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ABSTRACT

This portfolio of published work consists of four sections that reflect my
professional journey, bridging my work at the Tavistock Clinic from 1971 to 1976 -
Public Sector Psychotherapy (Section 2) with my experiences at the Tavistock
Institute of Human Relations from 1997 to the present - Group Relations (Section
3); Organisational Development and Change (Section 4); and Board Evaluation
(Section 5).

The papers included in the portfolio are reflections of the important theories and
approaches that have come out of both ‘Tavistock’ institutions ' over the past 70 to
80 years - psychoanalysis (the role of thought); socio-technical systems (the
interaction between people and technology in workplaces); theories of leadership,
research and evaluation methodologies; participant design and greater
democratisation of the workplace.

This portfolio also gives me the opportunity to acknowledge the contributions of
my supervisors and tutors in the work — Pierre Turquet, Robert Gosling and Mary
Barker at the Clinic and Eric Miller and Gordon Lawrence at the Institute. They
were influential in generating the most recent theoretical idea of the Tavistock —
systems psychodynamics — the confluence of the dominant framing perspective of
the structural aspects of organisational systems and the psychoanalytic
perspectives on individual experiences and mental processes and the experiences

of unconscious group and social processes.

This portfolio reflects my career of grappling with a central feature of systems
psychodynamics — the existence of primitive anxieties and the mobilization of
social defense systems against them. The idea of social defenses that either
facilitate or impede organisational task performance was one of the Tavistock’s
earliest major organisational constructs that defined the Tavistock’s approach to
organisational life. This construct has underpinned my work with individuals and
organisations and the publications in this portfolio were selected on the basis of
illustrating that in practice.

! Unless used with their specific descriptor titles, the use of the word “Tavistock” refers to both the Tavistock & Portman
NHS Foundation Trust and the Tavistock Institute of Human Relations.
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CHAPTER 1
SECTION 1
INTRODUCTION TO THE PORTFOLIO OF PUBLISHED WORK

The contribution of this thesis is to offer:

a) an account of theoretically and clinically informed practice
b) an account of the disciplines of that practice
¢) an account of my personal contribution to that discipline as an innovator, an

exemplar and as a guardian

This thesis includes 11 publications that cover my work over the past 40 years.
They describe and define my professional journey from social work to
psychotherapy; to group relations, to organisational development consultancy and
finally to board evaluation. For most of that time | have worked at the Tavistock
Clinic and the Tavistock Institute of Human Relations and it would be natural
therefore that my published work will mirror and add to the evolution of ‘Tavistock
models’ of theory and practice to understanding and working in the field of human

endeavour.

This thesis includes descriptions of several major assignments in which my
understanding of ‘Tavistock’ systems psychodynamic models is applied. In short,
these models can be described as open socio-technical systems informed by
psychoanalytical perspectives that illuminate unconscious processes in
individuals, in the organisations with which they work and in the environments in

which these organisations are located.

The thesis refers to the historical connections between the Tavistock Institute and
social science pioneers like Kurt Lewin, the founder of Action Research, who
famously asserted that because systems have tendencies to move towards quasi-

stationary equilibrium, the best way to understand systems is to change them.

The thesis contains reflections of the most important theories and practices of the

‘Tavistock tradition’ over the past 80 to 90 years - psychoanalysis (the role of
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thought); socio-technical systems (the interaction between people and technology
in workplaces); theories of leadership, research and evaluation methodologies;

participant design and greater democratization of the workplace.

| offer an overview of the central feature of systems psychodynamics — the
ubiquitous presence of anxieties and the mobilization of institutional and social
defense systems against them — a set of inspired ideas that have defined
‘Tavistock’ social science research methodologies, organisational change

initiatives and executive coaching encounters for nearly a century.

This thesis aligns theory and practice. My publications describe examples of work
explaining how systems psychodynamics concepts influence practice for the
benefit of clients and the social good. In particular, | demonstrate how systems
psychodynamic concepts enable understanding of beneath-the-surface forces in
large systems that promote significant observable improvement in behaviour and

performance.

The common theme in this thesis is the core challenge that is the hallmark of the
Tavistock Institute - combining research in the social sciences with professional
practice in organisational and social change. Central to this challenge is the use
of open systems theory that claims that organisms exist and survive only through
continuous interaction with the environment. My publications clearly show that this
idea cannot stand apart from the significance of boundaries and their
management and the role of leadership as a boundary function, mediating
between inside and outside. The thesis is a useful primer on the general
Tavistock view that effective forms of work organisation actually combine two
systems — the psycho-social and the technico-economic.

The second strand of my work is that the psychoanalytic contribution to work with
organisations and society rests on the theories of infant development and its
influence on adult relationships, especially the Kleinian views that the infant
instinctively seeks pleasure and comfort and avoids pain and polarises its world
accordingly. For the infant, discovering that the 'good' and the 'bad' are

manifestations of the same person is a source of anxiety that is defended against
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and remains a permanent part of psychic life alongside emergent feelings of guilt,

reparation and love.

Arising out of these ideas, my thesis takes a hard look at organisations as serving
a function that defends against unconscious anxieties of their members and
reminds readers that groupings and relationships designed for work not only carry
a social component but are also channels for psychic projections. Actual ways of

working may not just be used, but may be distorted, by defensive needs.

| also follow in the tradition of Bion’s theories of basic assumptions that every
group operates at two levels simultaneously - a work group engaged rationally in
pursuit of a task; a basic assumption group in pursuit of one of three primitive
basic assumptions: dependency, fight/flight or pairing. These theories are clearly
explicated in work with a health authority and banks and show how these states
are products of the inherent 'groupishness' of human behaviour and therefore
become a vehicle for primitive instinctive drives for survival - pleasure-seeking and

pain-avoidance.

| show how basic assumptions get in the way of effectiveness and that awareness
of unconscious processes helps our understanding of resistance to change.
Because uncertainty and ambiguity of the work task makes groups vulnerable to
basic assumption disturbance, the definition of the primary task is critical to

organisational design.

The theme of this thesis argues that whether in group relations, research and
evaluation or organisational consultancy, the work is an ongoing collaboration in
which the researcher/consultant and client work together in gaining a deeper
understanding of the system and generating possible courses of action. As some
of the papers demonstrate, an action research approach implies that the decision
to act (or not) rests with the client; both jointly review the outcomes and move to a

next phase.

Other important concepts which | describe in this thesis are transference, where

the consultant becomes a screen onto which the client projects underlying and
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unconscious feelings towards key figures in the client's earlier life; and counter-
transference, where the consultant is put into a role and has the experience of
becoming the fantasised character in the client's internal drama. The thesis
covers ideas like Winnicott’s ‘holding environment’ that serves as a safe container
that can accept and survive the anxieties and hostile projections coming from the
client system.

The thesis is practical in orientation and emphasises ‘application’ in answering the
“‘how to” question, emphasising outcome - the task for which the consultant has
been hired; implementation (often at variance with the way organisational
managers have determined the planned route) and recognises organisational
obstacles (resistance to change). The thesis shows how consultant and client
system are partners in the process of organisational analysis and design and how
the two together generate a culture of an ongoing learning organisation.

The thesis pays tribute to Pierre Turquet, Robert Gosling and Mary Barker at the
Tavistock Clinic and Eric Miller, Isobel Menzies Lyth and Gordon Lawrence at the
Institute who inspired the author and who were influential in generating and
shaping systems psychodynamics thinking — the confluence of dominant framing
perspectives of organisational and social systems thinking and psychoanalytic
perspectives on individual mental processes and group and social dynamics. It
also salutes the many others in the international group relations and
organisational development networks who are tested daily in their work by the
hidden unconscious processes of their client systems.

This portfolio of 11 published works presents research and writing which | have
undertaken, sometimes in collaboration with colleagues. | begin this introduction
by providing an outline of my personal and career development and then go on to
describe the main fields of my research and publications and their development.
Separate sections which follow introduce each of these specific fields of work and
summarise the publications | have included for each of them.



Interdependence and collaborative teamwork, which lies at the heart of the
Tavistock enterprise, (Higgins, G. & Jessop, N., 1965'), is reflected in jointly
authored papers in this portfolio in the sense that joint authorship represents a
continuation of the joint organisational change effort by the authors — each writing

from their respective roles.

The general context of my work has been in applied change consultancy with
communities and organisations which has proceeded alongside my academic
activity. Over the years there have been cycles of influence of the work of the
Tavistock - pioneers like Emery and Trist (1960, 1965) had a wide audience in the
academy, followed by a period when ‘human relations’ fell out of sight and re-
emerged later in scholar-practitioner organisations like the International Society for
the Psychoanalytic Study of Organisations (ISPSO), the Organisation for the
Promotion of Understanding of Society (OPUS), the A. K. Rice Institute in the
USA, the Israel Association for Group and Organisational Processes (OFEK) and
the Belgirate conferences on Group Relations. | am a member of and have

lectured or taught courses in these institutions.

Organisational development consultancy is a developing profession, advancing
rapidly and finding a new role for itself as a result of the influence of new
technologies and the ways that organisations are being re-defined. (Cacioppe &
Edwards, 2005 ?). It is less possible to regard organisations as clearly bounded
entities with more or less clear goals and fixed tasks. This notion of the bounded
organisation has been undermined by rapid advances in technologies and greater
stakeholder interest and involvement (Rowley & Moldoveanu, 2003 ®). The pace
of change introduced by digital computerisation has revolutionised work with
parallel changes in the social contract between the workforce and employers. The
papers in this portfolio have been selected on the basis of their contributions to

Historically, Higgins & Jessop of the TIHR attempted to conceptualise and understand context when addressing issues of
interdependence, communication and uncertainty in the construction sector.

2 Cacioppe & Edwards discuss several stage-based models of organisational development that provide a systematic and
integrated overview of the development of the profession of OD. Their comparative analysis and resulting framework
develops a better understanding of OD as a profession.

Rowley and Moldoveanu construct a model of stakeholder group action that challenges the idea that interests drive
stakeholder group action. They argue that interests do not easily translate into action; mobilisation can be motivated by a
desire to express an identity as well as protect interests; and overlapping memberships across multiple stakeholder groups
can affect stakeholder group action.
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Tavistock Institute ideas about organisations and their changing roles in society
with an emphasis on the integration of socio-technical systems theory (Trist &
Bamforth, 1951; Trist, et al, 1963; Emery and Trist, 1960, 1965; Trist, 1981; Trist
and Murray, 1990, 1993a, 1993b) and psychoanalytic theory and the role of

unconscious processes in individual, group and social behaviour.

An over-arching influence in the papers has been the Tavistock Institute’s
commitment to producing new knowledge in the social sciences and the
application of knowledge for improving the clarity of objectives and the nature of
interactions, relationships and negotiations at work and in communal life, e.g.
Quality of Working Life movement (Westley, 1979 ). The history of the Tavistock
Institute and its structure as a not-for-profit organisation means that new
knowledge generated by the Institute is available for all (Articles of Association,
TIHR, 2010 ). Intellectually, its integrated psychoanalytic (Bion, 1970; Bion,
1998) and general systems theories (Lewin, 1943, 1946, 1947, 1950; von
Bertalanffy, 1950a, 1950b, 1951) have impacted hugely on the Institute itself and
on the work of many other organisations and individual practitioners in social

science research and consultancy.

The papers in this portfolio have been selected to mark my professional journey
from social work via psychoanalytic psychotherapy, group relations conference
work, organisational development consultancy and executive coaching to advisory
and board evaluation roles. My journey has within it a linking thread - bringing
coherence to knowledge of unconscious dynamics and cognitive and intellectual
capability in order to raise human potential for creative collective endeavour. The
papers selected discuss the efforts to achieve specific organisational goals as
much as they do on resistance to learning and change. They also offer

Westley analyses four types of problems generated by the factory system: political (insecurity), economic (inequity),
psychological (alienation), and sociological (anomie). Individual remedies such as worker directors, profit sharing, job
enrichment, and socio-technical design are examined for their capacity to solve these problems.

2 Objects of the Tavistock Institute

“The objects (“Objects”) for which the Association is established are specifically restricted to advance the study of the
psycho-sociology of relations (in the widest possible sense of the word) between human beings and groups or classes or
categories of human beings, and of the influence of environment in all its aspects on the formation or development of
human character or capacity, to conduct research and experiment for this purpose, and to publish the results of such study
research and experiment for this purpose, and to train students in or for any branches of the said study.”



explanations for these very human polarities (Hinshelwood & Skogstad, 2000;
Huffington et al, 2004).

Personal and Career Development

As a young person growing up in post-World War Il South Africa, | witnessed the
country’s social and political upheavals as different racial, religious and cultural
groups asserted themselves (Carter, 1977). | remember the fear among family
and friends following the formation of the new South African Nationalist
government in 1948 that the anti-Semitism and race legislation of Germany, which
the Nationalists had supported in 1939, would recur in South Africa.

Most people learned to live in the narrow space between criticism and acceptance
of the new order of formalized racial segregation (Weisbord, 1967). Few
understood that repression of one section of society meant the repression of all
sections, that freedom was indivisible. Suppression of knowledge formed part of
the general climate of repression. Social science knowledge was regarded as
belonging to the ‘left’ and was viewed as subversive by the authorities. For the
Nationalists, threats were perceived everywhere and dealt with harshly. Reason
was abandoned and prejudice was officially sanctioned through race legislation
that was designed to support the dominance of the white group over black groups.
This was considered a God-given right, enshrined Biblically and was meant to last
forever. Scientific experimentation, evidence and knowledge were regarded as
useful mainly to explain how objects moved, not what moved people. In this
environment, where great natural beauty and vast mineral wealth co-existed with
large swathes of poverty and injustice, the University of the Witwatersrand in
Johannesburg was an oasis of liberal thought (Murray, 1982). | studied the social
sciences there between 1961 and 1964 and the rigid social stratifications | had
grown up with suddenly looked nakedly ridiculous. The traditions of academic
freedom and knowledge seemed to offer a new and fairer order and a possible
answer to my quest for another way of understanding (Shear, 1996).

| arrived in London in 1967 to study for the diploma in psychiatric social work at
the London School of Economics and | was exhilarated and anxious about finding

a place and assimilating new ideas. | started my personal psychoanalysis where |
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learned that despite attempts to think freely and liberally, prejudices still persisted.
The powers of the transference and striving to hold onto discredited roles were
painful discoveries. | realised that irrational anxiety and fear of relinquishing out-
of-date ideas and relationships and forge ones based on new learning lay at the
root of a natural conservatism that interfered with development. At the LSE | had
the privilege of attending Donald Winnicott's lectures and seminars (Winnicott,
1965; Rodman, 2003) and | attended the Winter Porchester Lectures, (Sutherland,
1968; Gosling, 1968; Joffe, 1968; Klein, 1969) organised by the Institute of
Psychoanalysis, which were important in expanding my rudimentary
understanding of mind, attitude and behaviour and raising my enthusiasm to
pursue a career in psychoanalysis and its applications. Mindful of the general
resistances to awareness of unconscious processes, | believed that with the right
professional tools, it should be possible to develop insight and awareness of
dynamics in ways that would enhance the work of other professionals and improve

organisational effectiveness.

Writing and Research Work

In 1971, | joined the Adult Department of the Tavistock Clinic to pursue the four-
year training in psychoanalytic psychotherapy. This training allowed me to obtain
professional membership of the British Association of Psychotherapists (BAP) in
1977 and for the next 20 years | was an active member of the Association as
Chair of its Council (1986-1989) and Chair of its Ethics Committee (1989-1996). |
was attracted to the Kleinian school of psychoanalysis, and with it | found a home
in the strongly ‘Kleinian’ Adult Department of the Tavistock Clinic. The approach
there combined thorough investigation of the influences of early infantile
experiences, e.g. the factors that affect attachments between the individual infant
and mother, parents, siblings, etc. on later adult life (Klein, 1959) and the
application of this knowledge to social phenomena. Contributions to professional
dilemmas and social processes made by the mostly Kleinian senior staff members
of the Department in joint work with public service organisations like hospitals,
primary health care, social services, probation service and education services,
fitted well with my professional social worker identity that was embedded in
theories and values of the interdependence between individual personality

development and social and cultural dynamics. (Fairbairn, 1952; Grotstein and
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Rinsley, 1994; Scharff & Brittles, 1994; Hornby, 1993; Kelley & Thibaut, 1978 )
Understanding one had to include understanding the other. | recall during my
induction week at the Tavistock Clinic in October 1971, Dr Gosling, Chair of the
Professional Committee, addressing the newcomers that an example of a
Tavistock approach would be that if one wished to understand the dynamics of the
hermit on a mountain, one could not avoid studying the society from which he had
chosen to withdraw himself (Gosling, 1967, 1973).

The psychotherapy training included modules for applying psychotherapeutic skills
in primary health care settings that allowed more people to access a mental health
practitioner without going through the complicated and time-consuming process of
referral to specialist psychotherapy clinics. This is described in Section 1.

Attendance at group relations conferences was an essential part of the training.
The shared Kleinian orientation between the Adult Department and the Group
Relations Training Programme of the Tavistock Institute, directed by Eric Miller,

made the Programme a logical place to experience group relations. (Section 2).

Section 3 describes organisational development and change consultancy. | was
attracted to the challenges of integrating psychoanalytic thinking and general
systems theory involving the role of transference and counter-transference,
projection and projective identification that could assist in socio-technical systems
analysis as methods for successful strategic planning. | believed in participative
design techniques (Emery, M., 1989 2) that encouraged managerial and employee
involvement in thinking strategically. The papers in this section all typically
address organisational change methods in which top management retain a
steering role while representatives of middle management, technical specialists
and employee groups take up leadership roles on multiple groups looking at
planning and implementation in specific areas. These ideas stemming from

integrated systems and psychoanalytic thinking have constituted the core of my

1 . . . . )
In contrast to psychodynamic theory, Kelly and Thibaut research on the processes of causality in close relationships of
“strong, frequent and diverse interdependence over time” showed that attributions are for the most part accurate and
logical.
Emery addresses design principles for introducing democratic forms in workplaces and educational and social institutions
based on a trend toward participative democracy.
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work with the construction and finance industries, public protection agencies,

social care enterprise, and vehicle and arms manufacture.

Finally, the role of boards is producing fresh interest because of the relatively
unrestricted way they had hitherto been established, led and regulated. Their
tasks and boundaries are often difficult to define, yet boards are meant to play
significant roles in the system of balances and checks in maintaining financial
probity, sound governance and high integrity. As a result of work | did following
the financial crisis of 2007-2009, | have taken up new roles as advisor to financial
authorities and evaluator of boards of companies and institutions. The
Government’s ‘Big Society’ agenda emphasises the devolution of leadership to
volunteers in communities, who will be expected to take more responsibility
through board membership for work with their local organisations. Knowledge of
role and functioning of boards and training for skilled board membership is

increasingly becoming a focus of social science research. (Section 4)

| have developed a career that integrates research and evaluation, organisational
development consultation, group relations conference work, role consultation and
writing and publishing. | feel privileged to be part of a community of practice that
is committed to helping others through the dissemination of ideas and helping

them through research and consultation development work.
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SECTION 2
PSYCHOTHERAPY IN THE PUBLIC SECTOR

Introduction

The publications in this section consider the relationship between clinical practice
and its organisational, professional and social contexts. This relationship is often
over-looked by training organisations that focus specifically on the therapist-
patient relationship. Psychotherapy should be concerned with integrating the
psychological needs of individuals with ethical and organisational frameworks in
which those needs are clinically attended to.

Dr Pierre Turquet was a towering figure in the development of adult psychotherapy
training at the Tavistock Clinic. He was passionate about revolutionising NHS-
based psychoanalytical psychotherapy. His vision for this publicly-sponsored
venture stated that the training would (i) be fully multidisciplinary; (ii) lead to the
establishment of a new profession of adult psychotherapist; (iii) encompass all
psychotherapy modalities (diagnostic assessment, individual, couple, family and
group treatments; short- and long-term; in-patient, day-care and out-patient) plus
organisational development and group relations consultancy; and (iv) be outward-

looking and community-based. (Turquet & Boreham, 1976).

Trainees were schooled in negotiating the boundaries between the ‘inner world’ of
unconscious fantasy, emotion and feeling and the ‘outer world’ of family, school,
community, work and public care organisations. (Shapiro & Carr, 1991; Shapiro
1997). Trainees worked in community services and intervened early in the growth
of individual and family pathology. Trainees, attached to general medical
practices for half a day per week, pioneered a unique model of community mental
health consultation (Brook, 1967; Brook and Temperley, 1976; Sher, 2010). The
project extended psychodynamic knowledge to front-line professionals faced with
difficult psychological problems in their work who did not have the background or
the time to address the emotional lives or psychiatric disturbances of their
patients. This work led to decreased pressure on specialist services - in value-for-
money terms this approach impacted beneficially on all participants — the GP and

patient, the surgery and clinic, the sponsoring health and social care authorities
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and the professions (Blount, et al, 2007). From a 1970s experimental project in
North London, 30 years later it was estimated that more than half the practices in
Britain had counsellors as members of the primary care team who address
emotional, psychological and social issues that influence a person’s well-being
(Mellor-Clark et al, 2001).

Publication 1

Graham, H. & Sher, M. (1976). Social Work and General Medical Practice:
Personal Accounts of a Three-Year Attachment. Br. J. of Social Work. 6:2.
Pg. 233-249. Also in: J. of Royal College of GPs (1976) Vol 26: No 163. Pg.
95-105.

This paper suggests that for the primary care professions to work together they
need to share the despair, hopelessness, anxiety and anger that often accompany
their work. We make the case of added value that comes from joint work in the
prevention of mental health problems before they grow into major pathology and

more extensive treatment is needed (Brook & Temperley, 1976; Johnson, 1976).

This paper describes the challenges and benefits of extending the role of the
psychodynamically trained worker to understanding and managing the boundaries
between the ‘inner world’ of patients’ unconscious fantasies, emotions and
feelings in relation to their ilinesses and their relationships with their doctors.
During there half-day attachment at the surgery, Tavistock psychotherapists
assessed the psychological needs of two or three patients and then discussed
these with the referring GP. Thereafter, in a proportion of cases, the GPs
themselves would manage their patients’ emotional and psychological needs
within the surgery. The psychotherapists would see other patients for up to four
interviews; a concise description of their mental states would be formulated and
shared with the patient and the GP, and psychological support would be continued
by the GP. Only in about 10% -15%, were patients referred to specialist

psychotherapy centres.

The authors describe the impact of their joint work on each of them and for their

patients. Central to this was the containment of feelings that were aroused in the
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professionals that could interfere with doctors’ normal decision-making capabilities
and their capacities to help their patients. (Casement, 1985 '). The effect of the
joint consultations led to clearer perspectives of the doctor-patient relationship;
and deeper understanding and greater ability to manage the emotional needs of
their patients and the disturbing feelings that patients sometimes aroused in them.
Knowledge of the emotions of patients and their families and the dynamics of their
relationships with their doctors improved the psychological work of doctors. By
understanding the nature of anxiety that patients project into their doctors, the
psychotherapists helped to contain it, leading to increased tolerance by patients of
their problems — their self-esteem, tendencies towards addictions and issues of
control. The results were improved levels of mental health, especially for patients’
children. GPs in the study made two-thirds fewer referrals to psychiatric hospitals.
More psychiatrically disturbed patients and their families were able to be contained
in the surgery. We were pioneering new models of intervention and demonstrating
that working psychodynamically and holistically did not mean long-term therapy for
only a limited number of individuals. Significant, life-changing interventions could
be made in four sessions or less. Medically unexplained symptoms (MUS) could
be explained by using psychological models of the mind. In this way we

demonstrated the value of integrated medico-psycho-social models of work.

Publication 2
Wiener, J. and Sher, M. (1998). Chapter 8: Key Professional Issues. In:
Counselling and Psychotherapy in Primary Health Care. London: Macmillan.
Pg. 127-142.

This chapter describes the social and environmental circumstances that impinged
on key professional issues in the changing professional culture of primary care in
the mid-1990s. Issues of confidentiality, communication and employment of
psychotherapists and counsellors, re-definition of patients’ expectations and the
roles and responsibilities of doctors and therapists are described. The dynamics

of teamwork are an essential part of a practice’s pool of skills (Pritchard et al,

! Casement offers a useful definition of ‘containment “... what is needed is a form of holding, such as a mother gives to her
distressed child. There are various ways in which one adult can offer to another this holding (or containment). And it can be
crucial for a patient to be thus held in order to recover, or to discover maybe for the first time, a capacity for managing life
and life’s difficulties without continued avoidance or suppression.”
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1992; Clements et al 2007). Supervision and consultation in general practice
have become the norm and are vital in dealing with problems that potentially
impede effective work as well as improve the professional effectiveness of the
doctor and the medical team. In an increasingly litigious work environment, which
has seen medicine redefined as a business labouring under financial pressures,
problems have worsened through playing off the practice, health authority and
social care services against one another by desperate patients who rely on

splitting for survival.

In the 1990s assumptions about universal care from ‘cradle to grave’ were
changing and the dependency culture of the post-war decades was being swept
aside. People were being urged to take greater responsibility for their health
through exercise, diet and lifestyle and to prepare themselves financially for their
old age. GPs became fund-holders and they had to re-assess their allocation of
funds. Who gets what and how much - ‘the politics of choice’ - was delegated to
the local level so that decision-making in health care could be more community-
and patient-responsive. But public expectations had risen sharply and waiting
rooms were still rife with stress, confusion and unhappiness; GP stress was
continually compounded (Obholzer & Roberts, 1994). They were confused
whether their patients’ problems were medical or social; or medical and social.
For cases that were not strictly medical, fund-holding GPs introduced ancillary

services, including counselling.

The main impact of teamwork in primary care with attached psychodynamically-
trained psychotherapists is the sharing of psychodynamic perspectives of patients
and their relationships with their doctors. These dynamics invariably centre on
issues of power and control, rivalry and competition. Issues of effectiveness,
standards of practice and theoretical approaches dominated debates at that time
and there were the inevitable territorial disputes, the most notable of which was
the one led by Dr Graham Curtis-denkins of the Counselling in Primary Health
Care Trust who argued for a strictly applied 6-session model with a clear single
focus (Jenkins, 2002; Barkham, 2010). This model was lifeless, doctrinaire and
devoid of understanding or elaboration of the transference or unconscious

dynamics that underpins the psychodynamic approach to change. A battle
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ensued between the merits of the Curtis-Jenkins and Graham-Sher models. The
psychodynamic approach was criticised as unfocussed and unscientific. The
antecedents of present-day counselling, notably the influence of Michael Balint
who trained GPs to counsel their patients within the time frame of a normal
medical consultation — 6 minutes — were ignored. (Balint, 1957; 1961, 1966, 1970,
1983; Main, 1978) Psychodynamic counselling, Curtis-Jenkins claimed, was
psychoanalysis done in the surgery, when patently it was not. The free
association method of the psychoanalytic couch when translated into therapeutic
work in the surgery was as sharply focussed and time-limited as that proposed by
Curtis-Jenkins.

Publication 3

Sher, M. (2003). Ethical Issues for Psychotherapists Working in
Organisations. In: Solomon, H., & Twyman, M. (eds.) Ethics in Contemporary
Psychotherapy Practice. Pg. 137-151. London: Free Associations Books.

This chapter addresses the key ethical issues for psychotherapists working in
organisations that provide psychotherapy services - how psychotherapy practice is
affected by the aims of the larger employing organisation. Psychotherapists are
faced with having to balance key organisational issues such as employer liability,
allocation of resources, accountability and authority and the ethical demands
imposed on them by the psychotherapy profession in relation to confidentiality,
research and publication, disclosure, access to records and use of information
technology. The relationship between psychotherapist and employing
organisation often turns out to be one of conflict of interests, rather than a forum
where different interests, practices and values may be debated and reconciled by
mutual agreement. There are different ethical requirements and codes of practice
in different organisations, but the ethical issues are identical for psychotherapy
practised in them — confidentiality is a core issue which forms a central pillar in the
psychotherapist’s duty of care towards the patient; responsibility towards children
at risk over-ride all other considerations and no psychotherapist, medical or non-
medical, can claim protection under the principle of privileged communication.
(Slovenko, 1998; Laskey & Riva, 2006)

15



In the 1980s, ‘ethics’ was considered to apply mainly to strictures against
breaches of confidentiality and sexual and financial exploitation of patients. In the
1990s, with the formation of the UK Council for Psychotherapy, ‘ethics’, alongside
‘training’, became the major arena for determining standards of professionalism in
psychotherapy. The Ethics Committee of the BAP which | chaired from 1989 to
1996 developed a new Code of Ethics and a formal framework for assessing and
judging breaches of the Code. These codes and procedures were subsequently
incorporated by the UK Council for Psychotherapy and its constituent member
organisations. Psychotherapists working in organisations with other primary
purposes - the health service, the prison service, social services and voluntary
organisations were frequently confronted with ethical conundrums. Finding a
place for the practice of psychotherapy in these organisations was a continuing
challenge. Because of the not-so-visible and non-technological nature of
psychotherapy practice, ethics and training came to be the main defining
parameters of the profession and formed the basis of psychotherapists’
contribution to multi-disciplinary professional teams.

This examination of the ethical conundrums of psychotherapists working in the
public services has impacted on the colleague professions of medicine, nursing,
social work and psychology. This chapter widened the debate about the potential
conflict between the needs of the individual and the ethical and organisational
framework in which those needs are clinically attended to. It also promoted
deeper understanding of the nature of patients’ transference relationships to the
institution. The debate on ethics has huge relevance to psychotherapy practice in
institutions. Clinics, hospitals, prisons, etc. provide treatment for patients whose
disturbance is usually enacted through violence, paedophilia and other borderline
personality manifestations, where the issue of detention and withdrawal of human
rights, the necessity to work within multi-disciplinary and multi-agency
arrangements, produces significant ethical questions. But irrespective of context,
the main ethical issues have been shown to be the same — duty of care towards
the patient, confidentiality, protection of minors and prevention of crime. This duty
includes keeping patients’ information confidential, exercising care in the matter of
communications between professionals, record-keeping and protection of records

and consultation with patients on all matters concerning their treatment.
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SECTION 3
GROUP RELATIONS

Introduction: By the mid-1960s the basic design of the Tavistock group relations
conferences had been established by the early pioneers (Ken Rice, 1958, 1963,
1965, 1969; Harold Bridger, 1964; Pierre Turquet, 1975, 1985; Eric Miller, 1990)
and later workers like Gordon Lawrence (1993, 2000), Robert Gosling (1979,
1981), David Armstrong (1992, 1997) and Larry Gould et al (2001, 2004). Despite
numerous adaptations and innovations to group relations conference design, the
Tavistock Institute’s group relations programme continued to be criticised for being
intellectual, authoritarian and anachronistic — a reference to the Northfields military
setting in which Bion’s and Bridger’s work originated (Harrison & Clarke, 1992).
Nevertheless, group relations conference work has continued to provide
opportunities for learning about the dynamics of roles, groups, leadership and
organisations. The role of Director of the Group Relations Programme is variously
described as ‘preserving the tradition” and ‘innovating for change’. Despite regular
changes in conference theme and design, the perception remained of a Tavistock
fixed in old paradigms (Wasdell, 1997). The persistence of this projection was
explained by Tim Dartington (personal communication) that the next generation of
group relations practitioners seems to need to retain an image of an ‘old Tavistock’
so that their own innovations and efforts at growth can be progressed without
experiencing the feelings of guilt that often accompanies altering or abandoning a
tradition. Therefore, the Tavistock’s vigorous engagement in continuing
leadership in the field (Hupkens, 2006; Litvin & Bonwitt, 2006; de Jager & Sher,
2009; Viswanath, 2009; Lahav, 2009; Brunner et al, 2009; Nutkevitch & Triest,
2009), its vitality and innovation in group relations conference work has to be
denied. Publications in this section demonstrate the relevance of the role of the
Group Relations Programme in role clarification, leadership development,

organisational and environmental transformation and its impact on social issues.
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Publication 4

Sher, M. (2009). Splits, Extrusion and Integration: The Impact of ‘Potential
Space’ for Group Relations and Sponsoring Institutions. Organisational and
Social Dynamics. Vol. 9. No. 1. Pg. 138-154.

This paper discusses the particular dynamics of four types of ‘sponsoring’
institutions that provide group relations conferences as part of their broader
functions - (i) research and evaluation; (ii) clinical; (iii) educational and
professional development and (iv) spiritual - and how each uniquely influences the
theory and practice of group relations; and why ‘group relations’ is both an object

and a source of ambivalence in the politics of each.

An analysis of the group relations field revealed the presence of several different
forms of organisational support for group relations work, each with specific bearing
on the viability of group relations conferences. Despite the establishment of new
group relations institutions, a number had ceased to exist and this led to an
investigation of the attitudes and relationships between group relations
programmes and the organisations in which they are embedded. This paper is
about the institutional ‘spaces’ in which group relations either flourishes or withers.
Group relations conferences around the world naturally have altered, re-shaped
and developed over time. The dynamics evident in conferences depend on where

in the world the conference is located (www.grouprelations.com). Whatever is

current in the organisational, social and political contexts comes into the
conference and the conference therefore informs about the state of the members’
own institutions and society and their particular preoccupations. In addition to the
contributions made by the early pioneers, there have been quieter, but significant,
influences on the development of group relations that come from the purposes,
cultures and values of the four types of institutions described as ‘sponsoring’

group relations work.

Group relations - the experiential study of group and organisational processes -
has influenced social science research. It offers additional ways of collecting and
analysing data and knowledge-creation and dissemination. Especially relevant is

group relations’ understanding and working with unconscious processes, e.g.
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Menzies Lyth (1960, 1988, 1989) and Jaques (1951, 1955) conceptualisation of
social defences against anxiety. ‘Learning from experience’ methods are now
applied to many forms of social science investigative processes (Abraham, 2011;
Child, 2009). This paper considers the impact of group relations when it is
introduced to other organisations like universities, clinics, institutes and
membership organisations and the mutual influences that are exerted. In some
cases, these institutions, by sponsoring group relations conferences, somewhat
ambitiously, hope group relations conferences would help to re-shape them and
their societies — politically, culturally, economically and socially. Group relations
as a force for change requires more published critical research. Group relations
as a movement, as it has often been termed, tends to be self-authorising and it
has a poor record of critiqued analysis. Group Relations rests on sound
investigative traditions, but it is criticised for its attempts to bring different worlds
together — the mystical and the organisational (Tarnas, 1991). Consequently,
conversations in the group relations network often sound like people talking to
themselves, perhaps as a reaction to the general suspiciousness towards it by

traditional research investigators.

Publication 5

Nutkevitch, A., & Sher, M. (2004). Group Relations Conferences: Reviewing
and Exploring Theory, Design, Role-Taking and Application. Organisational
and Social Dynamics, Vol. 4 No. 1. Pg. 107-115.

This paper and the book in which it was later published describe the conference
on group relations conferences that was held in Belgirate, Italy in 2003. The
conference was organised by Avi Nutkevitch of OFEK, a group relations
organisation in Israel and myself representing the Tavistock Institute. The primary
task of this conference was to review and explore the theory and design, taking up
roles in group relations conferences and the application of learning derived
therefrom. The Belgirate conference, as it came to be known, was intended to be
a ‘space' that is not normally available during group relations conferences
themselves - to review and explore dilemmas and questions that lie at the heart of

group relations work.
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The absence of sufficient opportunities to explore these questions during actual
group relations conferences is a constant source of frustration. The paper
underscores the principle in group relations conferences that staff should work on
their own particular conceptual and relationship issues in the same way that
conference members are invited to. This principle stands in the service of the
undertaking by staff to do everything possible that promotes the conference's
primary task of furthering the learning of the dynamic relatedness between the
different parts of the conference and between the conference and society. The
Belgirate conference was, therefore, designed as a particular structured
opportunity for reviewing, exploring and learning about the different aspects of
group relations conference design. The conference was conceptualised as a
'transitional space' that would contain traditional scientific modes of learning, like
lectures and discussions, and an experiential ‘here and now’ mode of learning.
The paper describes the difficulties and the opportunities for creative learning and
exploration presented by this blend of modes. The Belgirate conference was open
to anyone who had previously taken up a conference staff role as administrator,
consultant or director and where the conferences they had attended were based
on the Tavistock-Leicester model. These two elements had political and
conceptual meanings. It established the Tavistock-Leicester model of group
relations conferences as the prototype group relations conference. This forced
individuals and group relations organisations around the globe to face questions of
identity, as well as allegiance to the Tavistock-Leicester Group Relations
Conference model. These two conditions of membership made explicit the
boundary of inclusion and exclusion of the Belgirate conference which helped
preserve the primary task of the conference which was not learning about group
relations conferences, but rather reviewing and exploring the theory and practice
of group relations conferences from within a boundary, termed the ‘group relations
network’.

This paper was later published as a chapter in a book (Brunner, Nutkevitch &
Sher, 2006). The book itself is not included in this portfolio, because apart from
small introductory pieces of writing linking the five parts of the book, my main
intellectual contribution is contained in this paper/chapter. Volume | was followed
by Volume Il (Aram, Baxter, & Nutkevitch, 2009). Papers presented at the third
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Belgirate conference in 2008 are in the process of being published. The Belgirate
conferences attest to the vibrancy of group relations conference work around the
world. The question of how this conference came into being reverberated
throughout the first conference. It was understood that the organisers of the
Belgirate conference took their own authority and made the conference self-
authorising, signalling that the authority to act in the arena of world group relations
would no longer come from the Tavistock 'above’, but henceforth would lie within

the ‘network’.

Publication 6

Sher, M., (2003). From Groups to Group Relations: Bion's Contribution to the
Tavistock - 'Leicester' Conferences. In: Lipgar, R. M. & Pines, M., (eds.)
Building on Bion: Branches. Contemporary Developments and Applications
of Bion’s Contributions to Theory and Practice. Pg. 109-144. London:
Jessica Kingsley Publishers.

Bion's interest in pushing further ‘into the primitive’ of the group was extended by
his colleagues at the Tavistock Institute, working in particular on the challenge to
memory and desire, to the very human wish that everything should revert to the
status quo ante (Bion, 1961). Elaborating and working through the obstacles to
group and organisational learning, formed the basis of much of the work of the
Tavistock Institute (Rice, 1958, 1963, 1965, 1969; Miller, 1959, 1974, 1976, 1993,
1995, 1997; Miller & Rice, 1967). The purpose of this chapter is to rediscover
Bion's thinking in relation to the life of contemporary institutions and specifically

the impact of Bion’s ideas on Tavistock group relations conferences.

Soon after returning from my first 'Leicester' conference in 1974, the supervisor of
my group psychotherapy practice at the Tavistock Clinic, Robert Gosling, who had
been a close colleague of Wilfred Bion, recognising my dilemmas about group
relations and group psychotherapy, said that he supposed my way of thinking
about my group of patients would have been changed forever by my 'Leicester’
experience. | began to look for ways of bridging competing models of work that
were predicated, in the one case, by individual pathology and the paired

relationship of patient and therapist and, in the other, attending to individual
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pathology within group-as-a-whole dynamics. This chapter is a reflection on my
first experience of directing the 'Leicester' conference in 2000. Dr Gosling
encouraged me to be as open as possible about the swirling dynamics of the
conference and to use my feelings stirred up by the chaos to deepen my
understanding of those dynamics and to find ways of sharing that understanding
with the staff group. The chapter therefore includes parts of a daily diary that | kept
during the conference that reveals the power of projections that the membership
and staff have to grapple with, how these get "sent" upwards in the hope that they

will be "dealt with” or resolved "up there".

On account of this paper, my colleagues have said that | hold guardianship of
Tavistock Bion-Kleinian orientations in group relations, especially with respect to
the constructs of transference, counter-transference, splitting, projection and
projective identification, the group unconscious, oedipal conflicts, leadership and
authority. | realised the significance of this view when | observe the potentially
destabilising unconscious dynamics in intra-group and inter-group relations, where
group members’ feelings and emotions are sometimes overwhelmed in relation to
both the group’s task and the individual’s desire for security and safety. Group
relations conference design provides a robust framework for experiential learning
and studying the behaviour of groups in the ‘here-and-now’. Group relations
conference thinking can be useful also in working with groups outside conference
work where Bion’s constructs of the work group and basic assumption group apply
to the interplay between conscious and unconscious dynamics in organisations.
This paper describes the struggle of directors and staff to achieve understanding
of intra-group here-and-now experience and inter-group interactions between sub-
systems and authority issues of the individual and the group (Lawrence et al,
1996).
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SECTION 4
ORGANISATIONAL DEVELOPMENT & CHANGE CONSULTANCY

Introduction: In 1976, | participated in a research project on rising unemployment
under the direction of John Hill of the Centre for Social and Industrial Research at
the TIHR (Hill, 1977). The psychodynamic component of research and
consultancy was the link to clinical practice. ‘Tavistock’ approaches to research
interviewing were based on encouraging interviewees to reflect on and describe
their emotional experiences of unemployment. We learned that, despite seeing
interviewees for only one interview, by adopting a non-intrusive, empathic stance,
it was possible to rely on the use of counter-transference feelings to shift the
interview to deeper layers of awareness and work with unconscious fantasy in the
research enterprise. Interpretive empathic statements which are the currency of
clinical work, had dramatic impact on the research interview, opening up a fuller
narrative of the interviewee’s family work history as these impacted upon the
interviewee’s identity formation, levels of confidence as a worker and attitudes
towards authority and their role as a citizen. This approach to interviewing offered
interviewees a psychodynamic formulation of their experiences of their situation in
ways that were helpful to them despite their pain and despair. In exchange for
participating in the research project, the interviewee gained a useful idea, a
changed perception and even a sense of increased confidence. This approach to
research was based on ‘Tavistock’ action research — a series of two-way
transactions leading to an altered state. Change-oriented action research and
consultancy were at the centre of the Tavistock Institute’s work and in which
psychoanalysis played a special role (Trist, 1981, 1990; Rustin, 2001 ). From
1997, my organisational development and change consultancy extended to the
construction, health, public protection, vehicle manufacture, arms manufacture,
banking, social care enterprise, arts and faith sectors. This work was reinforced
by my associations with the Organisational Change and Technological Innovation
Unit (Cummings & Huse, 1989; Neumann et al, 1999; Holti, 1997; Miller, 1997)

Rustin argues the justification and legitimacy of psychoanalytic knowledge and its relevance to political and
social questions. He relates the British psychoanalytic tradition to recent developments in the sociological
understanding of the sciences. Psychoanalysis is a late form of "modernism", Rustin argues, that provides
coherence of thinking about the needs of society, making public policy more effective if based on a
psychoanalytically-informed understanding of relational needs and unconscious anxieties.
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and the Evaluation, Development and Review Unit (Stern, 2005) at the Institute.
From my participation in these units | learned the importance of the role of
technology as a critical determinant influencing the nature of political and
psychological relationships in organisations and the need to engage in constant

evaluation of permanently changing technological processes (Mumford, 1997).

My work portfolio at the Tavistock Institute is a combination of researcher and
consultancy work that continues despite difficult market conditions, as social and
organisational leaders anticipate and prepare for a different future. All so-called
‘new’ knowledge appears to confirm the basic knowledge of the unconscious. No
matter what attacks are made on established knowledge, (Cooper, 1988) our
experience confirms the unconscious as a powerful force that makes leaders and
managers aware that they are not in control. Tavistock Institute clients and
prospective clients see knowledge of the unconscious as a strength. Evidence for
this is demonstrated by the use of the Defence Mechanism Test, developed by Ulf
Kragh (1955 7).

Publication 7

Childerstone, S., Gorli, M. Nicolini, D., & Sher, M., (2004). In Search of the
‘Structure that Reflects’: Promoting Organisational Reflection Practices in a
UK Health Authority. Pg. 81-104. In: Vince, R. & Reynolds, M., (eds.)
Organising Reflection. Aldershot: Ashgate Publishing.

This chapter identifies how learning in modern organisations feed and sustain
learning at individual, group and organisational levels (Argyris, 1999). The
chapter also notes that current accounts on ‘reflection’ in organisational and
management studies have two main limits (Reynolds, 1999) — (i) they often do not
address how ‘reflection’ can be put to work in practice; and (ii) reflection often
occurs at the individual level rather than at the organisational level. The meaning
of ‘reflection’ is often restricted by a perspective of individual problem-solving

activity, whereas in reality in most situations the individual alone cannot address or

' The DMT was developed by Kragh for the selection of pilots of the Swedish Air Force (and air forces world
wide). It is available under license to two associates of the Tavistock Institute - Ralph Woolf and Olya
Khaleelee (Khaleelee, 2007). The Defence Mechanism Test tests defence mechanisms that prevent pilots
from assessing acute stressful situations realistically with high levels of validity and reliability, i.e. the DMT
measures what it purports to measure - psychological defence mechanisms. (Ekehammar, et al 2005).
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solve meta-organisational problems. This chapter discusses how these issues
were addressed in the context of a far-reaching three-year project aimed at
introducing reflection as a legitimated and stable practice among a group of
middle managers of a Health Authority in the National Health Service in a
programme that combined elements of the organisational development and the
critical action learning traditions. We discuss how combining several Action
Learning Sets into a structure that connected them into a larger and more

powerful whole rendered the learning ‘organisational’.

Most ‘reflection’ activity focuses on individual and not on organisational
development. Our paper proposes that reflection works both at individual and
organisational levels, when it is public, participative and authorised. Despite the
size of the NHS and the conflicting interests that are its main characteristic
features and the massive changes in the shift to PCTs, the programme provided
the managers with new skills and tools for working with the realities of a
fragmented and politicised organisation. This was achieved by devising a model
of reflection that emphasised the importance of learning from real life issues. We
describe working with a steering committee to form an internal referent group that

created the necessary leverage to support organisation-wide change.

Publication 8
Sher, M. (1997). Hopes, Fears and Reality in a Merger of Two Charities. In:
Journal of the British Association of Psychotherapists. 32, 2. Part 1, Jan.

The decision to merge two organisations, however much determined by economic
factors, contains the hope that the new organisation will combine the strengths
and overcome the weaknesses of the old ones. Managers, preoccupied with
planning the shape of the new organisation, fail to take sufficiently into account
the anxieties that are aroused. These are concerned with threats at various
levels: actual job loss, old relationships and the implications of changing
organisational identity and values. Senior managers are prey to the same
anxieties and may well focus their energies on omnipotent fantasies of 'getting it
right', as if thus all pain could be avoided, rather than on containing anxiety and

working through the inevitable difficulties.
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The paper describes working with two merged charities serving the elderly. Their
Boards had believed that merging would give both organisations serving the same
population of elderly and mentally and physically disabled clients a better chance
of survival. Unit costs in the 1980s rose alarmingly, which together with a
diminishing sponsorship population to support their work, compelled the
leadership of both charities to search for solutions. Job security was a major
concern for the management groups of both charities: savings, it was said, would
be made through natural wastage, and a "no-redundancy' policy was adopted
which later turned out to be impossible to support. Like most mergers,
implementation was rushed when caution would have been better advised.

At the time, mergers and acquisitions were considered instruments of growth and
survival. Critical reviews of this process (Krug, 2008) point to the mainly financial
aspects of proposals with scant attention to the behavioural and inter-group and
inter-personal dynamics involved. The drive towards mergers often ignores the
coming power struggles that staff in both organisations would have to endure as
two or more sitting role-holders applied for the one available job. After two years
few felt that the new merged organisations’ performance had changed for the
better, especially in respect of the ‘no redundancy’ policy. Deeper motivations
behind the merger had not been considered, like overconfidence about expected
benefits from the merger and the wish to manage a larger institution and gather

more power.

The paper describes the impact of the merger on the consultant and the fusion of
his roles. When a merger is proposed, profound anxieties are inevitably evoked.
There is a genuine threat of loss of identity. The organisation with which one
identifies will no longer remain the same organisation. There may be direct threats -
one's job may no longer exist or it may be given to someone else from the twin
organisation. The no-redundancy policy was an omnipotent denial of the reality of
the merger. Management reneged on taking responsibility for unpopular decisions,
passing them down into the organisation unprocessed. The planners wanted
harmony — a single merged organisation in which differences would be swallowed
up. The paper describes the consultant’s experience - feeling drawn into a mad

world, where unacknowledged difference was equated with harmony. Harmony felt
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like an omnipotent wish for differences to disappear. The paper describes the
pressures on the consultant to be drawn into splitting processes (people vs.
population; procedure vs. personal experience) or homogeny (living in happy
harmony), rather than the more difficult position that there will always be a
disruptive influence from somewhere. A description is offered of moving from the
depressing ‘one never gets it right' to the socially depressive “one can never get it

right' and preparing to work through the difficulties.
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SECTION 5
BOARDROOM EVALUATION

Introduction: The Walker Review (2009) referred to the phenomenon of
‘groupthink’ (Janis, 1972) in some boards of banks that disabled them and
prevented anticipation of difficulties ahead. Walker was disinclined to change or
add to existing legislation as a means of changing this tendency. He called for
“pehavioural change” in the boardroom and he consulted on the latest thinking
and practice on the psychology and dynamic behaviour of groups. His statement
that “principal deficiencies in boards relate much more to patterns of behaviour
than to organisation”, led to regulators relying more on experts in psychology,
human behaviour and group, organisational and ecological dynamics. Corruption
— the conscious and deliberate attempts to pervert probity; and unconscious
degeneration that results in an internal breakdown of standards of ethics and
behaviour — suddenly gripped the imagination of the media, politics and the public.
The papers in this section are attempts to probe the dynamics of the boardroom
on the grounds that like all groups, boards too are subject to bouts of irrationality

that need careful attention (Long, 2008).

Publication 9

Sher, M. (2010). Corruption: Aberration or an Inevitable Part of the Human
Condition? Insights from a ‘Tavistock’ Approach. Organisational & Social
Dynamics. Vol 10. No 1. Pg 40-55.

This paper describes the interconnectedness of corruption at three levels: the
intra-psychic, the relational and the societal, i.e. developing ideas of corruptibility
in the individual, in the family and in the organisation and society. This thesis is
built on the notion of human development that moves from states of
undifferentiated fusion between self and object (Winnicott, 1958), in which high
levels of persecutory anxiety are experienced, to states of thoughtfulness and
consideration of others and a sense of being in touch with reality, to states of
being urged back to phantasies of possession of unlimited wealth through a

corrupted sense of entitlement. The role of leadership in corruption is described in
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the evolution of processes of moving away from caution and valuing others,

towards the excitement of narcissistic and omnipotent gratification.

Business leaders are often driven to present their image of success, their
capability to influence people and events around them; they are also prone to
creating and sustaining impregnable defensive barriers around themselves. Our
research with bankers suggests that many start with positive intent, but over time,
as success is achieved and a corresponding fear of failure and loss grows, their
commitment to original organisational aims weakens. During the crisis that nearly
destroyed Western economic systems (Cohan, 2010; Greenspan, 1996; Hare &
Babiak, 2006; Rustin, 2008; Lanchester, 2009; Mackay, 1841; Shiller, 2005),
leaders and organisations failed to understand the extent to which they were
caught in the grip of a group process where thought had collapsed. (Bohm, 1994;
Goldsmith, 2008). The dynamics of ‘corruption’ are reflected in the Milgram
experiments (Milgram, 1974) that show the influence of ‘authority’ in making
people give up discretion and independence of thought. Few in the finance
industry dared to re-examine the primary aims and tasks (Lawrence & Miller,
1976) of the organisations and systems for which they held responsibility. People
were persuaded to preserve the status quo even if that went against the public
good and ultimately their individual interest. Self-preservation and the

maintenance of power, it seemed, took over as the new unconscious primary task.

In this paper | offer the view that ‘corruption’ — a tendency for human relationships
to become distorted and perverted — has a basis in our biological and social
inheritance. This idea of corruption here is different to that of actual wrong-doing
and refers more to the sense of internal moral degeneration and flight from reality.
This paper helps to explain the differences between conscious criminal behaviour
and unconscious internal disintegration, but it also has practical impact -
stimulating the debate on the causes of corruption and turning public expressions
of righteous indignation into learning. The proposition is put that corruption is
inherently part of all living systems that should lead everyone to reflect on their
own inclinations towards self-deception and tendencies towards ‘turning a blind
eye’ (Steiner, 1985; 2006) and avoiding recognising that all parts of the

ecology/system are connected to one another. This paper offers an approach to
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the universal human defensive response to evidence that undermines perceptions
when we are wrong, or where self-interest is at stake (Jensen, 1998; Schulz,
2010). Self-interest is at the heart of corruption — leadership of the financial sector
used its authority to say that the system would fail if changes are introduced. That
fear led to collusion and paralysis in those who could have introduced
thoughtfulness and change (Bollas, 1989; Maris, 1984). The primary task of
leadership is to examine whether there are better ways of doing things. When
leaders’ self-interest predominates and principles and values change, destructive
narcissism (Rosenfeld, 1987) leads to temptations of short-term benefits. That is
the bait that is presented by the ‘gang’ (Steiner, 1993). People are blinded by
leadership’s omnipotence and self-delusion and tend to lose their capacities to
think (Klauber, 2004 '). Fears about survival or being left out take over as the
strongest force. People are persuaded that values instead of work practices have
to change, whereas good leadership, based on the life instinct, normally weighs

the balance in ways of working, not values.

Publication 10

Gill, A. and Sher, M. (2009). Annex 4: Psychology and Board Performance.
In: Walker, D. A. Review of Corporate Governance in UK Banks and Other
Financial Industry Entities. HM Treasury.

This paper suggests that board behaviour cannot be regulated or managed
through organisational structures and controls alone; that behaviour develops both
as a result of existing and anticipated situations and is prey to unconscious
dynamic forces. The dynamic nature of behaviour means that chairs have
responsibility to ensure that their boards take time to purposefully evaluate the
assumptions on which their behaviour rests and the implications of these for
effective functioning of their boards. This paper is a response to the interim Walker
Review (2009) on the corporate governance of UK banks and other financial
institutions and it was later incorporated as Annex 4 in the final Walker

Review. |t is a pragmatic piece that arose out of the confusion of the financial
crisis and the questions that were being asked about the failed leadership of many

! Klauber writes on working with autistic children whose reactions and behaviour, especially their deep sense of isolation
and feelings of difference, are difficult to manage and to understand. Klauber’s application of psychoanalytic understanding
to this condition helps to illuminate the tendency among many people at the top of financial institutions to retreat into a rigid
form of isolationism that limits communications and the development of realistic appraisals of the world around them,
paralleling Steiner’s (1993) notion of ‘psychic retreats’.
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boards (Tett, 2009). Annex 4 has sections that cover the behaviour of chairs of
boards; selection and training of board members; optimum size of boards and
relationships between boards and sub-committees. The Annex’s emphasis on the
importance of regular assessments of board behaviour got written into the
Financial Services Authority’s new UK Code on Corporate Governance (2010) that
ruled that the boards of companies in the FTSE 350 index should be evaluated for

effectiveness every three years by external independent evaluators.

Annex 4 was well-received in the national press (Appendix A) and it led to
invitations by the Financial Reporting Council and the Financial Services Authority
to contribute to the then forthcoming UK Corporate Governance Code. These
developments led Sir David Walker to urge the TIHR and others to form an
independent body that would evaluate board effectiveness in the hope of avoiding
a repetition of the crisis of 2008. Walker felt that extending the statutes and over-
regulating the financial system would be counter-productive. He was persuaded
that the heart of the problem lay in culture, attitude and behaviour - the ‘dynamics’
as he and others termed it. A new company, Bvalco Litd, was created and
contributes to the work of legislators, regulators, chairs of boards, senior
independent directors, non-executives and executives and helps to better
understand the cultural, attitudinal and behavioural influences on boards. Bvalco
researches and publishes on topics like financial leadership, board effectiveness,
the psychology of risk, ‘challenge’ and the Board, the Board and strategy, role of

remuneration committees and succession planning.

Publication 11

Gill, A. and Sher, M. (2010). Inside the Minds of the Money Minders:
Deciphering Reflections on Money, Behaviour and Leadership in the
Financial Crisis of 2007-2010. In: Sievers, B. & Long, S. (2011). Towards a
Socio-Analysis of Money, Finance and Capital: Beneath the Surface of the
Financial Industry. London: Routledge.

This paper investigates why senior, intelligent and respected leaders of the
finance industry failed to prevent a crisis that had been predicted. We explore the

dynamic influences - personal and global - on the thinking of industry leaders. For
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our purposes, ‘thinking’ was considered alongside ‘not thinking’, the ‘inability to
think’ and ‘hatred of thinking’. The paper hypothesises that money, finance and
capital serve as ‘containers’ for hidden individual and social meaning. We
examine the dynamics and operating paradigms of banks and other financial
institutions that contributed to the financial crisis. By relying on free associations
and uncensored thoughts, we were able to access below-the-surface dynamics of

leadership of financial institutions and the financial industry as a whole.

Money and its unconscious meanings forms the focus in this paper through an
examination of relationships between bankers, regulators, civil servants and other
professionals in relation to money. Our methodology, rooted in the theory of the
interplay between conscious and unconscious, helped us to gather data about
‘beneath-the-surface’ dynamic phenomena of the finance industry that would
otherwise be inaccessible, and helped us to formulate working hypotheses about
the functioning of the finance industry. We were concerned that any anxiety and
guilt that leadership may have felt about their roles in the financial crisis, would
evaporate soon after the crisis passed. We were concerned too that the
expectation of a “bail-out”, the complacent “too-big-to-fail” idea and the role of
government as lender of last resort, would lead to a business-as-usual attitude

and the opportunities for learning from the crisis would be lost.

This paper cast a light onto the thinking, attitudes and beliefs of those charged
with regulating the economy and influencing markets. The research demonstrated
that bankers, regulators, shareholders, politicians and civil servants, have a
reasonable grasp of issues that influenced behaviour in the financial crisis. They
were able to differentiate between fraudulent behaviour and the invisible dynamic
forces that drove particular types of behaviour. Competition, rivalry and aggression
were posited as positive forces, yet the ‘masters of the universe’ found it hard to
believe that there are forces impacting on them over which they have little or no
knowledge or control. They could not see how they contributed to the general
culture of high risk and high leverage and high debt. The differences between
individual and systemic accountability were not truly understood. Judgement was
displaced, guilt and anger objectified and projected into ‘the market’.

Respondents were appalled at their collusion and self-justifying rationalisations
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that led to their participation in ‘sinful practices’ (Sir David Walker, unpublished
speech, 2010). All were ‘unnerved’ and sought reassurance that things would
right themselves again naturally. The balance between the positive forces of
optimism, humanitarianism and hope and the negative forces of competition,
rivalry, envy, narcissism and greed were distorted and could not be discerned.
Little regard was given to how language and reality had been distorted and
perverted. Our paper describes how the financial crisis had forced a paradigm
shift in an understanding of interconnectedness and how it played out between
retail and investment banking; between governments globally; between
government and the financial sector, between financial services and the media

and between lender and borrower.
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SECTION 6

FURTHER DEVELOPMENTS

For most of my career as a consultant | have worked with top teams - CEOs,
executive teams, managing directors. Over the past three years | have worked as
an evaluator of board performance, paying attention to the nature of boardroom
dynamics and the impact of their morale and functioning on the behaviour of
executive teams and so on further into the organisation, i.e. the Board reflecting
the organisation and the organisation reflecting the Board in a dynamic reflexive
loop. Jaques (1976, 1997) calls boards, executives, managers and the
organisation Accountability Hierarchies (AcH) and in order to create one, there first
has to be an Association (Board). AcH come into being when the governing body
of an Association decides to get its work done by employing people. My exposure
to the cultures and functioning of boards has led me to the view that although
boards are themselves part of Accountable Hierarchies, they often behave as if
they are either quite separate from or unhelpfully compounded with the
organisation. It is important to distinguish shareholders (or stakeholders) from
employees; proprietor-entrepreneurs from employed entrepreneurs and political
appointees from career civil servants. Because of tendencies towards either
fusion or remoteness, the structures and dynamic relationships within boards and
between boards, their stakeholders and the organisation, the board, boardroom
dynamics and boardroom behaviour becomes a significant area for research.
Jaques (1997) claims that despite efforts by social scientists to systematise
knowledge of the ‘Association’, organisation and management, “we are only at the
beginning of our understanding of them, usually due to the use of vague and ill-
defined terms that impede thinking, the testing of propositions and talking to one
another with understanding.”

Gosling (2004) takes a similar view in arguing for clarity in the definitions of the
objectives of leadership (“direction setting”) - sometimes involving the arts of
persuasion and intuition as much as sciences of analysis, synthesis and design.
The problem with defining leadership as “direction setting”, he claims, is like the

problem of defining strategy as competitive positioning - it becomes too cerebral,
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theoretical and may be little more than wishful thinking. Leadership must take into
account problems of facilitating emergent strategies and human and group
dynamics associated with the processes of change and organisation and must go
beyond the intellectual activity of setting directions to the pragmatics of getting
things done. Like Clarke and Hoggett (2009), Gosling is critical of the split
between psychological and sociological definitions and he believes that the study
of the distribution and exercise of institutionalised power is due for a comeback to
compensate for the domination by psychological approaches that often reduce

leadership to so-called ‘people skills'. (Huys et al, 1999 ).

Pickering (2001), Elias (1987), Mayo (1933), Roethlisberger & Dickson (1939 ?)
and Sofer (1961) were concerned with what was termed the "civilising process"
through which individuals absorb and internalise social rules through which social
life can be understood. Pickering describes a post-humanistic sociology of people
and things — a reference to the exploration of the inner human experience of
technology - "industrialised consciousness". Pickering recounts that post-World
War Il, a post-humanist philosophy developed in operational research, systems
dynamics, systems theory, ergonomics, cybernetics, Quality of Working Life,
participative design, collaborative work movements that addressed specifically the
realm of production. “All of these are linked to the human and the nonhuman, the
interactive tuning between subjects and objects.” Pickering describes his sense of
déja vu when he discovered that as far back as the 1950s the Tavistock Institute
of Human Relations - the home of the Quality of Working Life movement - were
thinking seriously about the open-ended practice of cultural transformation, a topic

! A recent chance meeting with Geert van Hootegem of this group of authors, Professor of Sociology of Work &
Organisation, Catholic University of Leuven (Belgium), led me to the discovery of an active network of organisations and
people in the Low Countries that are committed to socio-technical theories of Emery & Trist, including Eijnatten (1993). A
link was also made to the Tavistock’s role in the Quality of Working Life movement. Like in the UK, socio-technical systems
was dominant in the Low Countries during the 1980s-1990s and was then by-passed by the structural-functionalist
approaches of Merton and Parsons. A balance with Socio-technical systems is being re-established as the pressure to
keep more people at work longer grows in Europe.

2 Roethlisberger was a key member of the team that studied employee relations at the Western Electric Company
Hawthorne Plant in Hawthorne, lllinois. The Hawthorne Studies had started in 1924 under the supervision of MIT’s Dugald
C. Jackson. Western Electric brought Elton Mayo and the Harvard Business School Industrial Research Group into the
studies in 1927. Professor Roethlisberger worked on the studies actively from 1927 to 1936, first as Mayo’s assistant and
later as his collaborator. The aim of the studies were to explore the relationships between physical working conditions (e.qg.,
lighting levels), worker morale and industrial output. Answers to questions about such relationships proved to be elusive in
the early years of the project. Roethlisberger regularly expanded the boundaries of the investigation while searching for
deeper insights into the behaviour of employees. Approximately 20,000 employees were interviewed and many others were
observed at their jobs under laboratory conditions measuring productivity, individual physiology and changes in physical
working conditions. The studies became a milestone in the development of the Human Relations School of Industrial
Management. Roethlisberger and fellow researcher William Dickson summarized the results of the studies in 1939 in the
classic book, Management and the Worker.

35



he worked on in the late 1980s. He discovered that the phrase ‘socio-technical
systems’ was coined at the Tavistock (Miller & Rose, 2008; Rose, 1998), leaving
him with ‘a reaction of distaste’ to discover that his own interpretive scheme was
actually articulated by others before him. He consoles himself with ‘the symmetry
principle of the sociology of scientific knowledge.” Flowing from this,
understandings that derive from Tavistock socio-technical systems thinking, theory
and practice of group relations and psychoanalysis offer the promise of further
developments in the study of organisations, social policy and international conflict.
Future challenges centre on extending these bodies of knowledge into practical
means of moving beyond conference work and organisation-centred consultancy
into the realm of uncontained, and sometimes uncontainable, dynamics and forces
in society. These challenges will include engaging political institutions and
academia in partnership to participate in further research assignments. Group
Relations institutions are currently being developed in Argentina, Brazil, China and
Lithuania. Work is progressing well in Lithuania to establish a Lithuanian group
relations institution based at the University of the Vilnius. The Lithuanian
organisers see the development of a group relations institution as necessary for
local and national leaders to address problems of national identity within a
democratic framework which they are struggling to maintain after 20 years of
independence from totalitarian rule by the former Soviet Union. Despite achieving
national independence, the authorities wish to change the common mind-set of
apathy and suspicion towards authority and reluctance by people to step forward
for leadership roles. Tavistock thinking in group relations conference work is seen
by them as a useful means of illuminating the hopes, fears and realities of people
towards social and organisational leadership (Lawrence, 1977, 1979). The hope
is that Tavistock group relations conferences and other research interventions will
help clarify blocks and resistances to authority that would not make these
relationships as toxic as they were in the past. People's greater natural affinities
with families and friends have translated into nepotism and sinecures in
organisations as a way of dealing with fears. "Keeping your head down" and
“keeping it in the family” are accepted as the behavioural norm today just as it had

been under the former Communist regime.
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Further developments will include work in international conflict — e.g. Eastern
Nigeria, the Middle East and Northern Ireland. In these arenas group relations
modelling will underpin interventions and studies on the wider political and social
phenomena where the core current inter-group dynamic is conflict, not
collaboration (Lawrence, 1982). Tavistock approaches are adaptable. New
intervention designs are planned to address these conflict situations that will
enable skilled Tavistock social and group relations consultants to address, study
and consult on the destructive dynamics within cultural, tribal, religious and

political contexts.

Work on the role and function of boards will increase in the future as they come to
play a bigger part in the Government’s current ‘Big Society’ agenda. This will
necessitate the development of a conceptual framework to guide people on the
size and complexity of interlocking global systems and the greater possibilities for
things going wrong. Mega-project theory (Flyvbjerg, 2003 ') could be aligned with
socio-technical systems theory and participative design (Asaro, 2000 ?)
methodology and psychoanalytic theory and be applied to large complex social

and technical systems (Lawrence, 1986).

Further research development work is planned to establish why certain banks did
not get into difficulties during the financial crisis.  Regulators, politicians,
academics and bankers themselves are interested in knowing more about what
kind of banking milieu existed and what kind of mindset people relied on that led
them to remain prudent, cautious and solvent. Surviving shock will in future

depend on a number and type of inter-dependent variables that many in the field
would like to know and be able to discern what they are (Tuckett & Taffler, 2008;
Tuckett, 2011 3). These aspirations for the future work would be consistent with

! A megaproject is an extremely large-scale investment project, typically defined as costing more than US$1 billion and

attracting a lot of public attention because of substantial impacts on communities, environment and budgets. The paradox

of megaprojects consists in the fact that more and bigger megaprojects are being planned and built despite their poor
erformance record in terms of cost overruns, schedule delays and benefit shortfalls.

Participatory design is an approach to design that actively involves all stakeholders (e.g. employees, partners,
customers, citizens, end users) in the design process to ensure that the product designed meets needs and is usable. The
term is used in a variety of fields e.g. software design, urban design, product design, sustainability, planning and medicine
as a way of creating environments that are more responsive and appropriate to their inhabitants' and users' cultural,
emotional, spiritual and practical needs. Participatory design has a political dimension of user empowerment and
democratisation. In Scandinavian countries of the 1960s and 1970s, it was rooted in work with trade unions; its ancestry
also includes Action research and Socio-technical Design.

Tuckett claims that the financial crisis of 2008 clarified that emotions really matter. He argues that economists'
explanations for what happened in the financial crisis miss its essence because they ignore deep flaws in the organisation
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Clarke’s and Hoggett’s (2009) critique of the changes in the social sciences with
reference to the place of emotion and affect, and the familiar, but unhelpful split
between ‘individual’ and ‘society’, psychology and sociology. They suggest that in
seeking to overcome such splits, psychoanalysis increasingly illuminates core
issues within the social sciences, e.g. role of loss and mourning, nature of identity,

experiences of rapid social change and negotiation of ethical dilemmas.

of financial markets which have ignored critical components of human psychology. Tuckett suggests that emotion can be
systematically incorporated into theories about financial markets and their understanding can be used to create policies to
make them safer. His argument, based on research interviewers with money managers, is that the crisis resulted from
failures to understand and organise markets so that they control the human behaviour they unleash. Financial assets have
an intrinsically uncertain value and so a particular ability to provoke exciting and then frightening stories and to create what
the author terms 'divided' mental states and 'groupfeel’, not unlike Janis’ ‘groupthink. Supporting his ideas with
interdisciplinary evidence Tuckett constructs a framework for a new economic theory of financial markets.
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APPENDIX A
MEDIA RESPONSE TO ANNEX 4 OF THE WALKER REVIEW

Financial Times 27 November 2009:
Walker report fans the wind of change By Kate Burgess and Brooke Masters

“Mannie Sher from the Tavistock Institute of Human Relations says the Walker
requirements for training directors, for example, can be applied broadly although he points
out that a straight translation of the Walker proposals may clash with some sector-specific
regulations.”

The Guardian 26 November 2009

Susceptibility to social influence: 'groupthink’

“What is the point of non-executive directors if they will not ask difficult questions? Like
most of us, they suffer from the age-old phenomenon of not wanting to stick their heads
above the parapet, or, as it has become known, "groupthink”. It has been pointed to
during the credit crunch many times.

Writing about the behaviour of boards for the Walker report, Mannie Sher, a consultant at
the Tavistock Institute of Human Relations, argues that susceptibility to social influence is
"not a trait of those who lack willpower; it is hard-wired into all of us". Groupthink, says
Sher, relates to the group unconscious. "In boards that are dysfunctional, we find there is
a tendency ... not to put your head above the parapet," says Sher, whose Institute co-
wrote a section of the Walker report with consultants Crelos. "Non-executives come in
with a bit of diffidence about not making waves and they stay like that ... If you don't ask
questions early ... then you are never going to”.

Chartered Institute of Management Accountants (CIMA)

“Walker” and behaviour Posted by Gillian Lees of CIMA on 07 December 2009

“I'd certainly agree that the banking industry needs a fresh look at and it would have been
good if they could have got a newcomer - I'm thinking a respected business voice who is
not heavily involved in banking. But Sir David Walker is what you'd call a City grandee -
former director at the Bank of England and other City experience. But having said that, |
think Sir David is absolutely right to focus on behaviour and I'm glad he resisted the
temptation to change structures wholesale. In terms of groundbreaking material on
behaviours, Annex 4 of the Walker Report is something | never thought I'd see in a
HM Treasury sponsored report - it looks at the psychological and behavioural
elements in board performance. There's hope for us yet!”

Financial Services Authority

Annex 4 was thoroughly reviewed and critiqued by Sir David’s advisors. The following is
a statement attesting to that fact from Galina Carroll, Internal Audit, Financial Services
Authority.

“The issue with the Annex was not the content or approach - Sir David was convinced of
that from his meeting with you - but more one of editing and language. Comments on your
annex after the review was published | recall were mainly positive. With regard to
advisers advising Sir David, and Sir David himself - his gut instinct that you and Ali had a
unique insight proved correct. After the meeting, | recall support (from Sir David, me and
James Templeton - his other chief of staff/adviser) for your insights and the inclusion of
your Annex.”
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APPENDIX B

ELEVEN KEY TEXTS

(1976)

Social Work and General Medical Practice: Personal Accounts of a
Three-Year Attachment. (with Hilary Graham). Br. J. of Social
Work. 6:2. Also: J. of Royal College of GPs. Vol. 26: No. 163.

(1998)

Key Professional Issues. (with Jan Wiener). In: Counselling and
Psychotherapy in Primary Health Care. Macmillan, London.

(2003)
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Psychotherapy Practice. London: Free Associations Books.

(2009)

Splits, Extrusion and Integration: The Impact of ‘Potential Space’ for
Group Relations and Sponsoring Institutions. Organisational and
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Group Relations Conferences: Reviewing and Exploring Theory,
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From Groups to Group Relations: Bion's Contribution to the
Tavistock - 'Leicester' Conferences. In: R. M. Lipgar, & M. Pines
(Eds.), Building on Bion: Branches. Contemporary Developments
and Applications of Bion’s Contributions to Theory and Practice.
Jessica Kingsley. London.

(2004)

In Search of the ‘Structure that Reflects’: Promoting Organisational
Reflection Practices in a UK Health Authority. (with Sarah
Childerstone, Mara Gorli and Davide Nicolini). In: R. Vince, & M.
Reynolds (eds.), Organising Reflection. London: Ashgate.

(1997)

Hopes, Fears and Reality in a Merger of Two Charities. In: Journal of
the British Association of Psychotherapists. 32, 2. Part 1, Jan.

(2010)

Corruption: Aberration or an Inevitable Part of the Human
Condition? Insights from a ‘Tavistock’ Approach. Organisational &
Social Dynamics. Vol 10. No 1. Pg 40-55.

(2009)

Psychology and Board Performance (with Alison Gill). Annex 4. In:
D. Walker, A Review of Corporate Governance in UK Banks and
Other Financial Industry Entities.

(2010)

Inside the Minds of the Money Minders: Deciphering Reflections on
Money, Behaviour and Leadership in the Financial Crisis of 2007-
2010. (with Alison Gill). In: B. Sievers & S. Long (2011) (Eds.),
Towards a Socioanalysis of Money, Finance and Capital. Beneath
the surface of the financial industry. Pg. 58-73. Routledge, London.
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MANNIE SHER PUBLICATIONS 1976 - 2011
l. Books
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CHAPTER 2

PSYCHIATRIC SOCIAL WORK AND GENERAL PRACTICE
A Report of a Three-Year Attachment
(with Hilary Graham)

Introduction

In the field of psychiatric social work (PSW) — general practice (GP) collaboration
conflict of roles, different functions, lines of accountability, and distributing scarce
resources are key issues. If the two professions are to work comfortably together,
then both also need to share the despair, hopelessness, anxiety and anger that
are the occupational hazards of each. We suggest new ways for GPs and PSWs
to look at the pain their patients are suffering for the benefit of the patient and the
professionals own working relationships. We present our view of a
psychodynamically-oriented PSW attachment to a large London group medical
practice. The attachment forms part of a larger research project initiated by the
Community Unit of the Adult Department of the Tavistock Clinic in 1972.

(a) The Project

Brook and Temperley (1976) describe the aim of the project ‘to study the
contribution that can be made to group medical practices by the presence in the
surgery of a professional worker with specialised training in a psychotherapeutic
approach.” By close co-operation and mutual education, they hope to increase the
psychotherapeutic resources of the practice. As part of the project, several
Tavistock Clinic workers, drawn from the disciplines of psychiatry, psychology and
psychiatric social work, but all having training in psychotherapy, are attached for
one session a week to group practices in the vicinity for a period of two years.

Brook and Temperley describe the type of referrals made to the attached workers
in the project. Because of the workers' psychotherapeutic bias many referrals
focus on psychological and relationship difficulties, especially in younger patients,

who are more likely to be at stages of life when relationships are in states of

' Br. J. of Social Work. (1976) 6:2. Also: J. of Royal College of GPs (1976) 26:163.
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change, e.g. marriage, parenthood, divorce or death. As the attachment
developed, more referrals involving physical illness and disability are being
referred to the PSW. We note that there is a tendency to select those cases for
referral where the GPs ‘know’ they need support; where the task is of such a
dimension that one person working alone cannot be expected to listen,
understand, treat and manage the patients’ clinical problems. Such referrals, e.g.
marital problems particularly, make use of the PSW resource to diminish the
confusion and wastage through a meager understanding of the meaning of the
presenting problem, e.g. depression, anxiety, or psychosomatic symptoms.
Working together makes it easier for the GP and PSW to recognise the locus of
the problem and to avoid potentially being misled by the patient’s perception of the
problem.

(b) The Practice

The practice described in this paper (one of four in the project) has 17,500
patients, six partners, two assistant general practitioners, one trainee general
practitioner, 12 reception and administration staff (many part-time) and two health
visitors (liaised). It is a large practice and is administered like a health centre. This
provides opportunities to explore and understand the complexities of liaison,
referral and shared care of patients. It is common, for instance, for case
conferences to take place in the practice, attended by local authority social
workers, educational psychologists, psychiatrists, and teachers, thus adding
weight to the philosophy of whole-person medicine with the local general practice
serving as a central base for patient-care and decision-making.

(c) The Attachment

The PSW attends the surgery for half a day a week, when one new referral and
one or two old ones are seen for about an hour each. The remaining time is spent
in consultation with the referring general practitioner who retains medical
responsibility for the patient. The attachment confirms the view ‘of the crucial
importance of giving time and thought to advance planning (Brook and
Temperley, 1976). The PSW and referring GPs have agreed to discuss all cases
before taking any action. These discussions help us to determine how to proceed -

either for the PSW to see the patient; the patient to be seen jointly by GP and
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PSW; to include other members of the patient's family; or where the GP feels,
after discussion, that he understands something additional about the patient, to
continue independently, secure in the knowledge that support is available. In
addition to these discussions, an alternative way of communicating is through
regular practice meetings, partly to discuss cases and partly to monitor the

experience of the attachment.

With heavy pressures on both PSW’s and GPs’ time and emotional resources, the
need for careful exploration of the patient’s presenting problem and environment,
before acting, is even more important. Precipitate action, before the problem is
fully understood, we know, often leads to the rejection by the patient of the help
offered. GPs and PSWs can easily feel themselves to be acting out of role
because they have unrealistic expectations of each other and the patient often has
unrealistic expectations of both. This can confuse them and the patient, resulting

in everyone feeling frustrated and angry and unable to collaborate profitably.

Sharing work
In this section we illustrate a variety of planned interventions and how we work

together with patients in different ways.

Patient 1

Miss K, a young single librarian, tells her GP about her depression due to a
lack of feminine sexual characteristics, viz. flat chest and a masculine-type
physique. She cannot maintain stable relationships with men. The GP feels
unable to like this angry young woman, but she reveals intriguing insights
into her relationships with men, and, in particular, with her father. The GP
believes that further exploration of the relationship with her father is
appropriate, but he is unable to take up these issues directly with her,
because he fears that to do so would interfere with a well-entrenched
neurotic relationship with her father and would probably invite an angry

response towards himself.

The GP and PSW discuss the matter and decide that the PSW will see the

patient in order to better understand the relationship with her father. She is
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seen alone by the PSW for five sessions, during which it emerges that she
is drawn to men who are inferior to her and have serious emotional
problems themselves, and even though she is aware of this tendency, she
cannot desist. She feels she has to ‘make the going’ in all her relationships,
because if men show any interest in her she is convinced there is
something unstable about them. Unwittingly, she chooses men she knows
will not gain the approval of her parents and who would be hurt by her
choice. Miss K feels that she is just getting over her irrational need to hurt
her parents but she fears that at 30 she might have left it too late to sort out
her conflicts. She sees herself heading for a long and bitter spinsterhood.
Miss K describes her mother as weak, ailing and demanding, holding on to
her husband through illness. Their marriage, she claims, is empty and they
stay together for the children. She expresses warm and protective feelings
towards her father whom she feels she needs to save from a sterile
marriage. The close relationship with her father and the disparagement of
her mother may, in fact, may be a denial of the anger that her parents are
more important to each other than she is to either of them, and, in addition,
a denial that the original longing may have been for her mother. The first
indication of these angry feelings is the subjective experience of
‘unlikeability’ felt by the GP that leads to the referral.

She returns later to her GP with more physical complaints and she tells him
she is angry with the PSW for unreasonably concentrating on her
relationship with her father. Nevertheless, when more openly challenged
this time by her GP, she acknowledges that she is less depressed and has
been able to limit the extent her a