious pattern or matrix shared

by the group members that provides Lhe substance of the group’s éan vital.
Thus, individual group members are considered connected 1o each other by an
unconscious of preconscious lacit allian ze,

This unconscious {1acit) atliance altows each member o use other members
as objects o express split parts of him/hersell. Tlie unconscious alliance and

'1-n|mi:c1iv:-e identificarion is a psycholoyical defence by which the individual ideatifics with an
cxtesnal object by taking the object ino him/heeschl,
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concamitant motif begins when the group members cxperience tension and
ambivalence created by ihe struggle between engullfment or enstrangement by
the group. This struggle unconsciously returns the acdulls 10 their infant
roots—iherefore to the infant-mother dyad, concomitant dynamics, and
coping strategies used by the infant, ¢.g. prajective identification. .

Group-level analysis is an impartani perspective in undersianding group and
interpersonal relations. The integration of sysiem. theory and Kieinian
concepts provides a helpful vantage point from which organizational processes
can be discerned. Projective identification, role differentiation, -and
scapegoaling are common manifestations of thiese dynamics.

PROJECTIVE IDENTIFICATION, ROLE DIFFERENTIATION, AND
SCAPEGOATING IN GROUPS

Projective identification, role differentiation, and scapegouting in groups arc
defined and discussed in detail in this section. The premise is that excessive
projective identitication leads 10 rigld role differentiation which uliimately can
cause scapegoating (a special and destructive form of role differcntiation) in
groups. Parvcular attention is given (o analysing interpersonal {imnember-to-
member) relations in groups from a socioanalytic perspective. Understanding
these concepts and their relationships Is central to the ‘systemic socioanalytle’
approach.

Prajecilve ldenilfleatlon

The term projective identification was first proposed by Melanie Klein (1946)
1o describe a psychological process by which individuals project split parts of
self into an external object. Zinner {(1976) s1ates;

Projective identificatlon is an activity of ihe ego thal modifies perception of the object
and, in reciprocal Tashion, sliers the image of the sell. These conjoined changes in
perceplion influence and may, in fact, govern behaviour of the self 10ward the abject.
Thus, projeciive identification is an impariant conceptual bridge between an individual
and an interpersonal psychology, since our awareness of the mechanism permiis us 1o
unierstand specilic interaction among persons in werms of specific dynamic conllict
within individuals. .
»

Thus, projective tdendification: provides us with a way to undersiand the
psychosocial matrix that exists between individuals and groups,

Klein (1946) further delines projective identification as ‘a combination of
splitting off parts of the self and projecting them onto another person’. In her
later work {Klein, 1959), she describes projective identification as the 'fecling
of identification with other people because one has auributed qualities or
attributes of one's own to them’, :
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© Astiadicated éarlicr, projective identification is a coping mechanism--a
defence-—ihat infants use to manage anxicty artd ambivalence 1that is generated
in refation to the mother for being both a good (nurturing) and a bad
{frusirating} object. Wanting only 1he good-nurturing object, the infant splits
off bad parts and projects Uiese out Lo others {non-mother). Hence, projective
ldentification is the primary psychological defence mechanism eniployed by
infants (o cope with life-threatening bad objects, Projective identification
entails some distortion of reality. It simplifics one's emotional life, c.g.
making mother into an ‘all good® vbject.

Zinner (1976), Jaile (1968) and Malin and Grotstein (1966) all remark that
projeciive identification is closely rclated to Anna Freud's description of
Edward Bibring’s concept of ‘altruistic surrender’. Anna Freud (1946)
describes ‘altruistic surrender® as when the *sell finds a proxy in the outside
world to serve as a repository for the self's own wishes®, where the self can
experience vicarious gratilication of the projected impulse. There is an implicit
willingness by the ebject 10 cotlude in providing vicarious gratification for the
subject, ‘ ‘

Malin and Grotstein (1966) suggest that projection cannol accur without

-idcntiﬁcmiou with the object upon which the projection is thrown. They

assert:.

When we start with the projection I is necessary that there be some process of
idemtification of internafizatlon in general, or clse we can never be aware of the
projection. That is, what is projecied would be lost like a satellite rocketed out of the
gravitational pull af the Earth. Eventuslly, all contact wilh the satcllite will be lost.
Althougl the satellite has left Easth, it must remain under the influence of Earth's
gravitational pull to renain in order for it 1o maintaln some contact with Earth, A
projection of itself, scems menningless unless the individual can retain some contacl
with what is projected. Thal conlact Is a 1ype of lnternalization, or, loosely, an
identification, (p.27)

Ini short, a projection has an object with which the individual must identily,
often unconsciously. The individual identifies with the object through
projection. Projection implies an identification.

In further refincment, Zlaner (1976) describes four ways in which projective
identification operates within interpersonal and group relations. e slates: (1)
the subject perceives Lhe object as il the abject coatained elements of the
subject’s personality; (2) the subject can evoke behaviour or (eelings in the
object that conform with the subsject’s perceptions; (3) lhejrsubjccl can
expericnce vicariously the actlvity and fecelings of the object; and (4)
panticipanis in close relationship are often in collusion with ene another to

sustain mutual projection, b.e. 10 support one another's defensive operations -

and to provide experiences through which the other can participatevicariously
(p.285). Zinner (1976) further slates: '
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For projective ideatification 1o functlon effectively as 2 defence, the true nature of the
relationship between scif and its projecied part must remain unconscivas, (p.286).

Projective identification not only functions as a defence, but it is also the
psychodynamic basis upon which Individuals are able to empathize with
another. Projecling parts of self onto the other, then identifying with other
allows the person to feel with the other. Yet, cxcessive identification sccks an
autistic, pre-ambivalent state—akin to the fife of the nconate,

Laughiin {1970) describes the King David reaction, which is closely related
to"excessive projective identification. The King David reaction is based upon
ihe Diblical character King David and the Little Ewe Lamb parable (Samuel 11,
11-12). Bricfly, King David has laid with Dathsheba, the wile of his general
Uriah, while Uriah was off at battle. Dathsheba conceived and sent word 10
David, saying, ‘1 am with child'. David then sent for Urialh from battle,
hoping that e would lay with Bathsheba, Uriah, a committed general, would
not lay with Dathshcba because his men could not rest and eat well. Uriah slept
at the king's door, refusing to go home. David then sent Uriah back o the
front lines so that he might be killed. Uriah was indeed killed. Then the
prophet Nathan is sent lo David, saying: '

(1) There were two men in one city, one rich and the other poor,
{2) The rich man had exceeding many focks and herds,

(3) But the poor man had nothing, save one lisile ewe lamb, which he had bought and
nourished up and it grew up together with him, and with his children; it did eat of .
his own meat, and drank of his own cup, and lay in his bosom, and was unto him as
a daugliter.

(4) And there came a tzaveller unto the rich man, and hie spared 10 take of his own
Nock and of his own herd to dress for the waylacing man that was come (o him; but
took the poor man's lamb, and dressed it for the man that was come to him.

{5} Davld's anger was greatly kindied against the man, and he said 1o Nathan, *As the
Locd liveth, the man that has donc this thing shall surcly die.
And he shall restore ike lamb fourfold, because he did this thing, and he had no
pity.
And Nathan said to David, ‘Thou art the man’. )

David reacted with great contempt for the rich, scllish man. Clearly, he was
reacling to a consciously unrecognized and disowned aspect of himself.
Nathan poignanily points to this fact with *Thou art tlie man’,

The King David reaction is operative when individuals respond to others
with excessively strong positive or negative fcclings, and evaluate them
accordingly. The King David reaction often emerges [rom scant real data
about the other., Powerful unconscious identification occurs with the other
through projection of either approved or disapproved aspects ol the scif, The
subject recognizes a part of sell in the object.
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Laughlin {1970) defines the King David reaction as:

A complex intrapsychic defensive operation involving the cooperation and mutual
interaction of repression, projection and iderification; it is usually supported in some
messure by rationalization and ar times related 10 denial , . . Through this reaction
consciously unrecognized and disowned elements of the self-appraisal which were ofien
ordinarily present 10 soms extent in the other person are also further ascribed 10 him
through projection—and reacted 10 accordingly. This process has evoked Lhe otherwise
ancxpluned feclings whicli are experienced toward the other person. The King David
Reacuiion may be negative or positive. (p.238).

As human beings we have a tendency to act Ia self-serving ways. We eschew
parts of ourselves that make us uncomfortable, but readily see those parts in
others. Projective identification in general, and the King David reaction in
particular, are useful concepts that increase our understanding of
interpersonal relations and group behaviour,

Zinner (1976) and Greenspan and Mannis (1974) cogently describe how

projective identification operates in the marital refationship. Zinner and
. Shapiro (1972) articulate how projective identification affecis families and
their adolescents. Malin and Grotstein (1966} discuss the ramifications of
projective identification in therapeutic relationships. Bion (1955, 1956) and
Rosenfeld (19523, 1954) use the concept of projective identification 1o
understand and treat psychosis. - ’

Scheidlinger (1964, 1968), Gibbard (1975), and Bion (1961) paostulaie that
adulis employ projective identification to cope with ‘the threat of losing one's

“personal identity in groups’. In using the group-as-mather, individuals employ
projective identification and splitting 1o defend against primitive anxiety and
ambivalence that threaten the person’s sense of self. Additionally, these
wrilers assert that group members act as proxies in which to deposit disowned
(spli) _paris of themnselves. Hence, each group member can become a
recepiaclte for the projected parts of their cohorts. Each group member is likely
Lo elicit a particular kind of projection and Is thus symbolized in unique ways.
This process of symbolization differentiates group members and thrusts them
inlo specialized rotes within the group. Role differentiation results from
splitting, projective ideatification (i.e. unconscious alliance), and symbolization
among group members,

En essence, each member is called upon to assume role(s) (given how they are
symbolized} that provide a service 1o the group. These dilferentiated roles
divide and distribute expressive, cognitive, instrumenial, mythical, and
reparative elements within the group. Fundamentally, roles in groups, in part,
serve (o manage anxiety, defend against deindividualization or estrangement,
structure the group's dlan viral, and get work done.

Hence, each group member performs important functions on behalf of the
group. In this regard ail services and functions (i.e. roles) performed in groups
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are interdependent. This individual role behaviour must slways be analysed in
the context of the constclation of roles distributed in the group. 1n shorr,
individual role behaviour is embedded in the field of otber roles, A roles serve
meaningful and purposeful funcrions in graups.

Projectlve identiflcation moilf in groups

The group’s projective identification is the precursor for symbalizaiion and
role differentiation. The projective ldentification motif refecs to the
unconscious (tacit) alliance that forms among group members. It describes
how individuals are connected to co-members—ofien in consciously
unrecognized ways. Through projective identiflcation group members are
connected 1o each other by passion, indifference, silence, contempt, respect,
lave, guilt, hate, or other ways, The patierning of prajective identification
bonds group members togetlier, ;

Myriad and recurrent patterns of projective Identification ocewr within
small groups. I ask, technological and environmental demands, and-
constrainis interacting upon group members’ valence bonds together with
members’ willingness to assume roles (although often unconsciously) determine
varigus patterns that emerge In the groups,

The patterning of projective identification in groups Is alsa dependent upon
Individual groups members’ valence bonds, Individual group members elicit,
introject, and collude with panicular kinds of projections ascribed 1o them.
The group member's valence bonds, or tendency to respond to certain types 6f
projections and to adopt special roles, are analogous to the propensity that
c¢lements have to combine as in a chemical reaction (Dion, 1961). Dy definition,
projéctive identification between individuals {subject and object) involves
unconscious collusion. This collision is based on a person’s valence bonds and
their relation to the group,

Valency or the propensity to collude, introject, and respond to projections
by others is dependent upon: (1) the individual's object relations (i.c. how the
individual relates to himsetf and 10 the ouside world)—his or her
psychological set; (2) the individual's ldeniity based on demographic
characteristics, ¢.g. socio-economie status, race, ethnicity, age and gender,
and stereotypic attributions (i.e. projections, symbolizations, and imagoes)
ascribed to these demographic characieristics by others. (For example, women
are typically affective; ten are cognitive and rational. Diacks are hypersexual;
whites are non-sexual-see Kovel, 1970.), T

These attributions ascribed to a particular demographic identity group make
a significant contribution to the valence of the individual. Hence, valency is
determined by the person's object relations and attributions ascribed 10 his or
her identity group. Indeed, a person's object relations should invelve how he
or she responds 1o skin colour, gender, age, sex. Yei, it las not been
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exlensively discusséd in the literature how sociolugical characteristics affect
psychological operations. Siated simply, the propensity 1o collude, introject,
and fespoud to projeciions from others and 1o adopt roles in groups is
dependent upon auw individyal's personal and group identily. This definition of
valency ficludes an individual's psychological and sociological identily, For
example, in a mixed-gender group men 1ypically attribute affective-emotional
qualitites to women. Women are expected (o play carctaking and maintenance
roles in groups. Similarly, women often ascribe rational and cognitive qualities
1o men. Men are expected 1o play task-oriented aggressive roles. Through
prajective identification men and woinen maintain these alfective/cognitive,
caretaking/rational splits among and within themselves. Although progress Is
Leing made on redefining traditlonal sex role behaviour, the collusive sysiem
of projective identilication among males and females make it dilficult (or
them 1o experience thenselves as having both allective and cognitive qualities.
Indeed, it is difficull {o be a whole pecson In this culture,

If a white male exccutive in banking were Lo be affectively expressive it is’
highly probable that he would be limited in advancement or eventually
dismissed, To be aflecrively expressive violales norms governing the behaviour
of banking exccutives. White males (in particular}, through' projective
identificalion, carry the burden of being simply rational, non-emolional
crealures. Given Lhe high cotrefation between Type A personality and
cxecutives, their suppressed affects have health consequences that often result
in [atal coronary disease (Jenkins, 1971; Caplan and Jones, 1975).

The excessive use of projective identification 1o manage interpersonal
relations and group situations becomes a majoc problem and interferes with
group eflectiveness. For example, Janis’ (1972) analysis of the Keanedy
cabinet and Day of Plgs incident clearly indicates how excessive projective
identilication was used to keep individuals in highly rigid roles. Age and social
status dictaied that undersecretaries should not speak in cabinet meetings
unless they were asked questions by senior cabinet members. A collusive
syslem developed between junior and senior cabinet members that maiatained
highly rigid roles. It allowed each member to split off parts of himsell {the
uncertain pacts) in each of the others. The *logic’ of this projective identification is:

If senior cabinet members believe that they are most knowledgeable, the most
experienced and possessing most knsight regarding national security, they then can split
the party of them that may doubt their omniscience, and project their doubts onto the
junior cabinet members. Junior cabinet members are then perceived as less
knowledgeable and compeleni. This allows the sendor cabinet members to keep the
illusion of superior competence in undersianding natlonal secuzity malters. In shon,
seniior cabinel members manage to reduce thelr anxiely by splitting then projecting the
doubling paris off in the junior members. .

1o juxtaposition, junior cabinet members projected their competent parts on the senior
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members, 1T the junior members project their competent parts onlo the seniur members,
it allows themn to avoid responsibility for taking a definitive stance about national
securily policies. The junior members coutd hide behind their lower status, lndeed,
senior members were more than willing to have the junior members deler to their
greater wisdom, In shout, junior members treated senior members like they had alf the
compelence. The senior members colluded with this illusion.

Hence, senior and junior members, by excessive use of projeciive idenlification,
developed a collusive system of illusions and cigid roles shat prevented effective
problem-solving behaviour.

The cabinet's behaviour in handling the Bay of Pigs incident illustrates how
projective identification in groups operates: (1) to protect individuals from
threats to their identity (cgo-ideal); (2} to maintain highly rigid roles; and (3) 10
maintain a collusive system. It also demonstrates how valency, in this case
based on social status and age, can contribute to role behaviour in groups.

Effective problem-solving and decision-making in groups are related to
projective identification that develops among group members. This is a
recurrent matif that emerges in groups that hinders or facilitates task
accomplishiment. Excessive projective identification among group members is
more likely 1o lead to task inelfectiveness, rigid role differemtiation, and
destructive scapegoating. '

Role differentiation in groups

Role differentiation results from the projective identilication and
symbolization that cmerge in groups. Role differentiation is the vchicle by
which group members manage their conflicts, ambivalence, and task{s).
Gibbard er al. (1974} state: _ ’

Role differentiation . . . is, in part, a defensive and restitulive effort; and the cost of
such dilferentiation, to the individual and the group, is that spliving, projection and
compartmentalization ali entail some distortion and simplification of emotional life.
Any speciatization limits the individual's range of possibilitics—a limilation often
compounded by group processes, which seduce or lock the individual into roles that do
not meet his emotional requirements, Scapegoating is only the most dramatic
manilestation of the group’s tendency 1o exploit Lthe individual. To some degree all
group membership is contingent on a conscious or unconscious contract which abligates
the individual to sacrifice or suppress ong aspeet of himsell in ocder 10 express ar develop
others. Thus, the individual ofien finds that groups do not permit him to ‘be himself’,
{p.250).

Role dilferentiation also serves an adnptivclfunclion for the group. Gibbard
et al. (1974) assert further:

Rather than becoming Avoded with conflicts, the group can make use of individuals (or
dyads or subgroups} 1o circumscribe, localize and isofate conflicls. Through projeclive
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identification, a group is divided into ‘actors’ and ‘audience’. bembers are recruiied to
drarnatize the central conflicts of the collectivity, and other members are able to
participase vicariously in this dramatization.

Thus, rote differentiation can serve both defensive and adaptive functions
that arc intended (o protect individuals from anxicty and ambivalence. Roles
provide vehicles which bridge and anchor the group. Individuals use roles 10
find psychological security, often by depositing and exchanging unwanted
parts. The matrix of these transactions and their meanings change during the
group's life.

Roles are interdependent and distribute the group's dlan vital. The
distribution produces a variety of actors with dilferent scripts. These actors
play their ‘pans’ in seevice of the group's plot. The group’s drama creales
myriad ‘paris’ lor individuals to assume. Each member has a ‘pari® in
unfolding the group's drama. llence, an array of roles emerges in groups
based on projective identification {¢.g. hero, seducer, sitent member, loved
object, combatant, scapegoal, pariah, taskmaster, clown, politician,
oppressor, victim, patient, conciliator, incompetent, counterdependent,
uninvolved, protector, etc.), These roles emerge from the group’s plot {i.c.
unconscious relationships and aims of the group) and the valency of the
members (0 assume particular ‘paris’.

To understand a ‘role’ in groups we musl cxamine how it is embedded in the
coniext of other roles. Embedded rofe analysis is critical to the secioanalytic
approach, The foliowing vignette describes a classroom situation and how
roles are exbedded and interdependent: -

Dave B had been acting oul; he was consistently trying ihe patience of the 1eacher, Ms
T. She was linding Dave’s behaviour quite unbearable. She inferred that Dave had poor
impulse . control, inadequate parental guidunce, and poor analytical skills. She
_essentially used an intrapersonal analysis to understand Dave's behaviour. The
conclusion ol her analysis was (hat Dave necded 10 be put into a special class for
emotionally disturbed childiea. She then inade this reccommendation wo the principal.
Dave was sent 10 the special class. :

On the day of Dave's departure from class, Clay, another student in class, began o '

ask a series of questions of the teacher, spoke when others were spenking, and became

“disruptive’. Mis behaviour resembled Dave's behaviour, Using an intrapersosnal

analysis again, the teacher concluded that Clay had ‘problems’ similas 10 [Yave's.
fence, Clay was fnally pul ino the special class, ’
As this was oceurriag, the other class members often giggled; first al Dave, then at

Clay. As the teacher would scold the bays, the class would sit back smiling~—nal at Dave
* nar Clay, but rarher at Ms T. The class seemed to have an investment fo sccing Ms T upsct

and troubled, 1t also allowed 1he clais jask 1o be abandoned. Clay's and Dave's

classmates appeared well behaved and attentive. They scemed to have an agreement 1o

act *as i they were good dile children, and ler two of their members express their

discontent with 1ask and contempt 1owards the teacher.

Addiionally, on the day Clay was transierred, John began 1o behave in 2 similar

way—Lo play up Dave's and Clay's part, The ploi continues.
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This itlustration shows the power of group-level processes. Ms T. thought
that the problem with the classroom was within the characterological siructure
of'lhc students. She assumed that if she could get rid of Lhe ‘troublenmakers’
things would go quite smootldy. She lailed 10 understand, however, that these
smr.f:nts were expressing concerns on behalf of the group. Tllcy‘wuc only
vehicles Ihrough which the group expressed its contempt and rage not only for
the task but also for the 1eaclier.

It was mentioned that we have ambivalent leclings about amhority figures
apd groups—we both lave and hate them simultaneously. However, il is
difficult to have conficting leelings about the sanic object; hence, we sp.lil'ol'f
our chatlyc feclings into others. Yet, through projective idemificalion we
u!:nufy with the person who is expressing negative alfect by projeciing our
disowned negative parts. This enables us (‘audience’) 10 act *as if* all of the
contempt, rage, and discontent exist in the other (‘actor’) (Gibbard, 1975)
Here is the origin of scapegoating. ' -
) Wc see this phenomenon in work groups and organizations where an -
|nd|vi_dua| is symbolized as incompetent or ineffective. Typically, his or her
:assc':c.m:s secretly discuss the incompetence or the anxiety level of the
indjvidual, They act *as if* this persan is the only one who is incompetent or
lias I:m:li!:gs of anxiety, There seems 1o be a tacit agreement among them 1o
localize incompetence into this particular persan. The manager of the unit
cva!u?lcs the individual similarly, The person is then put on probation
transferred or dismissed. The manager in this situation acis ‘as il lh;
problems of his unit exist at the intrapersonal level, i.e. within the individual
The manager does not examine the context in which the fincomperent wurkc;'
occurrcd_. He or she docs not examine why the group has atlowed this person to
become lm.:ompclcnt. Moreover, he or she does not ask how it serves the unit
to have this particular person Incompetent. It could serve Lhe unit in several
ways. It allows the other members to split off their feelings of incomperepce
gbad Rarls) intd this member, and at the same time, through projeciive
Etlcnuhcatiun. identify with the person’s incompetence (becuause this

incompetence is also a part of the member's internal world thar he has
dsso?\med and externally projected). ence, the incompetence seen in Lhis
particular member represents the projected bad parts of (he other group
members, Morcaver, the projected bad parts are to be destroyed; thus there
seems 10 be an investment in Sceing that this member carry incompetence
hoping lh:u. it will vanish, Yer we know that it does not solve the problem. I

After this person is put on probation, transferred or dismnissed, another
person may be asked Lo carry the incompetence on behalf of the nnil.. In short
if a unit aHows one of its gronp members to carry all of the anxiety or I'cr:ling;
ol"lncompclcncc, the person will indeed go crazy or get dismissed. Implicit in
this conceptual framework is the interdependence of roles.

Role differentiation is, indeed, an imperfect sotution for managing the
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group's problem. This can be seen in the prior illustration. What ofien results
[rom role differentiation is a compartmentalization of key members who are
flooded with anxiety., Winter (1974} describes Redi's (1942} concept of group
psychalogical role suction where: -

Undér certain conditions a'specilic group situation scemis 10 have an amazing power (0
*suck’ individuals into performing certain Lasks, even l|l.::)l.lg|l they may not bave been
strongly inclined in that direction; these l:u.ks Yvhlch are imporiant for the comlorl, ar
which 1espond to the motivational os organizational nceds of she group.

The grnupA's psychological role suction is a powerlul l:orcc in Ehf: groupllo
keep members in their roles — cven if they are nql consciously willing to p ;‘ty
them. For example, it is rare that a person censciously vo!umccrs to pl:‘ly the
scapegoal role. This, however, does not suggest that .lhc.rc is not a collusion to
lake lhe'r'olc.'Th: scapegoat role appears to be ublquuou? ﬁnd perhaps the
niast costly and destructive to the group and imlividual‘s. '1'1315 is nol 10 say Lhat
other roles are not imporiant, but rather scapegoaling In a group s-houi.d
receive more examination. The follawing section describes scapegoating in
dc‘Iz:\ll;u'm. role dilferentiation is essentially a way that Inr.l.ividuals cope w.uh
the group situation. The emergence of roles serves _dcl’cns'.we and adnplalw:e
functions. Clhianging role differentiation is a manifestation of the group's
changing 'batlc: u of projective identification. .

Scapegoaling in gronps

Scapcgoa:ting is a special and desiructive forn.\ .ol' role dif[cn:cnu}':uio.n,
particularly in the context of work groups. The origin of scapc.g(.mung‘ a.f; n?
coots in myths and rituals of mankind. [t emerges from the religious ritual o
sacyifice and 101emistic practices (Jaffz, 1968; Licberman ef al., }?73).
The ritual of scapegoaling is found in the book. of Leviticus 16:|-34_.
~ Scapegoaling was practised by the early Hebrew Lribes o alfmc for their
* transgressions against their God. Leviticus 16, Verses 7-10, states:

N Ami he should take the two goats and present them before the Lord at the door of
the sabernacle of the congregation.
8) And Aa'rﬁn shall cast lots upon the lwo goals: on¢ 1ot for the Lord, and the other
‘1ot {or the scapegoat. ) '
N Ancll Aa'ron shall bring the goat upon which the lot fell, and offer him for a sin
" offering. . ‘
(i0) Bal the goat on which the lot fell to be scapegoat, shall be presented alive before

ihe Lard, to make atonemnent with him and to let him go for a scapegoat into the

wiliderness.

The scapcgdal represented sins of the iribes that must be separated from
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themselves and sent imdo the wilderness, The tribe could project and exorcisc
their sins through the scapegoat. This act of exorcising the sin (bad paris) on
the head of 1he scapegoat is a mechanism used to cope with thicir ambivalent
relationship to their deity and group. Jafle (1968) states:

In ihe process of atonement and purification, the rituat involves, among other things,
the disposition of two goats. One is killed and the Ligod sprinkled wpou the arkcover
and then wponthe altar . . . it (goat) is burat 10 1nake simoke. . ..

The ritval proceeds Lo dispose of the secomsl goat, which [s the *scapegoat’. The entire
remaval of the sin and guilt of the community (s symbolized by placing these upon ihe
head of the scapegoat who is then sent away, bearing all of the inequities, into the
willerness or “lund which is cut off* (to prevent the animal's return).

When later it was no longer possible to send the goat to a place whence it could not

return Lo inhabited pans, the practice becume oue of casting the animal down a
peeciplee, (p. 66.7) (author's italics)

Groups often search for the scapegoal lo represent and repenl for their
badness (i.c. anxicly, weakness, sins, etc.). The scapegoat role provides the
group with an Imperfect solution to its feft badness, e¢.g. incompelence,
anxiety, racisin, or conllict. By projective identification group members
deposit their unwanted parts (their guilt, rage, contempt) in another, then
proceed Lo drive the other into the wilderness or into death. As the Flebrew
children used the scapegoal 1o atone for their sins and 1o eliminate their guilt,
the group uses the scapegoal 1o cope with its anxiety and badness. Groups
create scapegoals 1o hide every person's setf-contempt, seif-doubt, weakness,
and destructiveness. Milles (1974) s1ates:

The group sltuation is a particularly salient one for e use of projective identificavion, a
concepl infroduced by Melanic Kiein (1946) 10 fnddicate the defensive process wherehy
aspects of Lhe sell are projected onlo a person or object which then becomes
characierized ot controlled by this projected aspect of the self, The manifestation of this
defense in groups cccurs when members deny a particufar fecling, auribule it to
somcone clse, and thus overtly insist that somcone else express the lecling lor them.
Scapegoating is a stereotyped example in groups where shared patterns of denial are
focused by (he process of proiective idenlificaton en one member. That member is

asked and often agrees to express all of the given undesirable attitudes for the group (p.
12)

The search for a scapegoat(s) typically begins afier the group experiences
aggression or frustration. Unconsciously the group members’ thought may be:
*Somecone is responsible for my anxicty'. This begins the group’s scarch and
destroy mission. Typically, people with different demographic characteristics,
expressive personalities, and valency for patient or martyr roles become
excellent candidates for scapegoating. Groups may even focate a dyad or triad
to deposit their denied feclings and then behave in ways (o Isolate or render
them crazy.

Using a scapegoat is an easy (albejl infantile) psychological solution for
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anxiety and unwanied parts. Excessive projective identification allows group
members to deposit all unwanted parts in the scapegoat at the cxpcnsc‘of the
scapegoat. The scapegoal allows other group members to maintain their self-
righteous autistic imagoes. This is why the scapegoat must be scparated and sent
away;: the group cannot stand to look at or face itscll scen in the scapegoal.
Hence,. group members deny any responsibility for making a scapegoat of
having any characteristics of the scapegoat. ‘

This cycle of search, isolate, destroy, and denial creates group casualties: to
fill a person up with the group's anxicty {psychotic fccling‘s); iso.latc these
feclings in the person as il he or she is the only one who is fccll.n{;‘crazy:
cxorcise the pcrsuﬁ from the group; and then deny any rcspunsnbilny_for
making a person into a scapegoal is a subtle and dangcrous opcralion.
Scapegoating has taken its toll of human life, destroyed work groups,
organizations, and families (Licberman et al., 1973). o

Excessive projective identification and rigid role diff:rcn}tatmn lf:ad t.o
scapegoating. Role reversal, maintenarice discussion, and/or interventions in
the group's projective identification motif can alter the scapegoating
phenomenon, Comprchending the complexity of the scap:ggaung
phenomenon is essential to the systemic socioanalytic approach. Increasing the
awarencss of group members may abate the group's tendency to scapegoat.
There are indeed other ways groups can cops with their anxiety and frustration.

blAGNOSTIC HEURISTICS

The groub—a.s-a-wholc framework provides a basis for diagnosing organizational
behaviour. A variety of heuristics will be given and then applied to a concrele
case. - '

Diagnostic sirategies of socioanalytic approach®

(1) Make' an initial analysis af the group’s processes using all psychological
levels of ‘organizational processes (i.c. intrapersonal, interpersonal, group-
level, intergroup level, interorganizational).

(3] DAcch'dp aliernative and competing hypotheses about what is occufring in
the group sicuation. :

N Givc“i greater emphasis 1o interpersonal, group-level and intergroup
processes. than intrapersonal processes, The diagnostician should give
individuals in conflict the ‘benefit of the doubt’® that the reason for the

* [t ig assumed that a disgnostician has been called to consuli to a work group where a pcrslannlity
problem exists beiween Mr/Ms X of Me/Ms Y. These heuristics and concamiani discussion ulnll
by no means prepare the readet 10 use he socioanalytic approach. They rather highlight major
aspects ol the approsch.
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‘problems’ is not solely dependent on their intrapsychic condition. Too often
intrapersonal analyses are madec. This often prematurely indicts/blames
individuals for an organizational problem. Intrapersonal anulysis is quite
costly for the individual's life and career and for the organization in terms of
turnover, Ilence, only make inirapersonal attribution about organizational
problems when all of the other process levels have been Tully explored.

(4) When analysing organizational processes from a group-level pefspective,
the diagnostician must raise these questions about the group under
exnnination: {a) What daes this conflict represent on behalf of the group-as-a-
whale? (b) What does the conflict symbolize for the group? (c) What feclings
(via projective identification) are being put in these co-actors? {d¢) Do they
express the anxiely, incompelence or hope on behalf of the group? (¢) How
does il serve the group to have these co-actors take their specialized roles?

(5) The diagnoslician must examine him/herse!f by stepping back and using
the ‘observing ego’ 1o check out the ‘experiencing ego’ or the internal
cxperience of being with the client group. The diagnostician aims 10 use
him/herself and his or her experiences as a barometer to understand the
group’s processes.

{6) The diagnostician must examine ways he or she may be using projective
identification to cope with the consulting role. Projective identification can be
abated by working on owning and living with ambivalence and concornitant
anxicty. This reduces the need to split off internal bad/good feelings.

(7) Gather data on the group's unconscious alliances by listening to group
themes, the tone of the discussion, Attempt to link and compare the content of
the discussion to the ‘here and now® group concerns

(8) Diagnosticians must ask themselves what feelings are being put into them.
IT the diagnostician feels anxious, hopeless, etc., at some levels, the group leels
the same and has unconsciously asked the consultant to carry the feelings.

At the same time, If the diagnostician feels powerful, competent, ‘able 10
lcap tatl buildings at a single bound,” the group vig projective identification,
may be acting ‘as if* they are incompetent, deskifled infants . in need of
protection. To collude with the group's wishes conflirms that they are infants
{which 1hey actually resent), thus creating a more problematic situation.

With the preceding heuristics in mind, .the diagnostician can begin to
formulate interventions focused at the group level. Interventions are aimed a
the group-as-a-whole. They should be interpretative or demonsirative in
nature. Comments should be offered about what the group is doing to the
individuals who are the identified problems.

The data used to formulate these interventions should always be presented.
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"The use of the 'because clause’ (Turquet, 1974) is extremely helplul when
intervening at the group level. The 'because clause’ is a.hypothesis aboul the
reason for the group's behaviour and how (e co-actors express aspects of the
group's dlan vital.

The diagnostician should discuss the conceptual perspective ke or shie uses to
examine group processes. It should be staled that individual belaviour in
groups is assumed to represent the group-as-a-whole. Hence, when a person
acts, he or she acts not only on his or her own behall, but on behaif of the
group'slife. _ ’ '

Members typically challenge the group-as-a-whole concept. In western
socicty group members like to sec themseives as acting always under their own
initiatives. This attitude may represent individualistic norms of the western
world. To adopt a group-level perspective about individual behaviour in group
violates the narcissistic striving of the group members. They are {rightened by
the possibilily that they may be controlled by some force other than
themselves. To take the group-level perspective elicits anger and fear in group
mémbers. They experience the group-level perspective in itsell as a narcissistie
blow. It challenges their vanity. Hence, resistance against interventions rapidly
grows, A working through of the group’s response Lo the intervention is
critical. The diagnostician can request tlie group lo step back and examinc the
moments when the intervention was made and offer comments aboul the
dilficulty in understanding the notion that we exist as interdependent co-actors
connected by a covert and unconscious eclatlonship.

The diagnostician should only aim to reduce the pressure on the individuals
{i.c. alter the group's projective identification motil) who represents the
identified problem. The diagnostician may consult with the individuals
separately to discuss how Lhe group may be using them as a repository, ete.

A series of interventions used to reduce the pressure on and conflict between
Ms A and Mr K follows as an illustration of the socioanalytic approach,

A case ilusiratfon®

A Tive-day experiential learning laboratory for drug treatment counseilors
about the treatment and rehabilitation of minority (coloured) substance
abusers was offered in a large northeastern metropolitan city. During this
workshop conflict and hostility developed between \wo participants: Ms A, a
black womian, and Mr K, an anglo man. Fifteen panticipants (cight anglos,
five blacks, and 1wo hispanics) comprised the workshop. Three blacks, the
s1a{l. The dean of llie laboratory was a Llack man.

The conflict between Ms A-and Mr K escalated as the laboratory progressed.
In farge group sessions they often interrupted and disagreed with one another,

*The nuthng s tole was that of the Dean In this case.
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While these combatants engaged in their scemingly interpersonal problem, the
otlier group meinbers sat as a silent audience, watching with greai ioterest, The
content of their disagreement [ocused on thie validity of the material presented
by the stafl {i.c. black authority). For example:

Me¢ K (angrily): These theories do not represent my experience. | don’t really know if
theee are any real differcnces between black and white clients. A lot of these theories is
mere abstractions and bullshitl

Mas A (said to Mr K): They are real to me. 1l you don’t like iL, or it is not consistent with
your experience, you ¢an get out — leave. You don't nced 10 help anybody anyway —
cxacept your damn sell!

Ms A always defended the validity of the material. Mr K always raised
questions about the validity of tie material. It was ‘as if" a discussion
regarding the relative merits or deficiencies of the material presented could not
occur without erupting into a conflict. Moreover, when Ms A and Mt K
discussed to the point where they might agree, a member of the group would
say: 'You really don’l listen to each other.” (Other members would nod their
heads in agreement.) This would aci (o rekindle the conflict between Ms A and
Mr K. They would accuse each other of not listening and the cycle conlinued
— their conflict toles reinforced.

in spite of their promotion of the conflict between Ms A and Mr K by
remaining sllently attentive during the interchanges and iniroducing
inflatnmatory material whenever the two would approach agreement, the
other group members were not at all gratelu! for the services of Ms A and Mf
K on their behalf. On the contrary, they complained, both inside and outside
the sessions, that Ms A and Mr K were “too aggressive’, ‘took up too much air
time’, and that they were ‘tired of listening to them’,

Fromn an intrapersonal perspective, it would appear that Ms A and Mr K
have personalily problems, ¢.. they each lack isnpulse control, are excessively

insecure and competilive, or Just ‘crazy’. The problem lics within Ms A and
Mr K. To resolve these 'intrapersonal problems’, individual psychotherapy is
recommcnied, i

From an interpersonal perspeclive, the behaviours of Ms A and Mr K
suggest that their respective communication styles are incongruent, and thal
they lack interpersonal compelence. The problem lies berween only Ms A and
Mr K. To resolve these interpersonal problems, a ‘training’ (T) group
experience is recommended. -

Using the systemic socioanalytic approach (i.e. ‘group-as-a-whole’ method
of analysis), it would appear that Ms A and Mr K are involved in a conflict in
which the other group members are intensely interested. Moreover, it also
scemed that the participants iad a stake in the conflict’ between Ms A and
Mr K. The other group members, through projective identification, forced
Ms A and Mr K to confront issues for them that were perceived as difficult and
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anxicty-iaden. Once the opposing posilions were assumed, they were
scapegodted. '

By using Ms A and Mr K as receptacles, the group can simultancously
express its frustration and feel contempt for the dyad. To assume that the
problem lies only within Ms A or Mr K, or only between Ms A and Mr K,
would be erroneous. Zinner (1976) would say the dyad acted as a ‘proxy’ in the
world (outside the sell) which served as a repasitory for the other group
members’ wishes.,

Morcover, it appears ‘as if’ Ms A and Mr K represenied opposile aspects of
tlie ambivalence 1hat the member group had towards the staff group. The
group acted out its ambivalence through the dyad — one black, the other
white. 11 is not coincidental that Ms A, the black woman, expressed the
positive side of the ambivalence, and Mr K, an anglo male, expressed the
negative side. The group members wanted to simplify their lives; they wanied
things clear — in ‘black and white' terms.

Through projective identification the group used the dyad to resolve strony,

conficting feelings. It was ‘as il* Ms A was in support of the staff without
rescrvation and Mr K was against the staff without reservation. In reality, it
was more likely that Ms A had some reservation about the content of the
course and the training stafl and Mr K had some positive feelings about the
course content and the training staff. Yet it was very difficult for cither Ms A
or Mr K 1o have appropriately mixed feelings about the course and training
staff, .
Under the inMuence of the group's motif of projective identification, the
dyad could not *break out’ of their roles without help from other members.
They were involved in Redl's (1942) group psychological role suction. The
influcnce of ihe group's projective identification pauern is revealed in the
group members' interest in the pair fighting. They had an unconscious alliance
with each other to maintain the pair. Ata faniasy level for the group, perhaps,
Ms A and Mr K would come Logether and produce the answer {Messiah) to the
difficully in learning by experience and resolve the racial conflicts, but, most
of all, they would reduce the overwhelming anxiety generated by participating
in this temporary cducational enterprise.

This is quile a dangerous sitwation for the dyads who become the repository
for split-off pans of the group. In extreme form, group members in these roles
ate scapegoated, used, driven crazy, and exorcised from the group or
arganization. Without a group-level analysis we could assume that ihe
problem lies ‘within the individuats involved. Yet the group projective
identification motif reveals that there are forces working to fill up Ms A and
Mr K with ncgative affect and conflict. 1t is, indeed, this process that drives
individuals psychotic in group and orgunizational conlexts.

Through the use of projective identification, group members {the audience)
expericnce vicarious gratifications of their projecied impulses as expressed by
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the conflict in the Dlack-white dyad. Using Ms A and Mr K to express conllict
allowed the release of the group's frustration and anxiety. It also allowed the
other group members (audience) to withdraw and stay atoof, as though they
had no investment nor internal 1ension about participating in the labaoratory.
Projective - identification allowed the audience 1o take an unconscious
voyeuristic attitude towards the Inleraction between Ms A and Mr K, This
uncanscious voyeuristic posture assumed by the group members provided a
vehicle through which they could split off their bad paris and pot them in1o Ms
A and Mr K. Splitting and externalizing the bad parts (i.e. anxiety-producing
parts} is a defensive manocuvre to achieve the pre-ambivalent, autistic state of
a neonate. :

Yel, what of the implicit collusion by Ms A and Mr K 1o express the group's
frustration and anxiety? It appeared that Ms A was predisposed for strong
identification with the staff’s competence. She wanted to protect the siaff
from the anger, contempt, and competition of the groyp. Through the use of
projective identification she could positively identify with the black siaff,
This, therefore, made it more difficult 1o consciously experience her own
compelitive, envious, angry, and contemptuous feelings — unconsciousty Ms
A thought the staff would be destroyed by her badness.

The interaction between Ms A and her predisposition or valence towards
identifying with the staff* and the group members' symbolization of and
atiribution to her sociological characteristics (i.e. black lemale) extended her
idemtification with the staff to include the function of protecting them. Dumas
{1975) suggests that in social systems (remendous pressure is exerted on black
women to perform “nanny’ or protective, carctaking roles. llence, at some
level, Ms A was available to protect the staff. Yet the protection of the staff
put exireme pressure on her {on leaving the workshop, Ms A and Mr K both
complained of headaches and fatigue). From an individual point of view,
under the influence of the group's projective Identification Ms A's valence
bonds were exaggerated or exiended so that it became psychologically
uncomfortable and anxiety-provoking for her. She became swept up in the
influence of the group’s projective identification, which allowed her to take on
scapegoat funciions concomitantly with Mr K.

.

*Mobles {1974, 1976) suggrests ihar Afro-Americans have maintained thele African connection, or
*Africanity', despite the 33sertions mude by white ‘scholars’, This Africanity is cleasly seen in the
black cxtended family system (Nobles, 1976; Hayles, 1978).

The oncness of bemng and survival of the wribe ure the principles upon which Alricanity i1 based.
Thus, in the outology of Afro-centric peaple throughout the black disspora, there is an existenaal
vicw that all bluck people are of the ‘same being’, of the same ‘vitkl fife focce” that connects thom
21 0n¢. As an anatogue, the spider*s web represcnts the refationships in Africa and througlout the
bluck diaspora, a3 Ms A's idemtification with the sisfl, in part, repreicnis Africanity. There
scemed 16 be an implicit exisieniial connceiion beiwezn Ms A and she black siafl. Qler
identification with the siaff was facilitated by her being-black-ln-the-world.
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‘Me K, an anglo male, was also predisposed lo collude in the group’s
pro;cc.uvc identification. Mr K reported that he worked i an all-black
arganization with a black male director. Flence, he had several concerns, First,
Iie had a sincere desire 10 work with people of calour, and he viewed himscll as
a sensitive, committed individual who champloned social causes. However, he
hed ambivalence aboul having a subordinate role working with black people.
At work, he was apparently unaware of his negative lecling about workmg in
an al' black organization in his subordinate and minorily status. In the
laboratary, he projectively identificd with other anglas whoin lie perceived as
uninterested in social causes and racist,

In this laboratory situation, Me K's ambivalence towards his minority
working slatus was iriggered by working wilh an all-black stafl who had no
‘real world’™ authority to alfeet his employment. lience, he had a valence,
given his ambivalence towards his work situatlon, to come under the inflluence

‘ol the group's projective idealtilication.

He coliuded with the group’s wishes to compele wI!h and challenge the stalf.
e also expressed the group's [fantasy that the stali really might be
incompetent; and that the only reason they were hired was because ol'
Affirmative Action plans, or "that they were just running o *‘good gane”'
without liaving any skills to teach anything’, The former attitude represented
the covert atiitudes of the angle participanis, the latter black participants’
covert attitudes, Mr K's expressions of admiration and trust for the stall (the
otier side of his ambivalence) could not be expressed under the influence of
the group's projective Identification. Ile developed psychosomatic complaints

"during he week uader the siress of acting as the repository for the negalive
Mecling towards the stafl and being scapegoated for L. Yet, like Ms A, Mr K's

valence bonds were stretched so that he got swept up la his role and became a
candidate for scapegoating.

This case study and inlerpretation pmvu!c an illustration of how pro;ccllvc
idenlification, role differentiation, and the psychological neceds ol

‘scapegoaling arc used in a group seclling, A discussion ou Intervening in

interpersonal relations from a ‘systemic socioanalylic perspective” follows.

'
o

:ln}en‘cnilonu

Qn the thicd day of the laboratory, the stalf decided that *conflict’ berween Ms

© A and Mr K had escalated and begun to have a negative lmpact on Lhe progress

of the course, It was 1lought that the conlict between Ms A and Mr K should
be openly discussed in the large group session,

- Duting the large groug scssion the Dean (she author) ol'l':n:r.l the following

cummcnls.

"Rul world® suthocdly meaning that, o1 drainesy, the waff had ao selailonship with his work
oeysnitstion. Lhe laboiatocy stafl could not sffect his employment.
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It secmns 1o me that the group has allowed Ms A and Mr K to express mixed {eelings and
reaclions to the relevance of the course content or the compelence of the salf that exist
Inside each and everyune hiere. Sucely, it s much easicr jo fel M3 A and Mr K carry and
express each slde of the conllicling leclings about the s1afl on behalfl of cveryone here.

in response 1o the Dean's comment, a member replied: '

This is Ms A's and Mr K's conflict — it"s their uip. 1 don"t have anything 1o do with iL.

The Dean then orfered this comment:

Indeed, it would be a simple solution 10 live under the pretence that the conflict is just
Ms A's and Mt K's. Surely, they are willing aclars who allow themselves 1o be used in
this way. It scems that Ms A represents the part of cach member that may want 10
protect the staff, Mr K represents the pan of everyoue that may question the content of
the course and the staf{*s competeace. IU's quite ¢asy to have Ms A and M K simply
resolve the group's internal ambivalence.

This intervention® had several purposes: (i) to articulate how the group was
using Ms A and Mr K to reduce ather group members’ internal conflict and
teasion; {2) to illustrate how Ms A and Mr K colliided with the group’s wishes
- fmplicitly suggesting that they should stop the collusion; (3) (o uncover
‘taclt alliances’ that existcd among the members. Making explicit by surfacing
the group’s tacit alliance (the group's projectlve identification motif) through
the intervention renders this particular form of group alliance inoperalive.
Tacit group alliances can only operme when they are indeed unconscious of
covert.

lntervenlions fram 3 group-leve! perspective are aflen resisted and resented
Ly the group members, They expericnce the intervention, as Tarachow (196])
suggesls, as a 'double deprivation'. Firstly, the intervention uncovers Lhe
unconscious alliance that exists among the group members, which they
experience as being ‘found oul’ or ‘caught’. Sccondly, there is an implicit
statement that staff in 1his case will not collude with how the group is celating
to and using each other. In shart, they must change Lheis behaviour towards
one anether and themsclves.

The group's wish 1o have the conflicting leelings and tension bottled up in
two of its members is challenged by the intervention, The wish {or the hope)
that putting the leelings inlo Ms A and Mr K can resolve complex leelings and
painful anxiety is extinguisiied.

‘Ihe message 10 the group members is that each af them must own the parts
of hemselves that are split off into others via projective identification. The
intervention Invites each member 10 loleraic his or her ambivalence and
*The group-as-a-whole approach had becn discusicd with the group members earlier. Tlence, the

prouvp was famiting with the couceprs of projeciive klentificalion and sphiuing. If & group is
unfamiliar with these concepty, jhey thould be given a lecturetie,
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anxiety. The intervention requests the members 1o refrain from using others to
carry and express unwanted split pants, The intervention asks menibers (o
abandon their neonale coping strategy (i.e. projeclive identification) o
manage the leclings generated by the laboratory experience. The intervention

~ robs the group of its infantile wishes,

The. members often respond defensively and with denial to these
interventions. To illustrale, a members commented in response Lo the Dean's

interventions:

I don't know what you are talking about, I think the course is OK. [ am just waiting 10
sce how you (stafl) are going 10 tic it togelher. But, ! feel all sight.

Another group member commented:

Well, | have a number of questions aboul what has been woing on here. Yet, Mr K
seemed 10 have raised them for me, | really dida’t want 10 seem like 2 smart-ass always
asking questions. | might get misincerpreted because I'm white.

A black member commented:

I find the theories presented helplul, Yet, there are questions 1 don’t ask because [ think
the white mémbers here will use them 10 eriticize you (stall). So, I just keep things to

_mysell and ask you about them ofter 1l sessions are over,

There seemed to be an underlaying fear that preveated members from bringing
their whole person into the laboratory. It appeared that they needed to keep
some of their thoughts and leclings out of Lhe workshop. There scemed a need
1o ‘put a lid on things'. Fantasies of violence and conflict were uppermost in
members’ minds. Kovel (1970) suggests that even discussing race relations in
America dlicits primitive and violent Tantasies. Lence, there was a concern that

_things might get out of hand — sameone might get hurt, An ensy sobulion to

the underlying anxiety was for Ms A and Mr K 10 carcy and hopefully resclve
the'canDict on behulf of the group by scapegoating the black/white dyad — il
the group could fill up Ms A and Mr K with affect and cast them off to atone
for the badness (bad leclings) in cach member,

indeed, in ancient Hebeew rituals, the scapegoat was banished to the
wilderness — never to return — with the transgressions of the Lribes. The
banishment of the scapegoal represenied atonement. Scapegoaling is used to
exorcise individual and coliective sins {badness} of the tribe.

In the auempted scapegoating of Ms A and Mr K, the stalf interfered with
this solution by making an intervemtion from 1he group tevel. The group
mcmbc(i coutd no longer ignore how hey were using each other and how
destructively and violentiy they were behaving.

“n fespons; to the members’ comnments, the Dean made (his intervention;

b,
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Denicd feclings seek expression. We aften sphit off our feelings and put them inlo

" others. Yet, that really does nol resolve the feclings; they only get repressed, waiting

with greater magnitude for expression.

To deny the truth increases its force a thousandfold. Toe deny Teclings increases then
beyond cadurance.

ft scems then the major question for this group is: *Can people bring their whole

sclvcs_ into ll}c experience of the laboratory — both positive and negative leelings,
emotion and intetlect?’ ’

A white member responded:

| l'c:! ‘I can't let all of my thoughts out. Things might happen. Conflict, confusion, and
hostility may erupt. I don’t want 10 be called a fuckin’® racist}

Other members nodded in silent agreement. Then a black group member
remarked:

i

I feel | can't raise questions or say very much because everyone may get into a conflict, |

h'a:c c;:nl'nsion and conflict. 1'd rather avoid it. And you (the Dean) don’t help matters
cither

A comment from a Latino member [oliowed:

Thc.conﬂict in this group is besween anglo and black people. 1'm just here 1o learn. |
don'l say much because 1 can see both sides of the issue. | have my own special issues.

- They are not black o¢ anglo; so, 'l let you all fight. But, I feel that the issues of latino

clicnts were not addressed. Therg aren’t any latinos on stalf! And, seemingly, nothing

can b_e done about it. So, I'll st back and let all of this bulishit go on — crazy
Americans| . .

Afier these members had responded to the Dean’s intervention, other group
members shared their Tectings about the course and cach other. As discussion
among the group members became more open, exploration of the group's
fantasies and lears occurred,

The intervention changed the matifl of projective identification among the
group members. It robbed the group of its uaconscious alliances and thus
freed group members to form other types of alliances that were less
destructive. Consequently, the group's invesiment in using Ms A and Mr K 10
express the conflict nbaleq. They were released from their conflict roles. Their
candidacy for scapegoats was relinquished.

To test whether the conflict was interpersonal in pature, the stalf asked if
Ms A and Mr K wanied 1o have a third-party (Walion, 1969) consultation 1o
lietp them resolve their ‘interpersonal problem’, There was linle inverest in this
solution by Ms A or Mr K. In subsequent sessions, contlict berween them
ceased, Other group members became more active and gave feedback.
Negaltive and positive leelings were shared.
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“Critical and positive evalualions were alfered, Even grealer openncss
emerged as the session progressed. Group members seemed more able 10 lake
responsibility for their feelings {both negalive and positive) and for their
learning. ' ;

Al the end of the workshop, Ms A and Mr K did not necessarily adore each
other. Dut they were not engaged in conflict nor scapegoated. Indeed, both
had learncd a ot about how groups can use individuals and liow one can
collude. Morcaver, tiey became acutely aware that when one acis in a group,
the acts may not be the function of one’s own intrapersonal conditions, but
rather that af the group. Groups can make individuals behave in certain and
prescribed ways. Perhaps Ms A and Mt K fearned moare than other members
by being in the entrails of the group.

1n evaluating the taboratory, members commented:

Feelings can be put in youl

A person often uses and Is used by other group members (o act in & cortain way — to
assunic a pacticulas role,

1 don'l want Lo helicve that groups can conteal my behaviour.

When | came here | thought all of that psychoanalytic stulf was builshit. 1t really might
have some relevance; have Lo reconsider.,

t have more to lesrn, all has not sunk in yel.

This was a hard expericace. | learned a lot about myseil — and the treatinent of
minorities.

lulervenlions [rom a sysiemic socioanalytic perspective can provide
meaninglul learning [lor organization members. They can leach group
members that they are all responsible, in part, for what liappens in Lheir work
group. Often by tacit agreement, through silence and collusion, we determineg

whal people say or how they act in groups and organizations. We can and do-

fill othefs with our split, projected parts. Moreover, socioaunaiytic intervention
may leach us thal we are what we have disdain and conlempt for. We are
indeed, in part, alt of those undesirable traits and behaviours we see in others.
Group-level interventions help us lo be more empalthetic with those whom we
~ would like to kill off. We all, at times, act like King David, author of the
~ Psalms.. . .

The underlying intent of the socioanalytic approach is lo increase
individuals® and groups' understanding of their coveqnt dynamics. It is honed
that ixmtyividuals exposed 1o the socioanalytic approach will be more task-
effective and hiunane to cach other. Increased cousciousness enables
indiviluals 1o become mere competenl managers and better leaders and
followers. It may also reduce the amount of humnan wreckage and pathos that
occurs in groups and organizations at alarming rates.

Simply stated, the socioanalytic intervention and approach helps individuals
undersiand that we must take individual and collective responsibitity for what
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happens in groups. We are not solipsists, unaflected by others, nor individuals
in isolation. but rather connected and driven by collective ties. We are indecd
group creatures. The wise poet John Donne (Ilayward, [949) cloquently
describes our "groupishness’ and man’s Identity:

Who bends not his ear to any bell which vpon any oceasion rings, but who can semove it
from that bell which is passing a picce of himsell out of this world?

No man is an island, entice of itsclf; every man is a piece of the conlinent, a part of
themain....

Any man's death diminishes me because | am involved in mankind. And therelore
fever seek 1o know for whom the befl tolls: st tolis for thee. (from Devotion XVID

SUMMARY AND CONCLUSIONS

This chapter delineates the theoretical and diagnostic aspects of the systemic
socioanalytic approach. A numbar of concepts have been defined and applied
to several case illustrations. This is only an introduction to the developing
approach, and raises mare questions thaa it answers. Many of the concepls
presented here hopefully have heuristic value for scholars and practitioners.

The group-as-a-whoie phenomenon is important, but little recognized in
determining quality of life in social systems. Phenomena often delined as
personality problems or personal Incompetence may, in rezlity, be a
manifestation of the group's struggle with its anxicty and tension. Indeed, the
group-as-a-whole concept is intelicctually challenging and appears to violate
western notions of individual uniqueness and autonomy. Nevertheless, it can
eaplain a large portion of variance in individual behaviour within groups. The
group-as-a-whole approach also makes it clear that members of Hosma sapicns
are connected by their ‘groupishness’, regardless of their coutempt for that
idca.
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