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This guide is intended to provide students with a step-by-step procedure for developing an analysis of the interpersonal world of the organization in which they have worked or are working.  The purpose of the analysis is to identify the factors in the organization that account for the quality of the interpersonal setting it provides for those working in it.  This is important for two reasons.  First, we all spend a significant part of our lives in the interpersonal world of work.  This means that the quality of that world has a major impact on the quality of our lives.  Second, the factors that shape the interpersonal world of work determine the extent to which the setting of work facilitates or impedes getting the organization’s work done effectively.  The guidelines offered here should not be taken or applied too literally.  They are a guide and no more.

The basic premise of organizational analysis is that organizations operate at two levels, one overt and explicit, and the other hidden from awareness (the two levels correspond to the work and basic assumption groups).  Analysis is meant to reveal the hidden level of experience in the organization.

Step 1: What is the organization’s work?
For many organizations this is straightforward enough.  But sometimes the organization’s work is not so well defined and although we might think we know what it is doing it turns out on further reflection that we are not so sure.  It is worthwhile, then, to begin by attempting to articulate the organization’s work not in the broad language of mission and goals, but in the more concrete language of task and specific outcome.  Then, if we discover that we have some trouble doing this, or that the more we think about it the less clear it becomes, we have some important information about the organization and some important questions to answer.  Specifically, to the extent that we have trouble providing a clear statement about the organization’s work, we need to address the question: What is the organization doing?
Step 2:  What is (was) your work/task in the organization?

Here again the answer might be simple and straightforward, but it might not.  So, try to answer the following questions:  Was your task clearly and consistently defined?  Were you well trained for it?  Did it make use of your skills?  If any of these questions tend to lead away from a simple and transparent link between your work and well-defined work of the organization as a whole, we will then want to ask:  What were (are) you doing in the organization?
Step 3: What is the organization’s fantasy?
The key element in fantasy is the wish it expresses.  A fantasy is a narrative of the wished-for self in its wished-for world and also of the wished-for organization in its wished-for world.  The wish embedded in fantasy is normally a wish to resolve a long-standing emotional problem, to retrieve a lost connection that provided meaning in life, to fix an early relationship that did not work well, although it might also have some destructive elements rooted, for example, in an impulse to take vengeance on others.  Our task here is to identify what the organization wishes the world was like and how the organization wishes that the world would see it and those working in it.  How can we gain access to this fantasy?
[I] Organizational mission, vision, and goals statement.  This is a rich source of information about the wish that drives the organization.  Consider for example the following vision statement:

“The University of Denver will be a great private university dedicated to the public good.”
Look closely at the words chosen to describe the organization: great, good, dedicated, public.  Notice the reference to the future.  The organization is not a great university dedicated to the public good but wishes to become one.  Let your mind wander over these words and this statement.  What associations come to mind? What feelings (pride, embarrassment, anger, hope, desire to identify and so on) are provoked?  What does the wish to do good and be great tell us about the organization?
[II] The language in which the members of the organization speak to each other about themselves and their work.  Starbucks refers to employees as “Partners.”  What is the fantasy implicit in this construction of the world? Again, what does it bring to mind, what emotions does it provoke?  Greenpeace describes its members as “courageous.”  Into what sort of fantasy would such a description fit?  Another organization working with severely handicapped people insists that the term “normal” not be used.  What does this tell us about its fantasy?
[III] The job interview.  One of the most likely places to gain information about the organizational fantasy is in the job interview.  Go back to your interview and try to reconstruct the experience.  Focus your attention on moments and events in the interview that stick in your mind however peripheral they may seem.  What were those interviewing you attempting to find out about you?  Was any part of the interview aimed at finding out if you shared the organizational fantasy?  How did the interview make you feel?  What emotions did it provoke in you?   One student left her job interview felling that she had “found her home.”  What does this tell us about the organization and its fantasy?
Step 4:  What is undermining the commitment to work?
Here we want to ask ourselves about the anxieties in the organization and how they get expressed.  Some anxiety is about work itself:  Am I competent to do the work?  Is the task of the organization so daunting that it cannot possibly be done?  Is the organization’s task so important that failure will have very dire consequences?  Does the work of the organization provoke emotions that feel uncomfortable?  For example, does it tap into a hope for something that we also feel we do not deserve?  Sometimes anxiety is about identification with the organization’s clients (those who are, for example, impaired or oppressed).  Sometimes we experience the anxiety ourselves, but sometimes all we experience are the strategies employed to avoid it.  How do we find the organization’s anxieties?
[I] First, we might simply ask how we felt in the organization and especially what anxieties we experienced there.  Here, what we need to do is receive and process the emotional communication in the organization. Is the organization a stressful place to be, and if so why?  Are there always deadlines and a rush to meet them?  Is there always more work than can reasonably get done?  Does the organization have a fantasy of self-sacrifice that exhausts and stresses those working there?  Thus, for example, one non-profit organization favoured the slogan “never say it’s not your job.”  This no-limits attitude toward employees created stress and anxiety since it not only meant that employees would be overworked, it also meant that they would be taking on tasks for which they were ill prepared.
[II] Second, we might look for evidence of social defences: Are there places where rituals and routinized procedures get in the way of initiative? Often anxieties are expressed as their opposites: “Refuse to lose.” “If you can dream it you can do it.”   Does organizational communication seem to be hiding something by insisting too strongly that this something does not exist?  We will become a great university.  Is that a way of saying that we fear we are not so good.  We will serve the public good.  Is that a way of coping with powerful impulses to serve our self-interest, or perhaps a desperate need to find favour with the “public?”  Does fostering a feeling of belonging and of the organization as a family protect employees from the prospect of job failure, rejection, and/or exclusion from the group?  Does an emphasis on team spirit obscure centrifugal tendencies associated with the pursuit of personal ends, fear of dissent, desire for merger into an undifferentiated whole? 
Step 5: What is the organization doing?
We now need to assess to what extent the organization is doing work as that is defined in Step 1, and to what extent what the organization is doing is articulating a fantasy and attempting to impose it on others or deploying social defences to protect against threatening emotional states.  This is a difficult step because the organization and those in it tend to believe that what is going on in it is work devoted to a primary task; and, of course, it often enough is.  Still, we need to stop taking this for granted.  Try making an assessment of your day-to-day and hour-to-hour activities.  Take a close look.  What were you doing?  How much of the time was really spent on work?  What were others doing?  How much of your time was spent in maintaining the organization’s belief in its fantasy?  How much of your time was spent in maintaining social defences?

Once you have done this, try to articulate your sense of what the organization was or is doing and why.  This statement should provide an assessment of the organization and of the way life in the organization relates to fantasy and work.

