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Abstract
An organisation facing huge requests of changes managed and succeeded to implement
necessary changes within a very short period of time. This study investigates and analyses the
change process, with the aim to find issues of learning, related to experienced organisational
change.
A special method for gathering data has been developed: Reflexion Groups. The dialogue of
three reflexion groups each of four members of staff, has been the basic source of data for this
study.
A number of learning issues occur through analysing data, about development of leadership,
reflexion capacity and consultancy. Most impressive is the emergence of a temporary
organisation, established in the space between the old organisation, which was to be closed
down, and a future organisation, not yet constructed. This temporary organisation was never
explicitly decided on, but was created by conscious and unconscious decisions about change
activities and projects. A crucial learning being the disconnection of the old organisation, serving
the clients, from the temporary organisation, developing a new organisation.
A special perspective in this study is, that the author, together with a colleague, served as a
consultant during the change process. The knowledge of a researcher and a consultant is
combined.
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1. Introduction
In September 2000 a colleague and I had a half-day meeting with the principal and vice principal
of an organisation, which was inauguration huge changes in institutional and organisational
settings.

Situation
For many years this institution for mentally and psychiatric handicapped citizens had been
located in a small village. The main part of the organisation was still here, with 40 clients living
in a residential institution. During the last ten to fifteen years, more and more new activities were
established in the organisation, so that the organisation now included working and therapeutic
activities for about 90 clients, both for clients from the institution, and for clients living privately
or privately with support. A further 50 clients (approximately) received accommodation support,
living in private homes or sheltered apartments. Working activities and accommodation support
was managed from the institutional organisation, but geographically placed away from the main
institution.
The meeting had the general agenda, that the buildings housing the 40 clients were to be vacated
within ten months. It was politically decided to sell off the buildings, to a school ready to move
in rather quickly. Therefor the institution had to move out quickly, which was one side of the
task for the leadership of the organisation. The other side of the task was, that new building
facilities for the clients had hardly begun to be established, and that the task included reorganing
in smaller residential units.
Generally, there existed three themes for the leadership to handle:


Moving out of existing buildings, thereby leaving a many year long history of the
institution, with it´s own culture and values, position and status in the village and the
area, forcing clients and their relatives, employees and leaders to face a farewell



Ensuring that the process of establishing new housing facilities were managed, also
ensuring that legitimate interests were involved: clients, their relatives, employees,
leaders, local and regional authorities and many others



Moving into new building facilities, consequently reorganising employees and leaders,
adjusting the primary tasks of the different parts of the new organisation, followed by
re-recruitment of staff and leaders into the new organisation, establishing a new order of
communication, structures, collaboration and organisational culture.

The decision about moving out was not new, but was expected to be implemented in about 3 - 4
years time. But politically it was decided to change this decision and have the institution moved
within one year. There were though very good reasons for moving out of the old buildings, as
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these now were unsuitable for a residential institution of the kind. Another reason was the wish
and attempt to integrate clients more in the local communities, thereby integrating local
resources such as nature, environment and local activities.
The main conditions for moving out of existing buildings and other changes were, that the
overall task of the total organisation should be unchanged, that is care, training and
accommodation for the clients. Though a few clients were to be moved to other institutions,
because of their handicap, and there were to be a minor reduction in staff. Therefore also there
had to be considerations about the number of leaders and the positions of leaders in the new
organisation.
The main changes facing this organisation then were about:








Moving existing institution and organisation out of existing buildings, into a number of
smaller units, spread over a larger geographical area
Breaking up the organisation: new positions of authority, new communication lines,
changes in the staff groups, new lines of collaboration, changes in teams and team work
Defining and adjusting goals and tasks for the new smaller units, relating to the overall
goal and task of the total organisation
Recruiting and re-recruiting staff in the new teams
A small reduction in number of clients, and consequently reducing staff to fewer
members
Recruiting or appointing group leaders to the new units
Changes in the leader group, a few out and a few new ones into the group, and changes
in positions and tasks

Certainly such changes provokes anxieties, uncertainties, fear and even anger among staff and
clients. Potential conflicts were visible. Therefore the leaders of the organisation, that is principal
and vice principal, decided to engage with consultants to help to plan and facilitate a process,
aiming at reducing potential conflicts and ensuring a high level of information, communication
and insight. The total change was estimated to run for approximately one year. One and a half
years was the result, and follow-up activities were implemented in some parts of the new
organisation, lasting approximately one more year.

Activities
The meeting in September 2000 concluded on a contract about helping the organisation to plan
the changes, and ensuring involvement of relevant partners, the contract covering the coming
four to six months of the process. The consultants agreed to assist the principal and vice
principal “ .. to support the leadership of the organisation in the process of change, in order to
run the process as expedient as possible, taking into consideration terms and social rights of
clients, employees and others partners..” (Quoted form first contract).
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Later, in March 2001, a new contract was signed, as a prolongation of the first contract. This
second contract widened the task to include organisational development of the total new
organisation. The agreed task was: “..to assist the leader group in the process of moving, in the
following changes in organisation, collaboration and leadership, together with development of
primary task of the organisation in relation to clients and other users” (Quoted form second
contract), the contract covering the following six to eight months.
Later in 2001, contracts were made with the new sections individually, the tasks of these
contracts was to implement new structures, cultures and collaboration in relation to the new
sections being units in a new organisation.
The activities involving consultants in the period September 2000 till February 2002 are listed in
appendix 1. These were:






7 meetings with principal and vice principal - planning and supervision
4 seminars with the leader group - developing collaboration and culture
3 seminars with all staff - involving in process and developing collaboration and culture
2 meetings with leaders of the new sections of the organisation
5 seminars with staff of the new sections - implementing and developing new
organisational structures and cultures

Looking back, we the consultants find, that many changes has taken place in the process, as is
agreed on by leaders and employees of the organisation. At the beginning it all seemed so
overwhelming. Everyone in the organisation faced changes: On the organisational level, the
relational level and personal level. Complexity, uncertainty, even chaos seemed to threaten the
organisation, mirroring potential uncertainty and anxiety, conflicts and frustrations on individual
and relational levels.
After the transformation, leaders as well as employees still report it has been a positive
experience to participate in the process. The key research questions are therefore: How did the
activities created in collaboration with and run by the consultants support the process of
transformation? How do members of the organisation now assess the activities? How and what
can be learnt from this organisational change?

Primary task of study
This study is an attempt to assess and evaluate the transformation process described above, with
a focus on learning. The aim is to assess the degree of learning from this particular
organisational change.
Often when organisations wants to improve performance or are facing changing conditions about
their mission, they look for experiences and methods to implement into their own changing
process. This study is an attempt to extract elements of experiences and methods worth thinking
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about, when confronted with necessary organisational changes. The primary task of the study
then is to investigate, analyse and formulate


issues of learning related to experienced organisational change

The fact that the organisation has transformed, due to the huge changed conditions, implies that
knowledge and insight exists throughout the organisation. And knowledge and insight exist
among clients, their relatives, and among local and regional partners and authorities, who has
been involved in the process.
This study focusses on the learning inherent the organisation. That is by the members of the
organisation in their position as employees, members of the leader group and the leaders.
Consequently learning at a general organisational level will also be investigated.
Activities implemented in order to support the process will be questioned and investigated, in
order to assess their value in the process. Thereby also the work of the consultants and the
collaboration with them, will be part of the analyses.

Changing consultancy in organisations
Consultancy draws on a wide range of academic and practical professions. Literature on
consultancy visualises inspiration from various sciences. From being a profession, where
consultants came to organisations with concrete solutions to concrete problems, as experts,
now consultancy as much includes assistance in investigating problems or themes, regarding
development of the organisation. Chapter 2 elaborates on the themes of changing consultancy.

Methodology
The data about what has been learnt is obviously inherent the organisation and it´s members. The
methodology necessarily must reflect this fact, by enabling the organisation, as it were, to speak
and visualize in some way, what has been learnt. Several methods about how to gather data for
this study has been considered, and a special form called Reflexion Groups has been chosen.
Reflexion groups are a further development of focus groups (Morgan 1997, Krueger and Casey
2000), combining focus groups with the thinking of reflexion teams and open-ended interviews.
An extra dimension to this study is, that I, the author of this study, was a consultant in the
process of change, together with a colleague, and now I am in the position of researcher. Further
I have been the moderator of the reflexion groups. Surely, my different roles will influence the
dynamics of the reflexion groups and the dialogue in the groups. Several steps have been taken
to overcome these difficulties, as elaborated further in chapter 3.

Findings
Basically findings in chapter 4 include three parts, where in the first part data are analysed by the
researcher, trying to leave out the knowledge of the consultant. Secondly is supplemented with
the insight of the consultant. Issues of learning and links to theory then is framed by elaboration
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on the two first parts.

Notes
A few notes are at the end of this study, about context and technical issues.
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2. Changing consultancy in organisations
This study is empirical and explorative. The outset has been a change process in an organisation,
in which a number of ideas, thoughts, activities and plans have been initiated, discussed,
implemented - or rejected. But everything aiming at bringing the organisation from on place to
another, physically and mentally.
Consultancy in organisations is not a firm or strictly defined concept. Consultancy draws on a
wide range of ideas, philosophies and theories, generally aiming at framing understanding,
related to certain situations in an organisation, or to specific problems or considerations about
how the organisation functions. When attempting to extract understanding and learning from the
data gathered, this study basically draws on a few ideas and theories about changing
consultancy, outlined in the following.

The whole of the organisation
Discussing organisational change, Leavitt (1965) emphasises to be aware of the whole of an
organisation, when working with change. An organisation can be seen as a simple system of four
highly interdependent structures (appendix 4, chart 4):





task
technology (resources)
actors (people)
structures

and when looking at these four structures, it is possible to obtain an overview of an organisation,
at a certain moment in time.
At any moment, an organisation will be in a kind of equilibrium. And it can be assessed, wether
the organisation is functioning optimally, when relating to some defined set of criteria. If an
assessment turns out negatively, then investigation and adjustments must include not only the
structure, in which a problem is located. Interdependence among the structures must be taken
into account.
Two aspects of the model should be considered. First, that the structure: Actors (people) is far
more complex than indicated in a chart of the model. Leavitt (1965, pp 1151 - 1159) elaborates
on this issue, being aware of potential resistance among actors, and being aware of the need for
developmental activities among staff, to be able to adjust adequately in relation to the whole of
the organisation.
Secondly, any organisation is dependent on external environment (chart 4). For instance, when
technology (resources) in society changes, then consequently the other structures have to be
assessed for potential adjustments.
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The model is a simple instrument, and Leavitt himself was aware. It must be complemented
other concepts, if utilised for deeper investigation or diagnoses. Recently Nielsen and Ry (2002)
has supplemented the model, especially dimensions as organisational structure, values and
visions has been added, themes hidden in a simple version.

Open systems
The idea of open systems theory is, that any organisation can be seen as an open system,
receiving inputs form the external world and delivering output (Miller and Rice, 1975).This
implies, that any group of people in an organisation is influenced by forces outside the group,
and that the group influences it´s own external environment.
Another assumption is, that no system is closed. That is, the individual, the group or the
organisation will be influenced by other systems, and will themselves influence the outside
system. Influences from one system to another can to a large degree be managed, but never
eliminated.
In order to ensure, that a system, like an organisation, functions suitably or even optimally, some
kind of control around the system has to be established. A boundary control function, is needed
to regulate, what comes into the system and what is held outside the system. Inside a system
exists a number of operating activities, which are dependent on external resources, and boundary
control must ensure an inflow. And boundary control must ensure openness of the system for
output to be exported, that is goods or services out of the system. In organisational terms this
means that leadership very much is about ensuring a boundary control function (Miller and Rice,
1995, Roberts 1994, McCaughan and Palmer 1994).

Group relations
In his book “The Workplace Within” Larry Hirschhorn (2000) discusses the work of Bion
(1993), that is the influence of the unconscious in organisational settings, and basic assumption
behaviour.
Bion outlines two modes of working in a group: as a work group, or as a basic assumption
group. In the work group there is room for mutual respect and acceptance of each other as
individuals, making room for creative dialogue, whereby contributions and intervention support
effectively solutions and work on task. In the basic assumption group task is avoided due to
unconscious barriers, held by the individuals in the group, and emotionally exposed in the group.
When organisations face changes, all kind of anxiety and uncertainty occur by individuals and
groups. A defence against anxiety may be to work effectively on task, reducing anxiety through
clarifying, becoming a work group. Another defence against anxiety may be to work as if work
is done on task, but in reality work is unconsciously about something else, away from task,
thereby reducing anxiety (Bion, 1993, pp 125 - 146). Three modes of basic assumption
behaviour is outlined by Bion. The basic assumption group: Dependence, in which members
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unconsciously make themselves dependent on one leader, leaving the rest of the group passive.
In the basic assumption group Fight-Flight, the group unconsciously agree to fight over internal
differences, or fly away from task by looking to an external enemy. In basic assumption Pairing,
the group tries to push a pair of the group, expecting the pair to create a solution to the troubles,
saving the group.
Hirschhorn elaborates further and defines two other defensive working modes. First the covert
coalition, an unconscious mechanism linking two or more individuals, hindering effective work.
Secondly the organisational ritual, as the sum of attitudes and values in an organisation,
constructing cultures difficult to question or investigate, and reducing ability to adjust, even
when changes in task clearly request changes (Hirschhorn, 2000, pp 57 -70).
Often themes about task, the understanding of task, and how to deal with task provokes
conscious as well as unconscious mechanisms in organisations (Obholzer 1994 and Krogager
1995). But also themes about authority, accountability and differences by individuals in interests
and ambitions are basis for unconscious mechanisms to come in play.

Dialogue and reflexion
No individual alone can develop a group or an organisation. Dialogue and reflexion are concepts
for learning and enlarging knowledge and insight, not obtainable by the individual. This also
emphasises dialogue as a discipline about relations. Senge (1999, p 213) lines up three
conditions for effective dialogue:




all participants suspend assumptions and certainties
all participants look at each other as colleagues
a facilitator present, to ensure the context for the dialogue

conditions close to Bion´s ideas about a sophisticated work group.
In such a setting, dialogue support development of shared knowledge and common insight, when
four stages in the dialogue are facilitated properly (Isaacs, 1993):






deliberation of issues important to handle, like uncertainty, lack of information, anxiety,
caused by the initial change in the organisation
suspension, that is bringing a process to a stop, a time-out, enabling people to listen,
investigate and exchange opinions, getting an overview of a situation
dialogue, as the process where knowledge, information, feelings, emotions and
differences are exchanged, being the resources for rising common understanding and
shared knowledge
metalogue, where creatively and collectively participants build up new understanding
and visualise possibilities of how and what to develop
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Dialogue then, combined with individual and collective reflexion, becomes an organisational
concept, for creating and assessing learning. It helps the group to be on task and prevents
regressive processes.

Learning
An alternative way to assess learning is outlined by Palmer (1979), where three modes of
learning is discussed. Learning is related to more existential or philosophical ways of
interpreting and describing possible ways of understanding. The three modes of learning are
(Palmer, 1979, p 190 - 191):




Learning for survival, that is a person evolves responses, reducing negative feelings
between himself and environment
Learning for development, that is a person evolves responses, adjusting himself to
environment and conditions
Learning and modifying, that is learning by which the personality itself is modified, at
least with respect to particular roles

Through the three modes of learning, survival - development - modifying the level of conscious
responses and actions by the individual is rising. And the individual´s awareness about and
questioning of boundaries, fantasies and beliefs is rising too. Thereby learning for survival for an
individual will be unconscious responses to environmental changes, without interpreting one´s
own position in an organization. At the other end of this scale, learning by which modification in
personality takes place, is a mode of learning where activities and responses to environmental
changes are conscious and one´s own fantasies and beliefs are questioned and interpreted, and
perhaps modified or adjusted.

Consultancy in organisations
Consultancy is about assisting, and consultancy in organisations about assisting organisations.
Most consultants and other professionals would probably agree so far. And further have a wide
range of different opinions about the concept: Consultancy. In this study consultancy is
acknowledged as process consultancy, embracing the above ideas and theories.
Still the characteristics of process consultancy are multifarious, when looking to experience and
literature. But some characteristics can be extracted, and can be implemented as guidelines for
process consultancy, as well as criteria for assessing process consultancy.
Especially four core concepts surface, when looking through literature about process consultancy
in organisations. Taking into account the above ideas and theories and building on Neuman et.
al. (1997) and Krogager (1998), the four themes are:


Agreeing on a contract with the organisation to consult (Neuman, 1997B)
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Work interpretively and reflexively (Atkins et. al., 1997, Shapiro and Carr, 1991, pp 123
- 143)



Open to change (Miller 1997, Hirschhorn 2000, pp 243 - 249)



Consultant on the edge of the organisation (Krogager 1998, pp 76 - 99)

When first entering an organisation, the consultant starts as a stranger. From that point
negotiations about collaboration actually also starts. But negotiations about collaboration has to
be terminated by an agreement of some kind, enabling the organisation and the consultant to
distinguish between contracting and collaboration. Blurring this boundary blurs the dynamics
between the two parts.
Staying interpretive is a tool to implement continuously, to open up for investigation of any
situation, also in the here and now, and to find out continuously, what is in the mind of the
client. This may be difficult, but necessary, because it also requests the consultant to stay
insisting. The outcome of interpretation is basis for reflexion, by both the consultant himself (or
the consultants themselves) and together with the client. And this reflexion aims at clarifying
issues important for adjustment or new actions. These new actions my be in accordance with the
agreed plan, but reflected issues may as well be inputs for changing or renewing plans.
The first three items requests the consultant to stay in the client´s organisation, present and
attentive, but still stay outside the organisation, in order to be able to assist the organisation
relevantly and neutrally. For instance by formulating difficult questions and suggesting
alternatives of change. In other words, the consultant must stay on the edge of the client´s
organisation, being able to take in his role from a neutral position. Still, process consultancy is
not value free. Any consultant has opinions and values. But from the neutral position, the
consultant must aim at visualising his opinions and values connected to the client´s organisation,
enabling assessment of the work of the consultant.
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3. Methodology
The aim of this study is to learn form an organisational change process, one that has ended and
therefore is historical. This opens up for a range of possible methods for gathering data, and
rules out other methods.

Considerations
Gathering data has been done in a way that respects the assumption, that the knowledge about
what has been learnt in the organisation, exists inherent the organisation, among individuals,
groups and the whole of the organisation. Therefore the data about learning have had to be
discerned, more than obtained and registered. A method, where data is discerned and developed,
in order to find meaning, understanding and learning has been preferred.
A method for gathering data, which respects that data is held by individuals has been developed.
The aim of this procedure being to discern and develop the learning from the experienced
organisational change, trying to do this in a way in which authentic data about learning might
best be developed.
These considerations indicate that this study is explorative, and the method of gathering data
must support individuals and groups to “find out” what they have learnt. A method where
individuals find confidence in delivering data about their own understanding, experiences and
emotions during the organisational change process. Which may not have been easy, perhaps
even connected to former strong feelings at personal levels.
These themes invites qualitative methods, where focus is on explorations of personal states of
mind, connectedness to other people and understanding of situations, which may have been both
complex and threatening for individuals and groups of the organisation. Simultaneously these
themes call for a method, where participants can act and express themselves, in circumstances
supportive for discerning and developing data of learning. A method of action and quality, is
called for, rather than registration and quantity.
To use one of Kvale´s metaphors (Kvale, 1997, p 16 - 18), the researcher can take in the role of
an explorer, a person travelling through unknown land and bringing home new understanding
and information, making sense in relation to what is already known. Kvale (1997, p 19) defines
the qualitative interview as “-- an interview with the purpose to get descriptions of the
interviewee´s life world, to be able to interpret the meaning of the described phenomena.” The
researcher then, is the person who brings meaning to the data gathered.
But following the assumption above, that the real knowledge about what has been learnt in the
change process necessitates each individual´s knowledge being interpreted and compared to
another´s knowledge, whereby learning and knowledge may be developed. Interpreting therefore,
has to be done by participants, in principle, instead of interpreting being done by the researcher.
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Put another way it can be said, that the organisation has reached a certain level of learning and
understanding. By investigation this learning, new understanding and knowledge may be
develop, by a researcher´s questioning and hypothesising. The researcher then being a catalyst
for bringing the organisation´s knowledge towards new levels.
An illustration: When A tells B his interpretation of a specific situation, in which both A and B
participated, B may come to remember certain aspects of the situation, which A did not presently
think of, and thereby both contribute to an understanding of the situation, which neither of them
thought of in the first stance, and they may both add to their own learning by the dialogue. A
dialogue has been created (Madsen, 1997) and understanding or learning developed. By
interviewing A and B individually, this understanding or learning might not come through
(following Kitzinger, 2002). But when having the opportunity to encourage each other,
participants in a dialogue more becomes co-researchers than objects for investigation. Where the
matter for investigation is attitudes and experiences, reflexion groups seem better suited for data
gathering, than interviews (Kitzinger 2002, Suter 2002, Morgan 1997). This in turn leaves the
researcher more in a position as a catalyst, instead of investigator.
In principle, interviews open the way to wider and deeper qualitative (or quantitative) data
(Kvale, 1997, p 17 - 26), and leave it to the researcher to elaborate and document meaning. In
dialogue qualitative statements may be elaborated, interpreted and developed among participants
in the dialogue (Suter, 2002, Heron and Reason, 2001), leaving the researcher with the task to
visualize the meaning and learning, that is created by the participants in the dialogue.

Reflexion Groups
These considerations resulted in the choice of dialogue in groups as the key medium for data
gathering and obtaining knowledge about the organisational change process, and with four
persons in each group. The groups were called reflexion groups to indicate, that members of the
groups not only should feel free to present their own experiences and understandings, but also to
reflect on their own and other´s presented experiences and understandings (Appendix 4, Chart 3).
The three reflexion groups are the alternative to a number of interviews of individuals, directing
focus to dialogue and development of learning, rather than interviewing for registering data to be
interpreted.
Four in each group was chosen in order to ensure that the groups were large enough to establish
a dialogue, but at the same time small enough to establish an atmosphere of confidence,
encouraging all to participate in the dialogue (Madsen, 1997, pp 22-31, Morgan, chap. 4).
The choice of reflexion groups raised other difficult considerations about the dynamics in the
reflexion groups (following Hunt, 1989, pp 29-57). First of all participants in the reflexion
groups presently are in relation to each other as members of the same overall organisation. This
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gives space for dynamics. Further the present dynamics may be influenced by the dynamics,
which exited during the change process, even now completed. In other words complexity of
dynamics is heavily amplified (Hunt, 1989, chap. 3).
Secondly, participants in the reflexion groups were appointed by the principal of the
organisation. A fact that may have influenced participant´s ability to engage.
Thirdly, I, the author of this study, have had different roles in the process. Formerly as
organisational consultant in the change process, now as postgraduate student, that is researcher,
and presently in the reflexion group as moderator of the dialogue. All three roles represent
potential impact on the dialogue (Chart 3). The issue has been to implement a distinction
between my roles in the organisation. Haslebo and Nielsen (1997) define a first-order and
second-order perspective, where my role as consultant is first-order, and my role as researcher is
of second-order. This enables me and the participants of reflexion groups to distinguish the roles,
and, for me in the role of researcher, to include myself in my role as consultant in the analyses of
the change process.
There is, as shown in chart 3, a platform between the consultant and the researcher, because I
also take in the role of moderator of reflexion groups, thereby participating in gathering and
developing data to be analysed. This fact also encapsulates the fact, that this study is both action
and research. The action done in my role as moderator and participating in developing data of
learning, and the research done in my role as researcher, observing the system of consultancy
and reflexion on consultancy (Lüscher, 2002, pp 63 - 85).
These difficulties were compensated firstly by my own openness about the fact, that I had these
three roles, by naming them in the beginning of each reflexion group meeting. And also by
underlining the participants´ anonymity and integrity, and by leaving them with the possibility
to withdraw from the group, whatever their reason.
Next a neutral person as “reflector” was attached to each reflexion group, with the task of
looking and listening in the reflexion group, not only to content, but more for dynamics among
participants and between participants and myself. When appointing reflectors, I was aware of
their relationship to me: not being too close, but close enough to be direct and open in their
reflection back to me. The reflectors were a trainee in my department, a former colleague, and a
contact person in a distant part of my organisation, outside my own department.
Third step in overcoming the difficulties is more general and touches on the overall approach in
this study. It is about establishing an atmosphere in the reflexion groups, where participants
could feel free to participate with whatever they wanted. Following Schein (1993) and Isaacs
(1993), I, as moderator of the reflexion group meetings continuously worked on the agenda to
facilitate: keeping deliberating participants from specific assumptions, by looking at each other
as colleagues and peers, and by taking the reflexion group as a “time out” for exchanging
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opinions, through which the group could learn something, the individual could not have worked
out alone.

Gathering data
As mentioned, the principal of the organisation was asked to appoint members for the reflexion
groups, but under the conditions, that the three groups of four persons were expected to represent
the whole of the organisation. The principal and vice principal was assumed to participate
anyway. The groups were formed as follows:

one group with four employees, whose daily work is with the clients

one group with four member of the leader group, including the vice principal

one group including the principal, one member of the leader group and two
employees, whose daily work is with the clients
The former two groups representing horizontal layers in the organisation, the latter representing a
vertical line of the organisation. In this way the leadership was represented fully in the reflexion
groups, leader group by approximately one third, and the rest of the employees represented by
one eighth.
The practical procedure for obtaining data will is described in the following. The procedure is
taking into account recommendations and guidelines, described in Kvale (1997, part 3), Morgan
(1997) and Krueger (2000), in both planing, handling and analysing the data. The process and
documents shown in appendix 2.
At first the principal of the organisation was contacted by phone, to hear whether he was
interested and willing to have a project like this done in his organisation at all. He immediately
declared his interest, and curiosity to have an evaluation like the proposed on the organisational
change process, on which we had earlier collaborated. His informal permission was
acknowledged by me in a letter, in which I briefly outlined (appendix 2):





Information about the project - Learning from Organisational Change
Briefly, the intentions and methods of the study
Ensuring the anonymity of participants from his organisation, including individual´s right
to withdraw from participation at any time, without explaining their reason
Asking him for help with factual data about the organisation throughout the project

An e-mail correspondence over a few days clarified some details, and at this point the principal
already appointed members for the first reflexion group, even before formal permission was
given. The principal informed the leader group about the project, and they further informed their
own sections. There was a great interest in the project among employees, and keenness to
participate.
Shortly after a formal letter was sent, requesting the principal´s formal acceptance and
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permission to do the project in his organisation. This permission was signed immediately without
further comments or questions.
A letter was sent to the appointed members of reflexion groups, giving a short overview of the
study and the task of the reflexion groups. The particular issue of the letter was guaranteeing
participants´ anonymity and, if wanted, withdrawal from the project.
The reflectors were sent a letter, assuring their anonymity, and specifying their task:


Of observing the dialogue in the reflexion group, and the relations and dynamics in the
reflexion group



After the meeting in the reflexion group, writing a 1 - 2 pages long note, about the
experience as participant observer: ideas, thoughts, considerations hypotheses, about the
content and the dynamics in the reflexion group.

The reflexion group meetings were held in an office, in one of the institutions belonging to the
organisation. The agenda and the primary task of the meetings were set out on a flip-chart
(appendix 2). After introducing the meeting and emphasising its dialogic nature, the recording
was started and the moderator quoted his first question. The questions were prepared for the
dialogue, but was not a set of specific questions, all of which would have to be put forward.
Rather it was at set of themes about the change process and learning, formulated in a way
encouraging participants to talk about their experience and learning.
Transcription of the dialogue were sent to the individual participant of each reflexion group,
inviting each member to adjust the transcription, or to supplement it with other thoughts or
comments to the transcription. None of the participants took this opportunity.
The reflectors´ notes were received 2 - 4 weeks after the reflexion group meetings, and have
been used in analysing the data, and as a special platform for assessment of data.
In analysing data the ideas of Clarke (2002) was implemented, along with the above authors.
Analysing data actually stated by transcribing the reflexion group dialogues, which turned out to
be rich in information and impression of modes, emotions, factual data and ideas. Reading over
the transcriptions several times, patterns of understanding emerged gradually and connections
and links enabled understanding and interpretations to be tested out. Patterns surfaced out, some
of them becoming substantial issues of themes. Following Digmann (2002), the substantive
issues were framed and analysed, and connections were drawn to existing knowledge or
experience, attempting to elaborate understanding, meaning and learning.
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4. Findings
This chapter includes three parts. In the first part, the attempt is to investigate what can be
extracted from the reflexion groups directly, that is what can be seen and understood from the
position of the researcher. In terms of chart 3 (all charts appendix 4), this first part focusses on
the outcome of the dialogue from the researcher ´s perspective, where reflexion groups
investigates the change process. In the following part, the understanding and patterns from the
first part is supplemented with the knowledge of the consultant, aiming at an understanding of
the whole process, the researcher taking in the knowledge of the consultant. In the third part
knowledge and understanding from the two first parts are assessed, in order to extract issues of
learning, and linking to theoretical contexts. Also this part includes considerations about the
consultants learning, about reflectors and general assessment.
4.1 Extracts from reflexion groups

A temporary organisation
For many years the organisation had lived a life of it´s own in many ways, developed it´s own
way of working. Organisational structures, cultures, values and attitudes were developed during
these years. Employees knew each other well, structures for collaboration, information and
communication was known, formal structures as well as informal. Culturally many things were
given and unquestionable, as so to say, much knowledge and many answers were “in the walls”
of the institution. Attitudes and values pretty firm and static. Certainly with both advantages and
disadvantages. For both clients and staff. A member of reflexion groups expressed this clearly,
saying:
“-- I must say, I very well understand, what it is they are afraid to loose, there were so many

good things, there was out there wide space first of all I will say, out there some people could be
taken care of, who could not be taken care of elsewhere. But certainly also there were things out
there, old shit, which it was a relief to get rid of, –“ (quote 1, all quotes appendix 3).
As was noted by another reflexion group member, the organisation existed in a static mode, in
which questions about development was hard to put forward, and changes difficult to discuss and
implement.
The old organisation (chart 1) was in a mode of equilibrium. In terms of Leavitt´s model (chart
4), the organisation was working satisfactorily, to a certain degree, on task, though not without
difficulties. The physical resources, the old buildings and the satellite houses, were providing a
context in which an organisational structure was functioning, as were communication and
information lines throughout the organisation. Among staff there were well defined positions and
division of labour. Clients actually were taken care of and supported as it could be done in the
settings given, including buildings, organisation, structures and cultures.
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Looking at the new organisation (chart 2), then this also exists in a mode of equilibrium (in
terms of Leavitt, chart 4). But in another area of time and with tremendous changes. Again task
is done in a qualitative way, staff are in positions and have developed new cultures and ways of
working. Physically the institution now is spread over a larger geographical area, framing a
context for staff positions, organisational cultures and structures, and a functioning
communication and information system.
The old and the new organisation are two different things, nearly two different worlds. The new
ways of working would never have had a chance to be implemented in the old organisation. The
improvements for clients as well as for staff never would have been obtainable in the old
organisation. A reflexion group member expresses this difference:
“Our concept, it has changed in a direction, when earlier we were waiting for something to come

from outside - and then nothing happened anyway, as normally the resistance in the system
functions, then fourteen years would pass by before changes were implemented, then we can
now say, that it is more based on the idea, yes, we try these options and then, oh, no one
developed the tools for this, so we have to do that too our selves, and then we do something - “
(quote 2).
The change from a rigid and static organisation towards an organisation rich in initiative,
accountability and much more, is discerned as well as confirmed in several instances during the
reflexion group dialogues.
It seems, that a third organisation has been in play. Not consciously documented or exposed, but
emerging and established in the space between the old and the new organisation. This temporary
organisation (chart 5) included all staff and, to a large degree, clients, who were all involved in
various aspects of the changes. The temporary organisation contained all main aspects of the
organisation, in terms of Leavitt´s model, as can be seen from the following list of activities and
projects established in order to develop the new organisation, and all named by participants of
the reflexion groups:


Fantasy groups among employees, with the task to discuss and formulate future services
for clients, and investigate and formulate one´s own preferences for future position in the
new organisation (task and actors)



A process, including working groups and seminars, where clients formulated wishes for
their own daily life in future, in a process assisted by employees (task)



Information meetings for all staff every other week, where principal and vice principal
informed about status in the process, where they gave what they had of news, relevant
for the moving and development of organisation, and also exposed areas or issues, where
they did not have information or were not clarified about what to answer (structure)
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Building committees about the new buildings, members appointed among leaders and
employees as well as clients (task, resources)



Courses and development projects among employees, about education and training new
ways of working professionally (task, actors, structure)



Training and development of leader group (actors, structure)

Three important aspects emerge form these activities and projects. Firstly they in content include
all four structures in the Leavitt model, that is all relevant areas to be considered in an
organisation in change (and by the way, always relevant to consider!). Thereby these activities
helped the organisation to focus on the total change of the organisation, and not only the change
in physical resources, the buildings. Of course the fact that everybody should move to new
localities raised anxiety and uncertainty among staff, but by implementing the above activities,
staff was contemporary given a huge amount of new challenges and opportunities. The work in
the activities and projects represented hope and belief in future, which enabled staff to work
towards the new organisation, instead of trying to hold on to what they knew. Anxiety and
uncertainty were reduced to a much lower degree, compared to a situation without these
activities.
Further, this way of working, also together with clients, gave staff new energy and motivation to
create and develop into a new organisation. One of them says:
“And then I think the interaction and the parallel processes with clients, actually has given

energy, because that it also turned out nicely for the clients and we were able to develop things
together, that I really think - nearly given a surplus of energy in the period”
(quote 3).
Only one theme was deliberately declared to be in focus at the outset of the process, besides the
decision to move to new buildings: Clients´ influence, as is very clear from the quote:
“We decided deliberately, that it was on client´s influence we wanted to focus, and then we
toned down some of the other issues at that time” (quote 4).
Out of this statement evolved so to say the rest of the issues included in the above activities, and
tuned energy toward clients and tasks instead of individual speculations and frustrations.
The second main aspect is, that the activities included all staff and many of the clients.
Everybody was involved in the change process, and had a voice. Many employees even had
more voices, by being represented in more than one activity. In this way responsibility for
changes was made a common responsibility, and not simply a task and responsibility for a single
individual or a group of employees and leaders, with the special task to plan and implement a
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new organisation. Responsibility was shared, and everybody were expected to contribute, as can
be seen from the last part of quote 2. This way of sharing responsibility and expecting
individuals to participate and contribute was energising and empowering staff and organisation,
whereby focus was on future opportunities instead of loss of past privileges. This is clear in the
following quote:
“So, what you have to count in is, that when you run a process like this, then you also get very
strong employees, at the end, you get - a lot of independence is developed-“ (quote 5).
This leads to the third important aspect of the change process, which is, that the activities and
projects in the above list can be seen as a temporary organisation (chart 5). Existing between the
old and the new organisation, the temporary organisation became the mental space, which was
able to hold the organisation, during the time of transition. In the temporary organisation it was
possible to find an address for most questions and considerations. That is, questions,
considerations, ideas, fantasies, wishes - they could be placed for discussion or clarification in
the temporary organisation. This avoided, that such issues had to be handled in a new
organisation, which did not yet exist, and therefore avoided no answers or “half” answers. And it
was avoided, that the issues should be handled in the old organisation, where answers and
discussions would have been related to an old context, that is old cultures, attitudes and values.
While the old organisation and it´s old authority system was neutralised, the temporary
organisation became the platform for preparing structures for the new organisation, which was in
construction.

Leadership capacity
When the whole of an organisation is in play, there is a demand for testing things, ideas and new
ways of working. This leads to the demand for persons in the organisation, who are creative,
willing to join work of development and dare take the risk of initiating necessary testing and
trying things out. In other words there is a need for leadership capacity.
It seems that the temporary organisation has been the place and the space for trying things out,
as there have always been a working group, a meeting or a committee, where an idea or proposal
could be discussed or tested. Motivation for taking initiatives have been present in the temporary
organisation, and most important, there was a supportive culture around new ideas and
initiatives, supporting employees all around to take leadership for new ideas and pilot projects.
Several reflexion group members refer to such instances, one of them as follows:
“ - so we agreed that no one in the organisation had an overview of the situation, so we may as

well formulate something ourselves, and try to convince others. And we succeeded, we had a
model - which (the principal) acknowledged. Because we were the people to work with it. And
therefore this was actually a good way of getting started - “ (quote 6).
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This quote visualises several leadership competencies: First, “we agreed” indicates that more
persons had taken a leadership role in a discussion, to get people to agree. Next, “we
formulated” again demands a leadership role, as does a presentation for the principal, who
acknowledged, whereby he supported leadership among employees, and supported them going
on with their project or idea.
The following quote visualises similar leadership competencies, but also one more: The initiative
to reflect on the results of the project:
“ - - we felt a tendency to - we have not - not talked so much about the different ways of how to

do it, we got an idea, then we did it, and afterwards we said, next time we do like this instead of
that, this was smart to do, that was not smart.” (quote 7).
The leadership role is both about the initiative to reflect, and facilitating a reflexion process.
One further issue about the temporary organisation and leadership is, that this organisation
carried enough authoritative power to take decisions, as is shown in quote 6 by presenting an
idea for the principal. Authorisation was obtainable, and if not by a leader, the employees
themselves carried authority to assess wether to go on with an idea or a project, or cancel it
before wasting too many resources, as indicated by quote 7.

Reflexion capacity
In several instances the reflexion groups refer to situations, where they stopped ongoing
activities, in order to find out, wether they were working on something suitable or relevant for
the new organisation. Ideas and projects have been worked with in practical ways, but also
deliberately the work now and then was stopped and assessed, in order to find out wether to
adjust or even stop a project. A reflexion group member says:
“ - and then agree on something, yes, this have to be tested out, and then you simply start a

process and say, now we do this for three - four months and then we see where we end, even it
may be a bit difficult, then - then it actually turned out to be fine” (quote 8).
Here is indicated an overview of the situation and a deliberately choice to establish reflexion
after a period of testing.
This is confirmed in the next quote, where some kind of stress is observed, and someone initiates
a stop in a process in order to find out what to do, and then start up the process in another way,
more suitable for the participants and the situation:
“Well, then we stopped it, and said: Be quite, we must find another way to do this, we have to

find out while working, one thing at a time, now we have to move first, and then work on again,
and do it step by step” (quote 9).
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Reflexion is acknowledged as a method for assessing practical working, in order to adjust how to
work, before continuing, perhaps in an adjusted way. And reflexion was acknowledged as a way
of investigating conditions for the work, also dynamic conditions, as shows quote 10:
“It was very redeeming for - for the group, that - that we sat around in a circle, which also was
very tough work, but - very redeeming - yes.” (quote 10).
This situation refers to the leader group, which at a certain point felt stuck in a situation, where
potential conflicts and contradicting interests had to be investigated and visualised, as a
condition for proceeding. Which, as indicated, was reached.

Leader group development
It has been a great challenge for the leader group to handle and manage the whole process of
change, and to develop leadership capacity necessary and suitable for the new organisation.
Several activities together with the consultants has been with leaders and the leader group,
aiming at preparing and developing the leaders for the new situation and the new demands for
leadership.
The reflexion groups were discussing wether they experienced changes or improvements in
leadership. The reflexion group with only employees felt, that they did not experience changes
directly. But on the other hand, one of them noticed:
“I will say, that I do not feel a change in - in the way of leadership as such, that is not in -

because we have all changed, and that means that, anyway yes, our work, as we now collaborate,
it is not in the same way anymore” (quote 11).
The opinion here shown is, that changes in leadership must have taken place, because everybody
has changed ways of working and collaboration, which would not have been possible without
changes in leadership. Further, in the reflexion group with both leaders and employees, an
employee member reflects in three utterances into the group:
“Well, I do not remember, when you started, but you also started to do something as a leader
group, did you not do that? Something like leadership development”

and
“Because, certainly that was something we noticed, and a lot of things happened”
and
“By the fact that the leaders believed in what they were about to ask us to do” (quote 12).
So, the leader group has developed, at least in the mind of employees and in the way the
members of the leader group exposed themselves. More self-confidence and communication
competence is visualised. Another member of this group, a leader, follows up by saying:
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“But that is, that is what I say, (principal), that is what we have learnt. That is exactly what we

have learnt. We have learnt - that you have learnt too - well, if we create openness, and then tell
people: ask - ask, and then I answer as best I can. Well, then people will ask and then you have a
chance to answer, and then you avoid these frustrations” (quote 13).
The importance of openness and authenticity is core elements of the learning, is the opinion, and
important to remember in order to avoid frustrations.
In the reflexion group with only leaders as participants, a conclusive remark is:
“during the last two years it has been - yes, but that is true - and it has begun to function as a
group” (quote 14).
This remark is by the end of the dialogue in the reflexion group, where it is discussed how the
leader group has changed and developed, and what the changes have been about. The group
points to the following main elements, supporting the group to work as a group:






shared values of leadership in the group
the importance of knowing each others values as professionals and persons
insight about necessary communication and information
the experience of a shared, supportive atmosphere for dialogue in the group
establishment of a forum for handling critics, conflicts and differences in a creative and
supportive way.

Attention on clients
Much attention has been payed to clients and collaboration with clients. Several passages in the
reflexion groups shows this focus. And when asking to the highlights in the change process, the
collaboration with clients is emphasised as energising (quote 3, above), and situations where
clients and employees have established new relations and collaboration is named as successful
incidents. Utterances about attention on clients are:
“Now we have very huge contact with clients, and it has been very exiting to learn to handle
that” (quote 19).
“And that was, well very quickly we got stuck - ourselves - we had to involve the clients,

because there was no idea in being there, and talk about what - what we were to do in future,
without them being there, and then we planed the three seminar days, in the same place as we
were out there in (place). And that was good. That - that was the starting signal, - “ (quote 20).
“ - that actually we succeeded in changing from being a single big institution, where a group of

human beings were treated referring to firmly decided schemes, then now we have changed
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along a line of individual treatment for independent individuals, who you also respect, “ (quote
21).
This also links to the temporary organisation, in which two structures actually is about clients
and clients´ influence. So, the deliberate decision to focus on clients´ influence (quote 4), has
produced several highlights of success in the organisation and has been an energising factor, by
implementing this decision in the organisation. And further, during the process this has been a
determining factor for a high focus on task, which is also about clients and servicing clients,
indicated in the quote:
“Well, then I think that what has been mostly our consideration is to find out, what really is the
task.” (quote 22).

4.2 Supplementing with consultant´s knowledge
When looking back it is obvious, that the old organisation, taken as it was, would not have been
suitable or even able to produce the changes necessary for the development of the new
organisation.
The reflexion groups voices this by saying that: it was a rigid and static organisation, it was a
relief to get rid of many of the old things and structures, and it was a nostalgic organisation.
Consequently, if the changes towards the new organisation had been rooted in the old
organisation, then seriously difficulties might have emerged. This seems to be the background
and reasons for establishing the structures, forming the temporary organisation.
This was not explicitly decided on, but emerged and evolved through the activities implemented,
in order to prepare the whole organisation for a quite new future. But even not decided on, still
the temporary organisation was managed. A number of elements kept together the temporary
organisation, as the space for changes.

Authority present
First of all, during the change process it was always possible to obtain a decision or an opinion
from people with authority related to the change process, enabling individuals or groups to get an
answer or statement, strong enough to get on with the work. And if necessary, employees felt
enough confidence by themselves to take decisions about development activities. Perhaps even
bringing activities to a stop, or alternative proceed activities with adjustments needed (quote 9).
Formal authority was present in the information meetings, held every other week, where status in
the process was presented by principal and vice principal, and where questions and
considerations could be voiced and tested. The information meetings became the place, where
new knowledge, internal or external, about the change process came through, and could be taken
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in by members of the organisation, in order to assess wether to adjust running processes or
projects. Authority being present in the information meetings was a clear advantage, when the
overall directions of the change process were outlined towards the organisation as a whole, by
the principal and vice principal.
Also formal authority was present in the other structures of the temporary organisation, as
leaders participated in several structures. Much knowledge about decisions and plans was fairly
easy available, as an easing factor for projects and processes.

Information meetings
Exactly the information meetings became a major holding element of the temporary organisation.
Not only because authority was present, but as much as the place for informing about decisions
and attitudes internal the organisation itself, relevant for the change process. And further as the
place for giving the organisation information about external decisions, incidents and issues
relevant, or necessary, for the change process. External interest groups could be the political
committee responsible for the organisation, local authorities and interest groups, status from
construction firms about the building process, or information from collaboration with clients and
their relatives. It was acknowledged that these information meetings had a positive and
supportive effect, as shows the quote:
“There we then gathered from all places and came up to hear latest news, and (principal) and

(vice-principal) were there, who had something to tell, and actually that was nice. That was a
good way to do it” (quote 15).
In another reflexion group it was said, that status was always known and that it was the opinion,
that the leaders gave what they had of relevant information, and also were open about issues or
decisions they did not have information about, thereby breaking the fantasy, that they held
information about every thing, which they did not.
The information meetings became a containing factor, where ideas and considerations could be
formulated, so to say the mental space for the temporary organisation.

Hearings
The information meetings started after the first seminar with all staff (appendix 1). This first
seminar included a hearing, arranged in a way where employees had an opportunity to put
forward all kinds of questions, related to the change process and status of the process.
The hearings were arranged in to steps, enabling employees in groups to discuss and formulated
questions and line up a priority of questions. The groups visualised, that on the one hand some
individuals already had some insight, which could be shared, and secondly that individuals were
not alone in having anxiety and speculations about future. One the other hand, employees
together formulated questions relevant for groups or larger parts of the organisation, not only
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questions concerning minor details or individuals.
Next step in the hearings was, that principal and vice principal, as a panel, answered or
commented on the questions. They were able to answer many of the questions, but in some
instances they did not have an answer, which they expressed overtly. And even they were open
about their own frustration about not being able to answer, when they did not know or could not
get information from outside the organisation. By exposing themselves as vulnerable individuals
in the process, like everybody else, they visualised the attitude, that the change process was a
shared project, among employees as well as leaders. This effect is expressed in the quote:
“And some times (principal) had to declare and say, but I have no idea about what is happening
now, you know, and (principal) became very distinct and clear in relation to employees”

and
“that he was not that omnipotent person, who was hiding something” (quote 24).
The value of the hearings in being an instrument for clarification and overview in the process
became a starting point and inspiration for the forthcoming information meetings, which were
run during the total change process.

Meetings with consultants
Through one and a half years the consultants had seven half-day meetings with principal and
vice principal, the leadership of the organisation, with the general agenda: The change process
(list of activities, appendix 1). These meetings were first of all the space for the leadership to try
out ideas, thoughts and considerations about what to do in the change process, or what not to do.
The meetings were the space for discussing difficult and though issues in the process, about
persons and groups in the organisation. Issues that needed extraordinary attention and issues,
where assistance in clarifying from external persons was a clear advantage or necessary.
These meetings turned out to be an important space for managing the change process, as they
were the place for feed-back and feed-forward about important and difficult issues. First because
the meetings were clarifying in nature, as questions and considerations could be tested and
assessed versus the consultants, who were able to do this work from a neutral position, thereby
giving another perspective to the issues presented. Second, the consultants from their neutral
position offered views, attitudes and issues for dialogue with the leadership, which they had
never before thought of, thereby supplementing the investigation and overview, in a given
moment.
Thirdly, the meetings between leadership and consultants had a structuring function. Issues and
items discussed in the meetings were elaborated and clarified, and if possible connected and
related, before put on an agenda for seminars with staff or leader group. Also the overall
structure of the change process was planned in these meetings, that is: Which issues in which
seminars and when, in order to ensure a relevant and suitable flow in the process.
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Principal and vice principal acknowledged the above values of the meetings with the consultants,
as indicated by the following quotes:
“ - that I think has been characteristic during the whole process, that you have had hands on, or

your hands placed on the right spots, knowing what it is about, and then been able to assist us in
working with the right things” (quote 16).
And in answering a question wether the change process could have been run without the support
of external consultants, the answer was:
“Never ever” (quote 17).
which was confirmed by the other three members of this particular reflexion group.
The meetings between the leadership and the consultants became the core space for clarifying
and sharpening strategies about the change process, enabling the leadership to proceed and
implement changes in the making.

Leader group development
From the start leader group was involved, but internal reorganising and adjustments in
membership of the group had to be confirmed and implemented, before the leader group was
able to participate for real. There was initially a leader group process, delimiting who was in the
leader group, and in which positions. After this had taken place, the group could work for real.
Agendas for the leader group seminars, and their ordinary meetings, became much more
focussed on development, instead of information and controlling about activities in the past. An
indication:
“yes, so we could take in concretely and work with the things we were thinking of and which

were energising and contained learning - and we do them - fairly, I think - that is, the amount of
information, that - that has really been toned down, I think” (quote 18).
By this change, the leader group became a strong and supportive element in the strategic process
of the change. The leader group became an important assisting space for the leadership in
establishing and keeping an overview. And the leader group took up responsibility to implement
the new organisation, assisted by the consultants.
Quote 12 and 13 above indicates important changes in the leader group. They communicate,
collaborate and expose themselves differently, compared to the leader group in the old
organisation. The seminars with the leader group very much focussed on reflexion, in order to
clarify, on collaboration and on sharing insight about each others attitudes and values, at
professional and personal levels. The seminars became the basis for developing the leader group
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to expose themselves much more as a group, much more clarified and with self-confidence. In
discussing the question wether the change process could have been run without development of
leader group or without assistance from external consultants, a leader group member reflects:
“ the group then would have been split” (quote 23)
and quote 14 above is about the same question.

A change organisation
Another organisation emerges from the above, a change organisation. In the space between the
old and the new organisation is the temporary organisation, and this temporary organisation is
managed by the change organisation (chart 6).
Principal and vice principal were managing the change organisation. In doing this they were
assisted by the consultants, in planing and developing the change activities, implemented
through seminars with all staff, and seminars with the leader group. Directory of the change
organisation was in the hands of principal and vice principal, who held authority and
accountability for deciding what and how to do.
The consultants assisted leadership form a position on the edge of the change organisation, being
partly inside the change organisation. Enough inside to be present and attentive, and able to
catch up necessary knowledge and information to participate in dialogue, formulate relevant
questions and considerations and suggest actions. But still the consultants were enough outside
the organisation to act neutrally. Consultants did not decide on behalf of any member of the
organisation, and did not take up responsibility for anything else than agreed about, with
principal and vice principal.
By aiming at being on the edge, the consultants succeeded in staying neutral, enabling them to
question and investigate in ways, which would have been impossible from internal roles. The
ability to assist leadership and employees in improving investigation and in developing relevant
activities is acknowledged in all three reflexion groups. One example is:
“and I also believe that more questions were put forward, when somebody from outside assists,
and helps in managing the program”

and
“I do not think we could have formulated all these questions ourselves, then I think it would
have turned out in a very nostalgic way” (quote 25).
The temporary organisation had two tasks, in a general view:



Eliminating the old organisation as the space for change activities
Preparing structures for the new organisation
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the temporary organisation being the transitional instrument between old and new organisation.
The change organisation had one task:


Managing the temporary organisation

4.3 Links to theory and issues of learning

About temporary organisation
By leadership seems to have been an awareness, that the situation called for a process different
from what they had earlier tried or knew of. Leadership, principal and vice principal, were
aware, that something extraordinary had to be done. Not knowing what exactly to do, a number
of projects and processes were established, ending up as the temporary organisation.
Dialogues in the reflexion groups visualises advantages about the old organisation, as a place
where persons could be taken care of, not possible elsewhere. But also reflexion groups points to
disadvantages in the old organisation, as an organisation: Rigid, static, nostalgic, are some of the
notions used. In other words an organisation with a strong and firm culture, including a number
of organisational rituals (Hirschhorn, 2000), determining how things could be organised.
Consciously and unconsciously leadership therefore implemented a number of projects and
processes, all with tasks referring to a new situation, and thus creating the temporary
organisation. Unsuitable or defensive rituals were disconnected from the change process, by
implementing temporary organisation for development.
The temporary organisation served several tasks. While old organisation still existed as the
instrument for serving clients in the transition period, the temporary organisation eliminated
formal and informal structures of authority and communication with regard to the forthcoming
situation. Thinking and developing with regard to the new organisation was rooted in an
organisation disconnected from the old, reducing existing rigid and culturally unsuitable
structures to influence innovation and creativity. Existing attitudes and values bound to the old
organisation were reduced in force, when developing new cultures, attitudes and values for the
new organisation.
Also temporary organisation allowed any member of the organisation to have ideas and desires
about their new organisation. Temporary organisation became the space, where individuals´
organisation in mind (Hutton, 1997) legally could be expressed and discussed, without thinking
of personal or organisational consequences, neither in relation to the old organisation, which was
eliminated nor in relation to the new organisation, which did not yet exist. The individuals´
organisations in mind, their dreams and hopes for their future position and organisational
relations, became a creative resource in the temporary organisation, which contemporary held a
context of opportunities available for individuals´ dreams and hopes. The opposite would have

33

been dreams and hopes, related to the existing, old culture, evolving defence mechanisms
through the rituals in the old organisation. (Hirschhorn, 2000, Hutton 1997).
Certainly, feelings of chaos, anxiety and uncertainty were experienced and expressed, when the
changes were announced. And the fact that everybody were to find positions and organisational
relations in a future organisation, amplified anxiety and uncertainty, when at the same time the
old organisation was eliminated as the space for creating the new organisation. The temporary
organisation became the container for individuals to present and elaborate their uncertainties and
anxieties in a positive way, as there were several structures for offensive elaboration.
Everybody were involved in temporary organisation, and expected to involve. Temporary
organisation represented all challenges and opportunities in the new organisation, and everyone
affected, in this case all staff, had a chance and possibility to engage. Temporary organisation
served as the space and the container for balancing out challenges and opportunities, with the
desires and expectations of those affected. In the context of the given task, no one was excluded
and challenges not restricted.
In temporary organisation was a very strong focus on clients. Leadership deliberately decided,
that clients´ influence should be in focus, and reflexion groups continuously referred to the work
done in collaboration with clients (quotes 3, 4, 22). While focussing on clients, contemporary
was focussed on task. And thereby a reparative organisation was emerging (following
Hirschhorn, 2000, chap. 11), including a reparative culture. Focus on clients and task sustained
focus on the organisation´s own justification and mission. And this led to an awareness about
how work was done. Structures, communication and cultures were investigated, in order to
improve effectiveness of the work. Temporary organisation held the structures for this
investigation. A culture of “pride in work” (Hirschhorn, 2000, p 229) was developed (quote 5).
Reparative culture inherent temporary organisation reduced tendencies to work in basic
assumption stances (Bion, 1993). In situations surely there were tendencies to develop basic
assumption stances (quote 23, 24), but it was certainly reduced because leaders, and employees,
succeeded to work overtly, also with difficult or tough issues (quote 10), enabling them to stay
emotionally connected to individuals and the work. In this way good and bad was visualised in a
direct way, and suitable and not suitable could be assessed openly (Hirschhorn 2000, chap. 11).
Temporary organisation was characterised by a reparative organisation, supporting a positive
path of development. Psychologically temporary organisation succeeded in testing out
boundaries for the forthcoming new organisation: task and welfare of clients, collaborative
structures and communication, cultures and values. The opposite could easily have been: a
strong focus on internal dynamics, forgetting the mission of the organisation, competition about
positions and status, and work in basic assumption stances forgetting about task and clients
(Hirschhorn 2000, chap. 11).
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About change organisation
According to the idea that organisations are open systems (McCaughan and Palmer, 1994 and
Miller and Rice, 1975), then also temporary organisation is an organisation, dependent on
intakes from outside and expected to respond to external requests. In being a transitional
instrument, the temporary organisation included a number of changing activities, aiming at
producing structural elements and professional competencies as outputs necessary for
constructing a new organisation.
But certainly not everything could or should be taken in. If all staff, more or less randomly, had
been able to chose themes or issues for the work in temporary organisation, that is the tasks for
the groups, in which they were participating, then only by luck the new organisation would have
been able to serve it´s task. Therefore a regulating mechanism had to be enforced between the
temporary organisation and external context, a regulating mechanism ensuring, that only relevant
and necessary themes for elaboration were taken in, and ensuring relevant and optimal output of
temporary organisation: structures for the new organisation.
The task of regulation, would have been left alone with the leadership, principal and vice
principal, while included in the temporary organisation, if not the change organisation had been
created. Now the change organisation took over the task of regulation.
First was a sorting function. In the complexity of the outside world, the leadership had the
obligation to chose, which were the issues and themes from the external world to be taken into
account in the temporary organisation. In this work they were assisted by the consultants, who
offered the leadership supervision and investigation capacity in the sorting, and they offered
alternative perspectives for investigation. Included in sorting was listing themes in order of
priority, because some issues had to be handled before others.
Next, change organisation had a translating function. When themes were decided for further
elaboration, they also had to be framed in a way in which they were suitable for the temporary
organisation. This translation took place to some degree by leadership themselves, in the
meetings with the consultants. But also translation took place in the seminars with all staff and
the leader group, the structures of the change organisation (chart 6).
In this way change organisation operated at the boundary of temporary organisation, sorting out
which themes to take into account in the temporary organisation, and framing them in suitable
ways, the framing taking place in structures, seminars and meetings, at the boundary of the
temporary organisation. The output of change organisation being dialogues of clarification,
attitudes and values as resources for the work in temporary organisation. Further, inspiration and
motivation for the work came through as clarified issues to take into account in the work or
general views of the overall direction of development.
With the words of Habermas (1981, articel III), the change organisation regulated intake of
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opportunities and requests form the system world, that is outside partners and authorities. Intake
was implemented through a translation and framing in the change organisation, before presented
and utilised in the organisation´s life world, the temporary organisation. Change organisation
became a boundary control function (chart 7) between system world and life world (Miller and
Rice, 1975). In a discussion about management of boundaries, Roberts (1994) emphasises that
when an organisation serves several tasks, the boundary control function becomes crucial, not
only between external and internal environment, but also between internal groups in the system.

About dialogue and reflexion
Several quotes (appendix 3) indicates the organisation´s capacity and competence to dialogue
and reflect. Quote 9 indicates, that when situations of lack of information or not-knowing
occurred, accountability was present, stopping a project or a process.
Following Isaacs (1993), a capacity to investigate, what and how to understand a situation was
established in a suspension of a process. In this way it was to some degree avoided to push
individuals or groups too far in a process, if they did not catch up with a situation. Then after a
dialogue the work was continued, “step by step” as indicated. Dialogue and reflexion turned out
to be useful working methods, as it also was accepted among staff and leaders, to make
time-outs, suspensions, when necessary for development. Consciously and unconsciously
conditions for real dialogue were established (Senge, 1999, p 213), or at least aimed at, when




suspension of assumptions and certainties
looking at each other as colleagues and peers
facilitating the process of dialogue

presumably never excellently, but mostly good enough to proceed a process or project afterward
the dialogue.
At a macro-level, the overall change process itself can be seen as a dialogue process (following
Isaacs, 1993). First, instability of the old organisation (the original container) caused by the
external decision to move out of existing buildings much earlier than expected. Consequently
deliberation of issues important to handle are discerned and named, by formulating six general
issues for elaboration, represented by six structures in the temporary organisation.
Suspension, or time-out, for investigation and exchange of knowledge and opinions was the
temporary organisation itself, as the space available for dialogue, where instability in the
container, the old organisation, could be handled. Third step, the dialogue of investigation now
took place as conditions for enlarging shared, common knowledge and insight of all kinds,
including emotional data. The dialogue finally proceeded in metalogue, where enlarged
understanding and knowledge collectively was utilised inside the temporary organisation, in
framing the structures and cultures of the new organisation.
Several other examples of useful dialogue are indicated in the reflexion groups. One is when in a
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seminar in the leader group, things stuck. Due to misunderstanding and bad timing of
information, there was uncertainty, anxiety, anger and conflicts present in the group. This
instability and experience of not-knowing called for a break and an adjustment of the agenda for
the seminar. The consultants chose to suspend the agenda for the seminar, inviting the group to
work and investigate on one single item: encouraging or restricting elements of collaboration in
the group. This was the theme for inquiry and investigation for one hour, in which the group
formed a circle, as a small study group. The two consultants participated by hypothesising and
linking understanding, made available through the dialogue. The seance, the metalogue, must
have had a positive effect, as more leaders in the reflexion groups voices such an effect, which
quote 10 also clearly indicates.
Besides being examples of dialogue, the above also visualises willingness and confidence large
enough to take up dialogue, as not all items taken up were easy to dialogue on, often touching
individuals or groups emotionally, restricting some individuals´ interests and expectations on
behalf of others.
A special case of dialogue and reflexion was the reflexion groups themselves, done for the sake
of this study. A request from outside the organisation, from a researcher, deliberated a certain
issue to be investigated: Learning from organisational change. A suspension was created through
three meetings in reflexion groups, in which a firm structure was set up as context for a dialogue.
And it actually turned out as a dialogue. Everybody potentially had room for participating. Even
though not all participated to the same degree, no one went through without voicing something.
Often participants linked and associated to each others interventions, enlarging understanding
and knowledge (quotes 12 and 24 are indications). Metalogue was created.

Issues of learning
Huge challenges met the employees, when changes were announced back i September 2000.
Everybody became aware, that something drastically was ahead. Now looking back also
everybody acknowledge, that many things have changed, mostly in positive directions.
Individually, the new requests of the new organisation have been balanced out with new
opportunities, giving employees chances to learn. Through the redefined positions and
collaboration with, and about, clients, new competencies have been developed in order to meet
the new demands. For example, kitchen and service employees have got much stronger relations
to clients (quote 19). And professionals have adjusted their work to be more supportive about the
clients, towards clients “helping themselves”, instead of doing everything for the clients. In this
way professionally the organisation has been lifted to another level of working (quote 6).
On personal levels there have been development too. The change process has developed stronger
and more independent employees (quote 5), indicating enlarged knowledge and understanding by
the individuals, as a basis for being an employee in the organisation.
More interesting though is the huge amount of organisational learning, as visualised above. After
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disconnecting the old organisation, a number of competencies had to be developed and
implemented, in or order to run temporary organisation.
A primary learning issue, derived form the analyses is, that it is the disconnection of old
organisation itself, that provokes the learning. The disconnection necessitates alternative
structures to be developed, and alternative competencies by all employees to be discerned,
developed or learnt, these being the structural and cultural resources implemented in the
temporary organisation and the change organisation. The disconnection then gave room for
development of a number of important organisational competencies. The data gathered points to
the following as the most important, by employees as well as leaders:


Leadership capacity, including willingness and ability to take initiatives, feeling
responsible and accountable for projects and processes throughout the temporary
organisation



Reflexion capacity and dialogue, discerned and developed as a core instrument for
developing personal as well as organisational competencies during the period of
transition



The importance of information, openness and authenticity during the process, as a firm
basis for ensuring confidence, engagement and motivation at a high level, throughout the
organisation



Development of leader group, becoming a group that works as a group, especially with
regard to communication and collaboration, and making use of the group for
investigation and support of each other in their role as leaders

Another important issue of learning is the avoidance of resistance, to a large degree, by the
disconnection of the old organisation. Rigid, nostalgic, old shit. These were the notions used
about the old organisation, representing a culture, which could have injuncted strong elements of
resistance (quote 2). Hirschhorn (2000, chap. 4 - 6) visualises how social defences as basic
assumption behaviour, covert coalitions and organisational rituals could have obstructed
organisational development.
The structures for holding the forces of resistance were neutralised. Resistance did though exist
in the temporary organisation. As indicated, the reflexion groups points to instances of potential
resistance, for example the tendency to a split in the leader group, a potential fight/flight group
(quote 23), and the tendency for all employees to see the principal as an omnipotent leader,
making themselves a group of dependent and awaiting employees, a basic assumption dependent
group. The main impression still is, that much resistance was avoided by creation of the
temporary organisation.
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Throughout the change process has been a strong focus on clients and tasks. Creating a culture
of “pride in work” (Hirschhorn, 2000, p 229), the learning being that focus on clients and tasks
creates engagement and motivation, in a direct way. But also indirectly, by the assumption, that
the focus and attention on clients, had an influence on clients themselves. They may have felt
more acknowledged and valued, more respected as human beings (quote 3 and 21), and as
independent individuals more than clients. A stance of “pride in being” has evolved among
clients, a stance sponged up among employees, as emotions of feeling acknowledged and valued
(following Cardona, 1999). And feelings of acknowledgement and being valued are basic
conditions for being engaged and motivated in any task. So, creating the space for working
directly with the mission for an organisation, in this case collaboration with the clients, develops
engagement and motivation, is the learning.
A further issue of learning is, that when you are about to change an organisation or even a group
or a team, then involve everyone who are affected by the change. In this case all staff would be
affected, and consequently all staff, including all leaders, was involved, by occupying positions
in temporary organisation. And consequently everybody had a voice in the changing process, and
from one´s own position everybody had an influence. Boëthius (1999) reaches similar
understanding, when involving staff affected in a change process, ensuring staff influence on the
outcome of a process, in which staff themselves are affected.
The alternative could have been a small group of employees and leaders, who had planed and
implemented the new organisation. Or even more centralistic, principal and vice principal on
their own could have decided on a new organisation, and ordered staff to implement their
decision. In both instances presumably huge resistance would had aroused, exactly because the
affected members of staff would have been without influence on their own future working
positions.
A final learning issue is the establishment of the change organisation, as a boundary control
function, around the temporary organisation. Being in a stance of changing, more different and
difficult issues must be assessed at the boundary, and the idea of having external persons to help
in assessing what to take in to work with and how, obviously have been helpful for the
leadership of the change organisation, that is principal and vice principal (quote 16). The
learning being, when changing an organisation ensure a boundary control devoted for the change
process, and ensure competencies in the boundary control, which effectively can assess what is
important and what is not (chart 7, also Roberts 1994).
Another perspective of assessing learning is Palmer´s topology (chapter 2). Implemented the
question becomes: Which types of learning took place during the period of transition?
Presumably learning for survival took place, especially during the initial stages of the transition,
when only was known, that the institution was to move out of existing buildings. Unconsciously
people were affected and reacted, indicated by quote 7. Reactions were based more on feelings
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than facts, without considerations.
Learning for development took place. In temporary organisation the structure: Training and
educational projects is an important mental space for employees to attend, in order to develop
competencies necessary to enable the individual to adjust suitably to the new conditions. Some
attended these activities deliberately, others because they felt they just had to do something.
Learning and modifying took place. When disconnecting the old organisation from the activities
creating the new organisation, then simultaneously was visualised a request to modify attitudes
and values. It was obvious, that some attitudes and values, belonging to the old organisation, had
to be adjusted and some of them rejected in future (quote 1 and 21). In temporary organisation
spaces were available for adjusting former attitudes and creating new, and spaces where hopes,
dreams, ideas and considerations could be elaborated much more freely, than possible in the
structures of the old organisation. And staff attended on a conscious level in fantasy groups,
groups of clients´ influence and others, even presumably concrete choices of particular groups
were on unconscious levels.

About the consultants
As mentioned, the author of this study and a colleague served as consultants for the organisation
during the change process. Their work was in several instances acknowledged throughout the
reflexion groups (quotes 16 and 25). In working as consultants, their outset was the ideas and
guidelines, outlined in chapter 2.
In a discussion between the consultants they asked themselves, why they succeeded well in their
consultancy, as they also themselves thought they did. Some issues surface out of that
discussion. First is, that they worked well together as a team, signalised they were a team, and
could be trusted as a team. And they were at the same time aware of and able to give each other
space in the collaboration, respecting each other´s differences. On the personal level they are
very different: One younger, female and a few years experience as a consultant, the other elder,
male and experienced as a consultant. And different too in academic and educational
backgrounds.
Their own conclusion about their collaboration is, that they through implementation of intuition,
held by one of them, and structuring capacity held by the other, managed the change activities in
a way, that supported the organisation to work on relevant and important issues in a suitable
way. Also, when running activities seemed inappropriate, they investigated about the situation in
the moment. If planned activities were not suitable, agendas were adjusted or changed, taking
into account issues important to elaborate in the moment, also issues about the dynamics in the
group present.
Another important issue is, that they mostly succeeded to stay on the edge of the organisation,
being enough inside to understand and investigate, and being enough outside to prevent them
from being a part of the organisation´s inner life. Mostly, because during periods the consultants
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were very close to principal and vice principal. Employees may have been influenced by
experiencing the consultants more as a firm part of leadership of the change organisation, than
consultants for the leadership.
At one point the consultants question their consultancy. There were two leaders and two
consultants. In both teams, one intuitive, one structuring, one introvert, one extrovert. Even
though the leaders were both men, the consultants may have mirrored the leaders. And this
dynamic may have influenced, and perhaps hindered an investigation of collaborations between
principal and vice principal, between the consultants and among all four.
The consultants frame their own learning as follows:


The importance of being a team in the project, having a space for sharing views,
opinions, proposals and ideas, and utilising the team for dialogue and supervision.



Being aware of their differences, they succeeded in implementing their individual
competencies, along with their shared knowledge about the organisation in a way
possible for the organisation to take in and utilise.



They experienced their collaboration as real, emotionally balanced, respectful and
non-competitive.



They experienced being attached to the organisation on the edge, continuously having an
insight and exposing authenticity toward the organisation.

If conditions like these are absent in a team of consultants, the learning and recommendation is:
form another team.

About reflectors and general assessment
When reading reflectors notes a few supplementary themes comes through. First question is,
wether it influenced reflexion groups to have an external person present, while reflecting. There
is not direct evidence, as neither reflectors nor participants in reflexion groups voices the
presence of a reflector. An indirect evidence is, that a participant questions the reflector in the
break of the meeting, exposing scepticism about reflectors role. To some level then, dialogue has
been influenced by the presence of the reflector.
Further two reflectors comment, that for some periods of the meetings, participants are directing
communication versus the moderator. This could be interpreted as a sort of giving back, from the
participants to the consultant, who former was the helpful and assisting person. In one group, the
reflector in the break finds out, that two of the participants are a married couple, and this
presumably have influenced their interventions, as well as the two others in that certain group.
For these reasons, participants may have been reluctant to some degree about critical or
personally difficult issues.
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Two reflectors directly points to the dynamics in the group, as it is exposed during the meeting.
In one instance there seems to be a double pairing, two versus two, competing about the space
and the right to speak. The other instance is about the participants attempting to relate to the
moderator, expecting him to question further or frame issues, making themselves dependent on
moderator. For other periods there seems to be a tendency to look at a male participant as the
leader of the group, according to the reflector, again pointing to a stance of dependency.
Reflectors all experience an asymmetry in participating, but do not comment on this fact
specifically. Still they all experiences dialogue, participants mostly engaging and intervening
actively, from their positions and roles.
Taking into account the modifications from reflectors, it seems that data exposed in reflexion
groups are reliable to a high degree. Also that data have been worked through transcription,
translation and interpretation must be taken into account, but still data are assessed as reliable
and firm background for the findings above.
Reflectors do not question, wether dialogues were about what they were intended to be: About
change processes and learning. The intentions of the reflexion groups and this study seem to
have come clearly through to participants of reflexion groups. Validity of data assessed as high.
From the perspective of the moderator it is assessed, that data from reflexion groups are reliable
to a large degree. Surely, there were sequences in the dialogue, where difficult issues were
approached, and where participants presumably experienced difficulties in voicing their opinions.
Also a few sequences of silence indicates some reluctance in framing certain experiences. But
still form the moderators position: A very real dialogue. An through all three groups, participants
were aware of the agenda: Learning from the change process.
Generally then the findings above can be taken in as elements of Learning from Organisational
Change, when remembering the theoretical and practical outset for this study, as outlined in
chapters 2 and 3. The findings are certainly not final truths about Learning from Organisational
change, but statements for discussion, when discussing Learning.
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5. Conclusive remarks
Writing this dissertation has been a learning process in itself. The learning being about the value
of looking back, making a time-out for questioning and, importantly, listening to the people with
the experience of the changes.
The primary task of this study (chapter 1) has been to investigate, analyse and formulate


issues of learning related to experienced organisational change

Some of the learning from this particular case has been visualised and formulated. Presumably
there is much more. For example: Did employees have enough time and space to face the
farewell? Was the reparative culture of the temporary organisation strong enough to contain the
individuals´ feelings of loss? Or did they go elsewhere with their mourning?
A reflexion group member says that the change process has developed strong and independent
employees (quote 5). The strong focus on task and collaboration with clients seems to have been
crucial for the learning, is one theme. Another, that those who were influenced by the changes,
also were involved in working with the changes. A third element has been the openness
throughout the process, about what was known and what was not known, as a basic condition for
success.
This also points to leadership, by the principal and vice principal. Their awareness of
competencies by all staff, and trusting them by involving all directly in the change activities.
These were necessary conditions, coupled with the leadership´s ambitions and visions on behalf
of the organisation and themselves.
Could the change process like the analysed be repeated? Certainly not step by step, but taking
into account the main learning issues from this study, may reduce much resistance and many
failures, for the benefit of clients and staff in organisations, facing huge changes. Especially
when remembering, that what is not connected must be disconnected, in the same way that old
organisation, in the case for this study, was disconnected from change processes and change
activities in the temporary organisation.
Certainly it must be remembered, that organisations are systems with boundaries, which have to
be controlled. It must be ensured, that the complexity and perhaps chaos from the outside world,
is assessed and translated into working themes, before taken into the organisation. The other way
around, it must be ensured, that the organisation delivers an output, which is demanded and
acknowledged outside the organisation. In this case the welfare of clients, acknowledged as
human beings.
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Notes

Note 1
As a Danish postgraduate student at the University of the West of England, this study has been
written in English. But the context is Danish, as is my mother tongue. All translations in the
study is my responsibility, wether it is translations from literature, documents, my own or others
notes and most importantly the dialogues in the reflexion groups.

Note 2
Some of the materials used in this dissertation has previously been discussed in coursework for
certain modules for this award.

Note 3
For recording dialogues in reflexion groups is used:
Mini-Disc Recorder: SONY Portable MiniDisc Recorder, MZ-R55
Original recordings of reflexion group dialogues are available for examiners, on request.

Note 4
Transcriptions of reflexion group dialogues are available for examiners, on request.

Note 5
Original recording of meeting between consultants, October 2002, is available for examiners, on
request.

Note 6
Dates of meetings and seminars is substituted with month, in which the activity took place, due
to anonymity of the institution.

Note 7
Number of words in chapters 1 - 5:
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List of activities: meetings and seminars
Date

Time
(days)

September 2000

½

Activity

Keywords of contents

Meeting with
principal and vice
principal

Outlining the situation about moving out of exiting buildings to an number of new, smaller
institutions, reorganising and adjusting tasks
Meeting with the leaders, outlining the whole situation about moving out of present buildings to
a number of new and smaller units, adjustment in staff, changes in positions in the leader group,
adjustment in financial conditions, as the most important themes.

planing a seminar for all staff

cultures and values to be preserved

outlining a contract between the institution and us as consultants

November 2000

1

Seminar with all staff A seminar for all staff, with the task to introduce staff to the coming changes, to inform about
decisions taken, what needed to be decided on, and giving the staff an opportunity to ask
questions and exchange information among themselves. In the seminar work was organised over
three headlines:

information from leaders to staff

inquiry and dialogue about the situation among staff and between staff and leaders,
organized as a hearing

initiating work groups about tasks and aims for the planed new units

December 2000

1

Seminar with leader
group
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Seminar with the leader group, the group being in a mode of frustration. Not everybody could
have exactly the position they wanted in the new organisation. The atmosphere being tense, also

Date

Time
(days)

Activity

Keywords of contents
with anxiety, anger and uncertainty, and with fantasies about knowing and not-knowing. The
work was organised over three headlines:

lining up themes, questions and problems that the individuals found important to be
handled before the total change was implemented

one-hour small study group for dialogue about difficult issues

fantasies and wishes about future situation - one to two years ahead

January 2001

½

Meeting with
principal and vice
principal

February 2001 A

1

Seminar with all staff This seminar had the overall task to enlarge knowledge and insight among staff, the headlines
being:

important values and attitudes to perceive

information from leaders about present situation - decisions taken

information from an external professional team about future support

inquiry and dialogue among staff about the situation, organized in hearings in two steps

February 2001 B

1

Seminar with leader
group
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An overview of the situation. What had been done about recruiting staff and leaders to the new
units, decisions made on higher levels above the institution.
Preparing next seminar with all staff:

information to the staff

inquiry and dialogue among staff, and between staff and leaders

This seminar mostly focussed on immediate problems and issues to be handled in the process of
moving and reorganizing. But also there was time for a session in three groups for interviews in
pairs, and reflections on interviews, these being about issues of special concern by the individual
member, who was interviewed.
Further the seminar worked on planning the coming seminar with all staff and the coming 2-days

Date

Time
(days)

Activity

Keywords of contents
seminar in the leader group.

March 2001

½

Meeting with
principal and vice
principal

This meeting again started with a status about most urgent issues to be handled among staff
and leaders. But specially the meeting was about what was needed in the leader group, that is
what was to be the themes for the coming 2-days seminar in the leader group. Issues about
shared knowledge and visions, values and culture was decided, as main focus for the seminar in
the leader group.
Also the coming seminar with all staff was discussed, but mainly this had already been planed in
an earlier meeting.

April 2001 A

1

Seminar with all
staff, and
approximately 10
clients

This seminar had two main headlines.
Clients presented their views and expectations (with the help from employees) about future in
the new setting, and how they, the clients, expected to be involved in daily life, which afterwards
was discussed in groups, the clients participating. In connection with this, the new organizational
units presented their view on what
should be their main focus in future.
On the basis of this process an inquiry and dialogue was arranged, where employees were
involved across the new units, ending up with statements about how to work together among the
new units, values and ideas, communication and expectations from leaders and external partners.
A special setting was arranged, called a “café-model”.

April 2001 B

½

Meeting with
principal and vice
principal

Again a status, also about the leader group, and potential changes in the leader group. One new
member to be integrated, and perhaps two other out, because of time limited positions.
Mostly was discussed what kind of activities to be introduced and worked with in the coming
seminar in the leader group, the need especially being about communication, collaboration and
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Date

Time
(days)

Activity

Keywords of contents
common insight about the individual´s values, attitudes and expectations.

May 2001 A

2

Seminar with leader
group

A 2 days seminar with the leader group. The first day the group was given a special task, which
was to develop the layout and the outline for a web-site about the new organisation. The group
was asked to organize themselves best possible in relation to task, only the principal was to be
leader of this temporarily organisation, and a few other rules were given about time, meetings
and the role of the consultants. An evaluation was done with regard to collaboration,
communication, decision making and so on.
Second day: common insight among members of the leader group, arranged in two steps:

interviews in pairs, about the individual´s values and attitudes in relation to leadership

meta interviews, where the interviewer was interviewed by a third person, about the
originally interview person, with an observer to reflect on main themes in the meta
interview (ex: A interviews B, B is interviewed by C about A, D reflects on B´s
statements about A)

May 2001 B

½

Meeting with
principal and vice
principal

An overview of the situation and follow up on especially last seminar with the leader group.
The organisation now is about the move out of existing buildings to the new settings, being busy
and stressed about it.
Some work on the future activities, which is 1-day seminars in each of the new units, and
another 2-days seminar in the leader group, from now till November 2001.

September 2001 A

½

Meeting with 3
leaders

Preparing 1-day seminars in each of the leader´s sections.
Specially about the relation between employees and clients, where clients are offered to work “as
employed”.
The new situation for the administration, which is now far more characterised by coordination,
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Date

Time
(days)

Activity

Keywords of contents
than former by administration.
Leadership - development of leadership by the individual leaders.

September 2001 B

1

Seminar with one of
the new sections

September 2001 C

½

Meeting with 1 leader Preparing 1-day seminars in each of the leader´s sections. This section characterised by high
level of activity, many new projects and stress. How can an overview be established and how
can we learn to know each other better.

September 2001 D

1

Seminar with one of
the new sections

About involving clients - how and who is responsible for the work, clients do and how they act
“as employed”, versus at the same time being clients.
Collaboration and team-work.

October 2001 A

1

Seminar with one of
the new sections

Focus on accountability and collaboration, and establishing a higher level of insight about each
other among employees (interview reflexion system).

October 2001 B

½

Meeting with vice
principal

Overview and planning seminar with the leader group.
Discussing necessary follow-up activities in the institution and the sections.

October 2001 C

2

Seminar with the
leader group

Collaboration and new initiatives for the leaders.
What do we have to develop? As a leader group and as individual leaders?
Work about how to support each other, develop confidence among the members, and work on
strengthening the group as a unit.

November 2001 A

1

Seminar with two of

About primary task int the two sections and how to relate to the rest of the organisation, when
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Teamwork and collaboration.

Date

Time
(days)

Activity

Keywords of contents

the new sections

demands toward employees seem to increase, because of changes and development in primary
task.

November 2001 B

1

Seminar with one of
the new sections

Developing methods and ways of working in the section.

February 2002

½

Meeting with
principal and vice
principal

An overview, and discussing the need for new or other supportive activities for the sections and
their leaders.
The leader group: possibly another two days seminar (possibly just before summer holidays or in
the autumn 2002).
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Appendix 2: Access to organisation and process of data gathering
1.

Access to organisation to be analysed and process of data gathering
August - November 2002

2.

Letter to principal

3.

Formal letter to principal

4.

To members of reflexion groups

5.

Letter to reflectors

6.

Question guideline for reflexion groups

7.

The primary task of the reflexion groups

8.

Agenda for meetings in the reflexion groups

9.

To members of reflexion groups, personal data

10.

To members of reflexion groups (after the reflexion group meetings,
with copy of transcription).
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Access to organisation to be analysed and process of data gathering
August - November 2002
1.

Phone to the principal of the organisation to be analysed, August 2002.

2.

Letter to principal, with general information about the research project, August 2002.

3.

E-mailing with principal about practical planning of reflexion group meeting, August
2002.

4.

Formal letter to the principal, asking for access to his organisation and permission to do
the research in collaboration with some of his employees, September 2002.

5.

Access and permission given, by the principal´s underwriting of item 4, September 2002.

6.

Principal appointing members for the three reflexion groups, September 2002.

7.

Letter to members of reflexion groups, September 2002.

8.

Letter to reflectors, asking for their help as reflector of one reflexion group each,
September 2002.

9.

Question guideline, September 2002.

10.

Primary task for reflexion groups, September 2002.

11.

Agenda for reflexion group meetings, September 2002.

12.

Personal data from reflexion group members, September 2002.

13.

Three reflexion group meetings in September and October 2002.

14.

Transcribing dialogue of reflexion groups in September and October 2002.

15.

Letter to reflexion group members, with copy of the transcribed dialogue in which they
participated, October 2002.

16.

Meeting with consultant colleague about learning in the project, October 2002.

17.

Notes from reflectors, October and November 2002.
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August 2002

Letter to principal
Mr.
Principal

Thanks for your positive attitude towards being available together with your organisation for my
dissertation work for my Master Course. I am now reading and outlining a plan for my work.
I have a couple of questions and some information for you in relation to focussing on the
organisational change process in (the name of the organisation), as object for my investigation
and dissertation essay. I hope you can help me with these questions, within a limited span of
time. You may else have an impression of my dissertation and with what I am working in the
enclosed: Proposal.
Before I do interviews and reflexion groups, I will send you a formal letter asking for permission
to make use of the process by you in my dissertation, and under which conditions I will do that.
When I get that far, I will also ask for your help to find and appoint interviewees and members
for reflexion groups. I will ask you and your vice principal to participate, but further I expect 2 4 members of the leader group and 4 - 8 employees to participate. I will determine that later,
when considering the overall method. But participants in this investigation should all have
participated in the total change process, from September 2000 till February 2002.
Participants in interviews and reflexion groups of course are ensured anonymity, as is the
organisation as a whole. And persons who might wish to withdraw during the investigation
process are free to do so, whatever their reasons. All participants will receive a small letter about
the conditions for participating in my project.
I have sketched out the organisation as I understand it now, enclosed. If you have corrections,
please let me know. However I also need a sketch of the organisation as it looked before the
organisational change process started. Can you help with a drawing or something like that, even
a handmade drawing - I will do the finishing.
Regarding doing the interviews and reflexion groups I expect to do these in September and
beginning of October. Dates will be announced later.
That is what I can tell wright now. But if you have questions, let me please know.

Sincerely
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Joergen Joergensen
September 2002

Formal letter to the principal
Mr.
Principal

Dear
Regarding my education, a Master Course at the University of the West of England, I have
chosen to investigate the theme: Learning form Organisational Change. This will be the theme
for my dissertation study.
I contact you to ask for your formal permission and acceptance, that I focus on the
Organisational Change that took place in your organisation from September 2000 till February
2002.
In my role as organisational consultant I have participated in this change process, together with
my colleague Mrs. LL participated, in closely collaboration with you and your employees. I have
given myself the task to investigate the value of the activities, in which I have participated and
conducted in your organisation.
Totally 21 activities have been agreed on and carried out:






7 meetings with the leaders, you and your vice principal
4 seminars with the leader group
3 seminars with all employees
2 meetings with the leaders of the new sections
5 seminars with the employees in the new sections

and further all the work in the organisation, in which the consultants was not directly involved,
but still linked to the change process. Through this work a new organisation has been developed.
My investigation and task is to assess


issues of learning related to experienced organisational change

What has been the learning for the organisation as a whole? What was the learning for leaders,
members of leader group and employees? What did consultants learn?
Data for my investigation will be gathered through reflexion groups, 3 or 4 groups with 4
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persons in each, the groups mixed in a way which represents leaders and organisational units of
the organisation. I participate in all groups, as researcher and moderator of the meetings. I will
appoint one person, external your organisation, to participate as observer and reflector, with the
task to give me feed-back after the meetings in the reflection groups. Later in the process I will
decide, wether it will be necessary to supplement with interviews of individuals from your
organisation.
The dialogue in the reflexion groups will be recorded on a mini-disc recorder, as my data file.
The recordings will be transcribed and participants get opportunity to read and comment the
transcription, if they want to.
The participants of the reflexion groups and possible interviewees are of course ensured
anonymity, as well as the organisation as a whole. And persons who might wish to withdraw
during the investigation process are free to do so, whatever their reasons. All participants will
receive a small letter about conditions for participating in my project.
The written report, that is my dissertation study report, will of course be available for you. I
expect it to be ready for you by the end of January 2003.
I hope you and your employees will participate in my study on the above conditions.
Lastly I shall kindly ask you to formalise this letter by your underwriting.

Sincerely

Joergen Joergensen
Master-student

The above accepted
(place and date)

(signature)
Principal
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September 2002

To members of reflexion groups
Dear
Thanks for your commitment to join the work with my dissertation study regarding my Master.
My task is to focus on the changes during September 2000 till February 2002, initiated through
moving out of your former residential. I invite you to participate in a reflexion group
— day the xx of September 2000, at (time) in an office on (address)
In the change process 21 different activities have been carried out, with consultants involved.
The activities involving the two leaders, the leader group as well as all employees in different
contexts. Further there has been worked in the organisation without consultants. Through this
work you have participated in developing a new organisation.
My investigation and task is to assess

issues of learning related to experienced organisational change
What has been the learning for the organisation as a whole? What was the learning for leaders,
members of leader group and employees? What did consultants learn?
Data for my investigation will be gathered through reflexion groups, 3 or 4 groups with 4
persons in each. I participate in all groups, as researcher and moderator of the meetings. I will
appoint one person, external your organisation, to participate as observer and reflector, with the
task to give me feed-back after the meetings in the reflection groups. The dialogue in the
reflexion groups will be recorded on a mini-disc recorder, as my data file. The recordings will be
transcribed and you get opportunity to read and comment the transcription, if you want to.
You are course ensured anonymity, as is your organisation as a whole. If you during the process
might want to withdraw, in the reflexion group or later, you are free to do so, whatever your
reasons.
The written report, that is my dissertation study report, will of course be available for you. I
expect it to be ready by the end of January 2003.
In our reflexion group meeting (date) I will introduce more specifically how we will carry out
the meeting, and how we will work with the task.
I look forward to our meeting.
Sincerely
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Joergen Joergensen
Master-student
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September 2002

Letter to reflectors

Dear
Thanks for your commitment to join the reflexion group (date).
Reflexion groups are my primary source for data gathering, in which I want to establish a
dialogue about how participants now assess a huge organisational change, in which they
themselves participated. The focus of the reflexion groups will be


issues of learning related to experienced organisational change

As investigator and researcher I am directly involved in the work of the group. I will moderate
the dialogue and ask questions. Further I have been involved as consultant in the change process,
I now ask the participants in the reflexion group to assess.
I have therefore decided to attach a neutral person to the reflexion groups as observer and with
the following primary task:


to observe the dialogue in the reflexion group, and the relations and dynamics in the
reflexion group



after the reflexion group meeting to write 1 - 2 pages about the experience as participant
observer: ideas, thoughts, considerations, hypotheses, about content of the dialogue and
the dynamics in the reflexion group

Of course you are ensured anonymity. If you during the process might want to withdraw, in the
reflexion group or later, you are free to do so, whatever your reasons. I expect the written report
will be ready by the end of January 2003, and you will get an opportunity to see the report.
I will ask you for a few individual data following your written note: position, age and
educational background. These data will not be in my report, but serve solely the possibility to
compare the reflector´s background with their notes and interventions.
Sincerely
Joergen Joergensen
Master-student
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September 2002

Question guideline for reflexion groups



When it was announced that you were to move out of your original, old residential
institution, and the whole of the organisation were to be changed - what did you think?



In the process a number of activities have been carried out:

do you remember some of these activities?

what were they about?

how did you experience the specific activities?

positively

negatively

did you find the activities useful?

was something missing?



Taking the activities as a whole, how then will you now assess this work?

from you own point of view?

from the point of view of your leaders

do you have an idea of the value for the whole of the organisation? How?

do you especially remember specific activities? Why?

how did you yourselves implement the different activities?



Consultants have been attached to the process

which kind of benefit did you have from the consultants´ work?

which initiatives did you find missing?

which activities should the consultants have avoided?

were some of the consultants´ activities especially useful?

5.

There has been ups and downs during the process:

what did you especially find useful? Or what do you think, you have learnt?

what would be your advice for others in the same situation?

what would you advice others against?

6.

The process was an experience for each of you as individuals, but also an experience for
the organisation as whole.

in this view, what did you find the most important? What do you think you have
learnt?

what have the organisation learnt?



The last questions:
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what for you have been the most peculiar or most impressive?
something that we have not been around?
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September 2002

(flip-chart on the wall in the meeting room for the reflexion groups)

The primary task of the reflexion groups is to investigate and assess:

Issues of learning related to experienced
organisational change
September 2002
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(flip-chart on the wall in the meeting room for the reflexion groups)

Agenda for meeting in the reflexion groups:
(time)

00.00 - 00.15 Presentation
The project, roles, form of meeting
00.15 - 00.45 First dialogue seance


Issues of learning related to experienced organisational change

00.45 - 01.00 Break
01.00 - 01.30 Second dialogue seance


Issues of learning

01.30 - 01.45 The further process
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transcriptions, January 2003
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September 2002

To members of reflexion groups (personal data).

I will ask you to give me a few individual data, as indicated below. These data will not be
included as a special part of my report, but solely severs the purpose that I will be able to
investigate differences with regard to position, seniority and education among all participants in
the reflexion groups.
It is not necessary that you fill in your name. But it will be easier for me, if I later have to
contact you for concrete, clarifying questions with regard to your participation in a reflexion
group.

Personal data
Position
Age
Seniority in organisation
Education
Name (if convenient)

Sincerely

Joergen Joergensen
Master-Student
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October 2002

To members of reflexion groups (after the reflexion groups meetings,
with copy of transcription)

Dear participant
Enclosed please find copy of transcription of our dialogue in the reflexion group on (date). It was
exiting to write out the dialogue, and I think there is many rich statements, which can be
connected and give us all new understanding.
Attached at the end is a chart, which you can use for possible comments. I have no specific
expectations about comments, perhaps you have some, perhaps not, and either is fine for me.
I should like to have your comments within a couple of weeks, and at the latest (date).
The transcription with your comments and corrections should be sent to me at the address
Joergen Joergensen
Uddannelsesafdelingen
Bjørnholms Allé 20
8260 Viby J
or use my e-mail: uddanafd.jj@aaa.dk, if that is easier.
Once again - thanks for your contribution.

Sincerely

Joergen Joergensen
Master-Student
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Appendix 3: Quotes from reflexion group dialogues
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Reflexion Groups
G18 = Reflexion group, with four employees, whose daily work is with the clients, the meeting
done on 18th September 2002
G22 = Reflexion group, including the principal, one member of the leader group and two
employees, whose daily work is with the clients, the meeting done on 22nd October 2002
G23 = Reflexion group, with four member of the leader group, including the vice-principal,
meeting done 23rd October 2002
Quotes from reflexion groups
The numbers in brackets following the Danish quote refer to the reflexion group and the
paragraph in the transcription, for example: G22,14 is from the reflexion group done on 22nd,
paragraph 14, in that transcription.

Quote 1
Danish qoute:
“ - jeg må sige at jeg kan godt forstå hvad det er, man frygter at miste, der var nogle gode ting,
der var højt til loftet derude, først og fremmest vil jeg sige, altså man kunne rumme nogle
personer derude, som man sgu´ ikke kunne rumme andre steder. Men der var dæleme også
mange ting ved det gamle lort derude, som det ville være en befrielse at slippe af med” (G22,14)
Translation:
“-- I must say, I very well understand, what it is they are afraid to loose, there were so many

good things, there was out there wide space first of all I will say, out there some people could be
taken care of, who could not be taken care of elsewhere. But certainly also there were things out
there, old shit, which it was a relief to get rid of, –“
Quote 2
Danish qoute:
“Vores model, den er skiftet sådan som, før da ventede vi på, at der kom noget udefra, ikke - og
så skete der jo ikke noget alligevel, ikke, som trægheden nu er i systemet, ikke, så gik der vel
fjorten år før ændringer trådte igennem, og da kan man sige da er det mere nu bygget på at sige,
jamen hov, vi prøver de her muligheder og så, hov der er ikke nogen der har udviklet
redskaberne til det her, så det må vi selv gøre og så laver vi noget, -“ (G18,230)
Translation:
“Our concept, it has changed in a direction, when earlier we were waiting for something to come

from outside - and then nothing happened anyway, as normally the resistance in the system
functions, then fourteen years would pass by before changes were implemented, then we can
now say, that it is more based on the idea, yes, we try these options and then, oh, no one
developed the tools for this, so we have to do that too our selves, and then we do something - “
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Quote 3
Danish qoute:
“Og så synes jeg at samspillet med det parallelforløb for brugerne, det har faktisk givet synergi,
fordi det at det så også virkede for brugerne og at man kunne udvikle tingene sammen, det synes
jeg sgu´ var har - næsten har givet overskud af energi i perioden.” (G22,49).
Translation:
“And then I think the interaction and the parallel processes with clients, actually has given

energy, because that it also turned out nicely for the clients and we were able to develop things
together, that I really think - nearly given a surplus of energy in the period”
Quote 4
Danish qoute:
“Men vi foretog også det bevidste valg, at det var brugerindflydelse vi ville fokusere på, ikke, så
vi nedtonede nogle af de andre ting på daværende tidspunkt.” (G22,224).
Translation:
“We decided deliberately, that it was on client´s influence we wanted to focus, and then we
toned down some of the other issues at that time”

Quote 5
Danish qoute:
“Altså det man jo også skal regne med, det er, at når en proces kører sådan her, så får man altså
også meget stærke medarbejdere, i den anden ende, man får jo meget - der bliver jo en masse
selvstændighed - “ (G22,196)
Translation:
“So, what you have to count in is, that when you run a process like this, then you also get very
strong employees, at the end, you get - a lot of independence is developed - “

Quote 6
Danish qoute:
“ - så blev vi enige om, jamen det er der faktisk ikke nogen i organisationen, der overhovedet
har overblik over, så vi kan ligeså godt formulere det selv, og så prøve at sælge det. Og det
lykkedes så, altså vi havde en model som - som så (forstander) købte, jo. Fordi det var jo os, der
skulle arbejde under den. Og det vil sige, det var egentlig en meget god måde at komme i gang
på- “ (G18,48)
Translation:
“ - so we agreed that no one in the organisation had an overview of the situation, so we may as

well formulate something ourselves, and try to convince others. And we succeeded, we had a
model - which (the principal) acknowledged. Because we were the people to work with it. And
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therefore this was actually a good way of getting started - “

Quote 7
Danish qoute:
“ - - vi har haft sådan en tendens til - vi har ikke - ikke snakket så meget om alle forskellige
vinkler på hvordan vi nu skulle gøre det, vi har fået en idé, og så har vi gjort det, og så har vi
bagefter sagt, næste gang så kan vi lige gøre sådan i stedet for sådan, det der det var smart, det
der var ikke smart.” (G22,56)
Translation:
“ - - we felt a tendency to - we have not - not talked so much about the different ways of how to

do it, we got an idea, then we did it, and afterwards we said, next time we do like this instead of
that, this was smart to do, that was not smart.”
Quote 8
Danish qoute:
“ - og aftale nogen ting, ja det må komme an på en prøve og så kører man simpelthen et forløb
og siger, nu gør i altså det vi tre - fire måneder og så må vi se hvad det ender med, selvom det
kan være lidt strengt, så - så har det faktisk været godt.” (G18,140)
Translation:
“ - and then agree on something, yes, this have to be tested out, and then you simply start a

process and say, now we do this for three - four months and then we see where we end, even it
may be a bit difficult, then - then it actually turned out to be fine”
Quote 9
Danish qoute:
“Jamen, så lavede vi stop på det, så sagde vi: lig stille, vi må finde en anden måde at gøre det
på, ikke, det må komme hen ad vejen, en ting ad gangen, nu må vi lige flytte også, og i gang, og
så tag det bid for bid.” (G18,171)
Translation:
“Well, then we stopped it, and said: Be quite, we must find another way to do this, we have to

find out while working, one thing at a time, now we have to move first, and then work on again,
and do it step by step”
Quote 10
Danish qoute:
“Så der var også meget forløsende for - for gruppen, at - at vi lavede den cirkel, som også var en
hård nyser, men - meget forløsende - ja “ (G23,95)
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Translation:
“It was very redeeming for - for the group, that
very tough work, but - very redeeming - yes.”

- that we sat around in a circle, which also was

Quote 11
Danish qoute:
“Jeg vil sige, jeg kan ikke mærke forandring i - i ledelsesfaconen som sådan, altså ikke i - fordi
vi har alle sammen ændret os, og det vil sige at, jamen det, arbejdet, sådan som vi arbejder
sammen, det er ikke på samme måde.” (G18,219)
Translation:
“I will say, that I do not feel a change in - in the way of leadership as such, that is not in -

because we have all changed, and that means that, anyway yes, our work, as we now collaborate,
it is not in the same way anymore”
Quote 12
Danish qoute:
“Nu kan jeg ikke huske, hvornår I startede, men I begyndte vel også på at gøre noget som
ledergruppe, gjorde I ikke? Sådan en lederudvikling.” (G22,91)
og
“Fordi det var da noget af det vi kunne mærke, der skete også en masse” (G22,95)
og
“Ved at lederne de troede på det, de var ved at sælge til os.” (G22,97)
Translation:
“Well, I do not remember, when you started, but you also started to do something as a leader
group, did you not do that? Something like leadership development”

and
“Because, certainly that was something we noticed, and a lot of things happened”
and
“By the fact that the leaders believed in what they were about to ask us to do”
Quote 13
Danish qoute:
“Men det er jo også det, det er det jeg siger, (forstander), det er jo det vi har lært. Det er dét vi
har lært. Vi har lært at - det har du jo også lært - jamen hvis man laver åbenhed, og siger til
folk: spørg - spørg, så svarer jeg, så godt jeg kan. Jamen så spørger folk og så kan man komme
af med svarerne og så undgår man de der frustrationer.” (G22,181)
Translation:
“But that is, that is what I say, (principal), that is what we have learnt. That is exactly what we

have learnt. We have learnt - that you have learnt too - well, if we create openness, and then tell
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people: ask - ask, and then I answer as best I can. Well, then people will ask and then you have a
chance to answer, and then you avoid these frustrations”
Quote 14
Danish qoute:
“de sidste to år har det været - ja, men det er rigtigt - og den er begyndt at fungere som gruppe”
(G23,433)
Translation:
“during the last two years it has been - yes, but that is true - and it has begun to function as a
group”

Quote 15
Danish qoute:
“Der samledes man så fra alle kroge og kom op og hørte sidste nyt, og det var så (forstander) og
(viceforstander), der havde noget på hjertet der, og det var egentlig fint. Det var en god møde at
gøre det på” (G18,36)
Translation:
“There we then gathered from all places and came up to hear latest news, and (principal) and

(vice-principal) were there, who had something to tell, and actually that was nice. That was a
good way to do it”
Quote 16
Danish qoute:
“- det synes jeg har været kendetegnende for hele forløbet at I har haft fingeren, eller hænderne
rigtigt godt nede i det her, hvad det handler om, og dermed også været i stand til at bistå os med
at beskæftige os med det rigtige.” (G22,265)
Translation:
“ - that I think has been characteristic during the whole process, that you have had hands on, or

your hands placed on the right spots, knowing what it is about, and then been able to assist us in
working with the right things”
Quote 17
Danish qoute:
“Aldrig nogensinde “ (G23,413)
Translation:
“Never ever”
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Quote 18
Danish qoute:
“ja, så vi kunne gå ind helt konkret og arbejde med de ting som fyldte os og som kunne give
energi og som kunne være læring - og vi holder dem jo - rimeligt synes jeg - altså den der
orienteringsdel den - den er virkelig tonet ned ikke, “ (G23,389)
Translation:
“yes, so we could take in concretely and work with the things we were thinking of and which

were energising and contained learning - and we do them - fairly, I think - that is, the amount of
information, that - that has really been toned down, I think”
Quote 19
Danish qoute:
“Nu har vi jo fået kæmpestor brugerkontakt, og det har været meget spændende og lære at
tackle det” (G18,148)
Translation:
“Now we have very huge contact with clients, and it has been very exiting to learn to handle
that”

Quote 20
Danish qoute:
“Og det var jo, altså vi gik meget hurtigt i stå - selv - vi var nød til at skulle have brugerne med,
ellers var der jo ikke nogen idé i at sidde der, og snakke om hvad - hvad det var vi skulle lave
fremover, uden de var der, så vi lavede de der tre store temadage det samme sted som vi var
derude i (sted). Og det var godt. Det - det gav sådan startskuddet,- “(G22,22)
Translation:
“And that was, well very quickly we got stuck - ourselves - we had to involve the clients,

because there was no idea in being there, and talk about what - what we were to do in future,
without them being there, and then we planed the three seminar days, in the same place as we
were out there in (place). And that was good. That - that was the starting signal, - “
Quote 21
Danish qoute:
“- at det faktisk er lykkedes at skifte fra, at være en centralinstitution, hvor man behandlede en
gruppe mennesker efter pakkeløsninger, at man nu er gået over til at nu laver man altså
individuelle løsninger for nogen selvstændige individer, som man har stor respekt for, “
(G22,251)
Translation:
“ - that actually we succeeded in changing from being a single big institution, where a group of
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human beings were treated referring to firmly decided schemes, then now we have changed
along a line of individual treatment for independent individuals, who you also respect, “
Quote 22
Danish qoute:
“Jamen, da tænker jeg på, det er det vi har brugt aller mest tid på, og finde ud af hvad opgaven
egentlig er.” (G18,175)
Translation:
“Well, then I think that what has been mostly our consideration is to find out, what really is the
task.”

Quote 23
Danish qoute:
“så havde gruppen været splittet” (G23,415)
Translation:
“ the group then would have been split”

Quote 24
Danish qoute:
“Og nogen gange måtte (forstander) også melde ud og sige, men jeg aner ikke hvad der sker nu,
ikke og, og da blev (forstander) også meget mere tydelig for medarbejdergruppe” (G23,223)
og
“at han var ikke den der altvidende person, som skjulte nogen ting” (G23,225)
Translation:
“And some times (principal) had to declare and say, but I have no idea about what is happening
now, you know, and (principal) became very distinct and clear in relation to employees”

and
“that he was not that omnipotent person, who was hiding something”
Quote 25
Danish qoute:
“ og jeg tror også der kom nogen flere spørgsmål på banen, når der er nogen der kommer udefra
og hjælper med og styre dagen,“ (G18,131)
og
“Jeg tror ikke selv vi havde kunnet stille alle de spørgsmål, altså jeg tror det havde blevet
enormt nostalgisk,”(G18,132)
Translation:
“and I also believe that more questions were put forward, when somebody from outside assists,
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and helps in managing the program”
and
“I do not think we could have formulated all these questions ourselves, then I think it would
have turned out in a very nostalgic way”
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Appendix 4: Charts
Chart 1:

Old organisation

Chart 2:

New organisation

Chart 3:

Consultant, moderator, researcher

Chart 4:

Leavitt´s model

Chart 5:

Temporary organisation

Chart 6:

Change organisation

Chart 7:

Boundary control function
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