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Someathing myscriously formed,

Born before beaven and earth,

In the silence and the void,

Sending alone and unchanging,

Ever present and in motion.

Perbaps it is the smother of ten chousand things.
! do rov knoaw its name,

Call it Tao,
For lack of ¢ bester word, I coll it greas.

Being preas, it flows.
It flows far awway.
Having gane far, it returns.

Therefore, “Tao iy great;

Hepven is greot;

Eartly is great;

Tbe king is also grear”

These arc the four great powers
of 1be universe,

And the kg is one of thenr,

Man [ollorws the earth.
Earrh followwrs beaven,
Heeven follaws che Tao.
Tao followus whar is narural,

Lap Tste, Tao Te Ching

No man is an {land intire of itselfe; every nran is a
peece of the Comtinent, a pare of the maine.

Joba Donne, Devotions

A number of basic principles underlic the functioning of natural
groups 2nd must be taken into account in order to work with them
__therapeutieally. Much confusion and conflict among schools of psycho-
logical -thoughs arise from 2 failure to formulzte such underlying as-
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sumptions systemarically. Concentration on detail and superficialicy,
whatever the subject, must always give an impression of diversity and
unrelatedness; a deeper examination usually reveals common panterns
and rclationships invisible to 2 narrower focus. Fuecher, the broadese
perspective, spanning customacy divisions berween “subjects” and asking
simple and scemingly rrivial questions to which the 2nswers seem so ob-
vious that they hardly appear worth cxamining, often uucovers an in-
creasing simplicity and clegance in the fundamencal principles (rom
whaose combination the deratled diversity and camplexicy stem.

This viewpoint probably coreesponds wich che nature of the universe
irself—chac at all levcls its diversity and complexity are che product of
the interaction of a few simple laws—buc such 2 view is not {ully de-
monstrable by scientific meaus and ic is in no way necessaty to accept
it to usc the theeapeutic rechniques descabed here. For these who prefer
2 morc pragmatic and positivistic approach these principles can be re-
garded mercly as convenient abstracrions, concepts thac allow us to
arder and classify our cxpetience so as to grasp and cxamine ic moce

readily.
As will be scen, these idcas are so closely interrelated that theye could

be presented in any order; they all say something abourt the order and.

structure of the universe and the living systems it contains, buc viewed
frosy dilfcrent perspecnives, much as the plan, elevadon and scetion of
architectural drawings provide complemencary information abour a

three-dimensional building.

SANMENESS AND DIFFERENCE

The universe as we know it is neither completely homogencous nor
cotally discrepans, but composcd of parts (or regions showing different
characeeristics) we can discriminate, beoween which refadionships of
various kinds can be observed. In other words it has a structure;, the
parts can be ordered in various ways. The reladonships between the
parts are not static, but change at varying rates, more rapidly in the com-
bustion of a fire, less rapidly in che movement of a river, slower sufl
in the crosion of a cliff by the sca. The universe not only has strueture,
but secn over time is a process, a changing structure where the changes
also show refationships one to another.

Living systems arc processes that maintain a persistent structure over
relatively long periods despite rapid exchange of their component parts

—— .
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Systems, Order, Hierarchy 5
with the surrounding world—even in bone, for example, the molecules
are repeatedly replaced though its form and hardness show litele- varia-
tion. The structure reproduces itself, the form is maintained, the differ-
ence between the inside and the outside of the living ching persists,
despite the facr char ic 1s the most vulnerable of entitics, constaady
chreatened with destruction. It utilizes energy (or rather order—nega-
tive entropy} from ics sucroundings to maintain its own parcern in the
face of the incvitable law of change and decay which surrounds and
peemeates it, and it docs so by repairing and replacing irs elemeats or by
rephicanng its whole patcern faseer than the copics can Ue destroyed.

Ac the limis of dhe fiving ching, dividing ¢ from the surrounding
world, is the bonndary. This boundary peemics, or casures, that certain
maccrials pass across i, entering the organism from outside or passing
from it out into the surroundings, while restricting or preventing the

exchange of ether claments.

Y

A

Ficvre 1.1 The semi-permeable boundary of fiving systents

Failure of the boundary to restrict exchange across 1 leads 1o a loss
of difference between the Living thing and its surroundings, of its sepa-
rate ideanity; mnstead, there develops an identity of instde and outside,
one meaning of death. Too impermeable a boundary, prevenung any
exchange, brings another form of death, the fixed and staincd vissue we

sce beneath the microscope.
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On the psychological level, the formation and preservation of indi-
vidual idendity similazly requires effective boundarics or defenses, cn-
suring sufficicnt communication to transmit information adequacely from
onc gencradion to another, while at the same cme perwiuing each indi-
vidual to sciece some influcnces and reject others and o retain somie
informacion within a private sphere not open to the nspection of his
ncighbors. Differences 2s well as similarities in psychic function are ds

6

assured.
On the psychological as on the physical level, living systems are made

up of parts which are themselves systems on 2 smallec scale (sud-
systems, ia systems cheory language) and 2re refaced o odher syscems in
still larger organizations (supra-systemns) (1). Each level has its own
boundary, across which the passage of informarion s rescricted relarive
to that occurring beyond the beundary region, whether inside or outside.

Similarly, boundaries exist on different levels, dwviding greater psycho-
logical syscems from lesser ones within them, fike 2 series of Chuinese
boxes. At the very least, we can recognize a boundary within the in-
dividuzl, scparating those aspects of his psyche which are uncenscious
from the contenrs of his conscious awarcness; anorher benween him as
an individual and chose around him, guarding and nui_nrainlng his sepa-
rate total idennity; yet another xround the family as a whole, governing
its exchange with the wider world and boch expressing 20d maintaining
its difference from other famnlies; perhaps 2 vaguer one bordering the
extended family, or in other culrures the tribe; and cventually natonal
boundavics with materials, pedple and informaaen mowing back and
forth zcross the frontier 1 cach directon in & seleccve way—aaold,
wanred criminals and atomic sccrets being restriced from going ouc
“pot™ and pornography from coming iin. Not all systems show dus
simple arrangement whereby onc is included in the other. Scheols, pro-
fessional organizations 2od tnternational business corporanons do not
show a simple Chinese box arrangement but ovetlap m a2 more compli-
caced way.

The characeeristics of the boundaries between successive systems, cach
included in the other, will show definite refavonships. Families coa-
taining schizophrenic members, for example, appear to have excessively

permeable boundaries between the individuals which comprise them:
“Murray Bowen (2) speaks of an “ondifferentizied family ego mass,”

while Lidz {3) and Wynnc {4) have shown that schizophrenic pa-
thology is associated with lack of clear boundaries berween the genera-

" rions and so anxicty over inadequarely controlled incestuous, emotional
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Fiouae 1.2. Systams within systems -

Ficure 1.3.  Diffose over-involved intra-family relzacionships together with jsolation
oo ' of family from community
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involvements. At the same time, such families appear to possess exces-
stvely rigid and impermeable boundacies berween the family 25 2 wholc
and the outside world, preventing the encry of mforrnztmn which rmght
facilitate more healthy functioning.

Other familics demonstrate excessively rigid boundaries between the
members and a lack of family colwesivencss in relation ro the social
environment—in one such family the children were requiced to make
appointments with their parcars on 2 bulletin-board, while the parcors
spent most of their dme actending commicrees and fulfilling important

civic responsibilirics.

Oy
2

Ficure 1.4. High involvement of individual members in commuanity, with fack
of family cohesion

Ac this point it may be helpful to looL at the boundary characteristics

“in an actual family, showing how the intrapsychic and interpersonal
- boundaries may be connected in meaningful ways (5).

{YPTY
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Susan, aged twelve, was referred by a pediatrician because of repeated
hospitalization for sbdominal pain, for which no physical cause had been
found. When this case was first sezn in the conventional way for diagnosis,
history-taking from Susan and her mother revesled a partern 6f respanse
distress with abdoming! pain in both parents, rogether with a recent stress
in the form of grear anxicty over an elder siscer who had left home and
become increasingly promiscuous and finally addicced to drugs. This sister
was making her living, at the time Susan was seen, 25 2 “hostess” in 2 night
club. The sister’s place in cthe family's dynamics was perhaps summarized
very clearly by the facr chat she had apparen:ly spoken of wanring to leave

_ this form of Jife and come to live acar her family again, but she had ex-
pressed fear of doing so in case she upsct them once more by her “bad
cempers.”

A [amily session was subsequently arranged for the parcrits and both
davglucrs, and it was no doubr significant chat the sister was once again
excluded because the parents “forgot™ to ask her to come. Nevertheless, chis
family scssion outlined the family problems very clearly, theough theie be-
havior cacher than through what was said.

Suszn said, on inquiry, that her pain had been much the same. Afeer 2
bricf discussion of this, the mother suddenly said that father suffered pains
similar to Susan’s, adding thac he suffcred acute indigestion for rwo or three
weeks ar a time, afrer which the pain would ceasc complerely for 2 period.
The father denied thac this had any significance, claiming that the pain was
physical, but the mother countered by saying that it usually began che day
after a severe shock, giving as examples the time when a load fel! off a truck
just in frone of fatker’s motoreycle, and another occasion when he had seen
one of the children up on 2 roof and in denger when they were younger.

Adver rhis discussion had continucd for abour ten minetes, the {ather sud-
denly said, “Talking abour this has brought my psin on.” Hc turned to

Susan and added, “Whart about vou:* Susan answered, “Yes, my beily hures

as well” The father then pulled out a packer of indigestion tabizts, rook
two for himself and gave two o Susan, after which they both sat lcaning
towards cach other, their heads close, as if sharing some importan experi-
ence through their pain and its rclief. The mothee, who had not been asked
whether she felt psin or offcred any tablers, sac at the other cnd of the
table looking annoyed and very obviously excluded from this close relation-
ship berween fathér and davghter (which had rot emerged at 2)l in the
previous history-taking ). Further discussion led 1o the father’s saying that any
form of unpleasaneness led to pain of this kind, such as their worry over
the sister's drug zddiction or Susan’s anxicty over 2 forthcoming cxami-

nation.
They went on to emphasize how they never had arguments at home, 2nd

" were thercfore-such a bappy family that only unpleasantness arising outside
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the family circle could affect them. Their exclusion and self-exclusion’ of
the sister, who scemed to be contammg all the family’s aggression and sexu-

ality, sppeared increasingly relevane in chis context.
We coatinued to talk about the spparent | coancction between suprcssion

of fecling and ocvciopmcnt of symptoms. The mother said that she tended

to avoid expressing her feclings for fcar of upsctting others in the family
and giving them pain, though she admitted she felt much berter when she
could cxpress hier emotions freely. The facher then went on o describe 2
recent disageeement with his boss, where he had stood up te him fer che
ficst time. No pain had followed on this occasion, he reported, bur from
past experience he thoughe it would have followed if he had not enswered
back.

Figure 1.5 illusteates in 2 simple way che manner in which the boundarics
withm the family as 2 wholc mirror that within cach individual. Cereain
clemcats of the personality, related to apgressivencss and genical sexualicy,
are dissociated from consciousncss in mocher, father and Susan, A similac
boundary at the family level appcars to have occurred between the theee
individuals and the clder sister, who shows a similar split but with the signs
reversed, for she acts oue the aggression and sexuality for the whole family
but seems ro lack che ordinary virtucs or ego-strengths of the others.

. Because che elder sister was admitted eo an addiction-trearment ceneer
sornc considerable distance away, mzking conjoiat rherapy impracticable,
and also breause Susan was adolescent and separate treatment appeared to
bave a reasonabile chance of success, she was invired o join 2 group of
young zdolescent girls which she attended for abour six months untl i
teemunation. As she improved, the mother became iacreasingly depresscd
though she expressed pleasure thac Susan was beginning to Jose her temper and
to reject her somctimes. At one poind, the mother repocted that she had been
helped by raking the tonic prescribed for Susan by the general practitioner,
an event whicly perhaps demonscrates thac che medicine somctines gers iate
che right pecson, despite all our mistakes! However, Susan’s abdominal
pains, though reduced in scverity 2nd frequency, still continved. A few
weeks zfrer the end of the group, she relapsed and speat fwo weeks out of
school, when [ saw hee for a few individual sessions. It emerged thar her

rclapse followed 2 visic to her sister’s apartment, where it had been obvious .

€0 Susan that the sister was once again caking drugs and lying @ her. At a
session shortly after, she rcportcd several d:smrbmg dreams. In the first,
hee mother and father were going to disown dhe sister, who went mad and
committed svicide. In previous dreams, she had several times experienced
her sister coming home well, and often wept on waking thac this was not
wue, Ani mtcrprcmuon of her intense ambivalence toward her sister was for

- the first time 2ccepted, and she began to face her depressive zaxiety instead

of deaying it. In another dream on the same night, 3 man in the kitchen,

p.-10
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FATHER

SISTER

‘Frovre 1.5, lsomorphy of individueal (mtrapersonal) and family (interpersonal)

boundaries

who was being scolded by her mother, threw a knife at Susan’s fower ab-
doaxcn, whereupon she woke with her characteristic pain. For the first tme
she-2ccepted a sexval interpretadion, and confirmed that she was preoccu-
picc with sexual thoughts. She said that she could not tzblc about such mat-
ters to her mother, who believed that sex was the cvil ac the root of all her
sister's problems.

Over the next two weeks, Susan accepted her hate as well as her love
for her sister and said, “You have 1o be cruel to be kind sometimes,” and, "¢
has to work itself our the way it will.” She began to concentrate on her
own life, found 2 boyfriend, and started to derach herself emotionally from
her family. There was no relapse over the two-year follow-up. In this case
it was possible to change the intrapersonal boundary of the referred child
without altering the family boundary since the child was 2t an age where
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she could move increasingly outside the latter. By wzthd.famug projections
inte hewsel{ she was able o cstablish 2 wue boundary becween herself and
the other family members.

CONSCIOUSNESS AND SELF-ACCEPYANCE

The example just given flustrates two principles fundamenal to 2l
psychotherapeuric work: first, chat nature balances auromarteally what
we do not balance conscicusly, a condition clearly expressed by Jung
tn regard to the complementary nacure of unconscious and conscious

' funcnomng and second, that aspects of ¢the psyche excluded from con-
scious awarcness operate autonomously, continuing to find expression buc

doing so in 2 manaer disconnccted from, and often harmful to, the
personality as a whole. Thus, denied 2nd dissociated parts of the per-

' sonality, like sexuality and aggression in the family just described, do

not cease to exist when they are puc “beyond the pale” They simply
disappear from view but continue to gain expression in disguiscd form
or appear somewhere else, or in someone clse, instead. [n the individual,
or within the family system, such emodons may achicve expression as
-pp-rcntly m"amnglcss symproms in one or more members, or the emo-
tions denicd expression may burst theough in one member who acts as
2 salety-valve for the whole group bur has w be expelled from the
family system, oc to expel himsclf from it, in order to make this possible.
Such dissociated psychic conrents are like soldicrs who, cur off from
cheie army and isolated from control by headquarters, become maraud-
ing bandits seeking only their own satisfaction and neglectang the wel-
fare of their comrades. A constrective solution requites the re-establishing
of connections between the part and the whole, as such errant soldiers
might again secve 2 useful funcdon if accepted back and re-integrated
under military discipline.

Aa interesting example of such a sitmation, ac a level intermediare
becween family and socicty, ocenrred dunng an cxpcnmcnt in which
four members of 2 child guidance unit, representing each discipline
(psycfuatnst, psychologxst, psychiatric social wocker 2nd child anzlyst),
visited by invitation a school in an area where children and families
showed unusually high Ievels of social and emodonal distarbance (6)-
The unit met with all the st2f who wished to attend, once a month for
one hour ar lunch time over a period of abour two-and-2-half years.

[
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The group was large, rarely less than 30 and up to 60 at times. The
meetings were based on a case-discussion approach, it being agreed char
the children would nor be seen by us so that we would, in facr, -have o
see them through che eyes of the scaff, while cthey 2t the same time
would share the understanding of members of the vnit.

After a presencation of a hopeless case ac che first sessioq, alccady com-
mitted to zn appmvcd school, che cases discussed showed symptoms indi-
cating increasingly primitive violence related to carly cmotional deprivarion,
with corresponding degrees of rejection by the staff based on chetr anxicry
over the underlying infancile conflices which they clc::rly recognized un-
conscrous!y. buc denicd through ansiecy, leading to vicious circles of in-
creaging rejection by the staff and reactve violence in the childeen con-
ccmcd. Increasing understanding, through our discussions, that the overt
violence stemmed from feclings of helplessness and valulfilled longings for
parental care ted to increased acceptance of these children by the stafl, so
that cheir needs for inclusion and affeccon were mer and dhe symptoms
improved. The childres came to be. as ic were, embraced by the school as
a corporate entity and fed emadionally through die real acention they be-
gan to receive when the staff’s perceptions, previously blocked by anxiery,
were freed and cnabled to receive the information which had been chere all
the time.

One good illustration of this was 2 case considered the most difficulc by
the school itself, 2 boy whose uncontrollable screaming aroused panic and
rejeccion in others. As it happened, chis lad gave a blood-curdling demon-
stration, 3t a critical poinc in our discussion, outside the door of the hibrary
in which we mer, whereupon I reported a spontancous fantasy of wishing
o strangle hiny. This remark fed, afier some obviows shock that 2 psychia-
trist should express such feelings, to the acknowledgment of similarly vio-
lent but previoosty denied feelings in the staff, cmblmn CUCryone to accept
such nhrmm:r CIMOLIoNs more ms:h and so alse 10 aceep the boy himsclf.

Other cases discussed were usuallv not mentioned again for some time,
presumably indicating Improvement or ar least incrcased staff rolerance
until after some months we would often be told how much improved they
were. [However, the teachers said they felt this case was beyond them and the
headmaster requesced ﬁrmly that the boy be taken on for treatment at the
clinic. The psychiatric vnit had no atternative but to agree, bur ro lex him
wait for rwo months. As it was hoped he was no longer a serious prob-
lem by that ¢dme. My notes of che initial treatment interview swate “an
opca, warm and {riendly boy, whe ageeed he used ro gee into trouble but
said he had improved because ‘the teachers are differenc chis cerm.”” He
found it hard to explsin the difference but made such comments as, “If 1

LTt S
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am asked 2 question and [ don't knosw i, they will tell me now, 5o the work
is easier for me.” I have no doubt that the teachers always answered him
on a factual basis buc perhaps this was his way of describing -2 needed
cmorional response he was not givea before. A furcher school report ob-
taincd just before the interview confirmed these improvements, and a few
months fater these were still continuing so that ao fuccher action was needed.

The principle indicated here scems applicable ac all levels. Socicty's
deviants arc characteristically those denied 2 place within its structure,
so thar sccurity and the satsfaction of ordinary nceds are not available
in normal ways, and demands have consequently co be made w ways
which arc incvitably violenr and disruptive to the larger social contexe.
On the level of the individual the emotion which is denied a place
produces distupdve symproms; oa a {amily scale the individual carrying

the rejected aspocts becomes 2 scapegoar; on 2 national scale we sce
similar consequences tn dhe link beuween childhood cmational depriva-

gon and crime; and on an international scale the world suffers such
consequences as the hijackings and killings of Black Seprember, where
the Palestinian refugees, who have no real place either in Israel or in the
neighboring Arab countries in which they have waken refuge, seck in-

creasingly desperate and violent solutions.

BOUMNDARY MAINTEXANCE, HIERARCHY AND CONTROL

[n the example of the school juss described, how was the scaff cnabled
to tolerare the inclusion within ¢he school group as a whole, and within
cheir own individual psyches, of the primitive emotions these discurbed
children represeneed? To some extent it was due, of coucse, to increased
understanding, and cvea more to the example of the ram. My own
reaction of wanting to strangle the screaming boy, and the laughter and
relicf that followed after the inital shock, provided z good example; by
showing I was not alarmed a¢ containing murderous impulses I perhzps
gave them permission to acknowledge similar feclings in themselves.

Bur, in addition, a safe situation had to be provided—a secure boun-
dary whercby the stff could feel protected agzinst acting ouc the re-
gressive emotions which, emerging into their own consciousness, raised
their 2nxiety and threacened their own self-control. This was well iftus-
trated by the problems that arose in the management of this large group

in the early stages:
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The first session was well attended by aboue 30 teschers, and I led ic in 2
rather passive and unstructured way as I might do 2 small analytic group
(st the time of this experimene [ had licle knowledge of the specia] dy-
nzmics and management requirements of large-group sitvations). Te may
therefore have been their feeling that che large-group situation was too
chaotic (7) that Jed the sentor staff to alter the arrzngements for our second
visit, without prior agrecment or warning. Only four teachers were present
and it was cxplained to us chac chese were “the only ones concerned with
the casc.”” The meeting was inevitably more formal, and the case itself cen-
tcred around anxictics about coatcol. A twelve-ycar-old boy had aroused
anxicties in the school staff by his violent cuges, pacticularly as he had,
dm‘iug one cpisodc_ iuiurcd another child wich a milk boule. This boy lived
atone with fis grandfather, snd in the course of ovur discussion the lack of
a mother figure appeaced increasingly relevant. The staff gradually perceived
that the boy's rages were related o his chriva(ion and reatized he was
calmed by 2 nucturing, maternal zecitude on their pare. However, there was
a constant demand thar the clinic ceam should rclieve the staff's ansicty by
taking action or responsibility racher than by the more gradoal and un-
comfortable process of offering understanding and insight. They asked: Should
nor the boy be geferred 1o che clinic? Should he not be sent avway to a
boarding-school? What woutd happen if he were more 2ccurate with the
next milk boule?! These insistent demands for 2 practical and immediate
solution made rcal discussion difficelt and interfered with the help we could
offer with our knowledge.

We emphasized the need to stick ro our original plan of working with as

many of the school staff as possible, but the third visie brought a crisis. We
ed, while the tcachers were snii

arrived on time to find the library lock
cating and paying little atccarion to our presence in the dining-roasn from
which the library was approached. A reacher fimally saw s apd feeched
the key buc the depuey head was five micutes late and made inadequace
excuses for bis colleagues, who drifted in without apology over the nexe
fiteen minutes. The case presented was of * boy who aveoided cifort and
difitculey and was supported in this by an overprotective mother! She sent
notes claiming that he was delicate and asked that he be excuscd from games
and cxercises. The staff appeared sympathetic abouc the inadequacies and
fears of both boy and mother and this seemed 10 inhibit them from ac-
l:nowicdging or :lcccpting the frusication and anger they also fele Thcy
wondcred whether they should listen to his excuses. Was e really unfic
for physical execcise? They appeared to seck an external suthoriey, in the
form of medicat sancrion, to tnable them to apply the firmness that they
senscd was necessary without runaing the risk of danaging him. The clinic
team sought to help the staff see thar the two needs of the child to which
they were responding—ro challenge the manipulation and firmly dernand
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effort, whilc ac the same time providing nurturance and support—wvere not
incompacible but were in fact complementary. Throughout the discussion,

the difficulty of integrating these two aspeces of parental care, pechaps
rcpresenting a union of paternal and maternal scereotypes, dppeared again

- and again. Exactly as the session was due to end, a second case was raised

which took up ten minuces over our time and shortencd our vwn bricf
lunch period. It was no doubr significant that the problem was one of
stealing! _

1 perecived the significance of this too late 2nd my colieagues were
annoyed, § thought, ac my allowing the school staft to steal from us. Two
of them confirmed this by arriving exaccly ten minuees late o the staff con-
fecence which followed ac the clinie, saying that they had needed excrea
time to finish their lunch, buc they refused ta accept any suggestion on my
parc that cheir laceness had any connecrioa with their feclings over dhe
events at the school.

This refusal of my colteagues to accept 2n interpretation of their be-
havior which was blatantly ebvious led me to realize chat my mamagernent
of the siruation, at clinic 2nd school, was peemitting anxicty 1o risc to ex-
cessively high levels, thereby threatening the project wich brezkdown and
leading individuals to ser up their own personal boundaries because those [
was providing were inadequate. It was ac this point that [ became convinced
that more structure was needed, for | perceived thar the headmaster’s au-
thority was in fact passed ro us by his sanction during che scssion, so chac
[, as leader of our group, must be prepared o take over his role 10 some
extent, as a pilot underrakes respoasibility from the caprain for guiding
the ship into 2 difficulr harbor. Accordingly, 1 relephoned the headmaster
and “carpered™ him for his stzfT's laccness and che disrespece chis implicd.
At the next session, the reproof had cleacly not only been registered bat
also beea passed on down the fine. The turn-ouc was large, cveryone was
on time, and the previously demoratized atmaosphere was replaced by a
much keener, more alere a1d coeperative response. From this point on the
discussions wenc well, and though the difficultics were repeated hater in
vactous Torms, we appcarcd to deal svith them morc adequarely.

Such problems of boundary maintcnance and control ztise in 2ll living
systems a¢ any level. The strucrure of che syscem has wichin it certain
Iimits to be maintained, despite the passage of matenials, energy or in-
formation across Its boundary. All such cxchange, whether food mrake,
urine output, news of a death or of winning 2 lowery, provokes tem-
poracy disturbance to the pattern, bur homeoscatic mechaaisms, sex i
motion by fecdback loops, 2ct to restore the equilibrium. Nevertheless,
there are limits beyond which the system cannet be disturbed without

e




JUNUG Uy UG ova

860561483 p.17

RUBSUN UFFICED

Systemns, Order, Hierarchy 17
the change hecoming irreversible—profonged oxygen lack may lead not
only to temporary confusion and unconsciovsness bur to permanent
beain damagc or even death, and there is a limit to the damage and dis-
ruption society can suffer if it is not to fall into chaos and ‘become

displaced by another stronger, more integrated social organization. Onc
function of the boundary #s vo restrice the ir input of matter/encigy/

information to an amounr the system can cope witl, in order to avoid

such irreversible change.
At thosc times when the living system jself is growing and changing,

the bound‘:r) characreriscics may necd to alcer in order to prowdc greater
protcction againse disturbing inpurs (or outllows); this is cs;)ccmlly
nceessary 2t times of greacer vulnerability when che organization is par-
tcularly lovse, or when the system vanables arc :lrmdy close to that
limit of tolerance beyoad which irreversible breakdown of the sustained
pactern will occur. There is a need for communication and coordination
of information abouct the state of affairs within the boundacy, and-of
events impinging oc likely ro impinge on it from ourside, in order that
the boundary characeeristics may be varied appropriatcly. In the case of
psychological systems ir is usuzlly arranged that inpuc is reduced (or thac
external conditions are maintained steady, which is the same thing)
when the system s in 2 pardicular stare of instability and change—vhen,
for example, the reorganization consequent upon 2 spurc in growth is
raking place, or immediately afrer some previously disturbing upset.
The bereaved oc the sick tradicionally have reduced demands made on
them, and are shiclded from normal stresses, while the prcgnant mother
arouses 2 natural protectiveness for the same reason. ln all psyche-
therapy, where a change in groswth is being facilitated, boundary con-

dirions are given pariicular umportance and the cime, place, deration and

chamceensucs of the situation are leepr as constant as possible, execpr
for these clanges winch are deliberately planned to faciitre che thera-

preutic movanient,
In the case of the school described above, the time of begnning, the

duration, the number of participants and the agreed program wece all
fluctuating wildly 2and restoration of some of these constants was neces-
sary i order to provide sufficiently sccure boundary condinens for the
staff ta be ablc to cope with the inevitable emporary discquilibrium
necessary for change ro occur, withour suffering mrolerable znxiccy,
which was in this case a signal of real danger. Similar principles apply
m all therapy or trainung situadons: The need for boundary constancy

becomes greater as the instabilicy of the siruation mcreases.
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We hzve already noted that all syscems have their extstence wichin
lasger ones, with a succession of boundaries like concentric or averlap-
ping circles. The functions of these boundaries show relationships to
cach other, in thar an increase in the pecmeability of one may require, in
order to maintiin adequate stebility, greater impermeability of those in-
tertor or exterior to it. [t is difficulr, for example, for an individual
to allow previously unconscious emotions inco his awareness while he
is exposed o0 the ordinary demands of fife, and this is onc reason for
the couch, the quiec room, the analyst's sileace and the undisturbed
analytic hour. An analytic group or therapeutic commuaity also requires
some insulation from tche wider social system, ac least ar certain periods,
if the persons within it are to be able to lec down the normal socat
baraces and comnunicate wich cach other more freely.

Boundary maintenance is a basic responsibility of cherapists, case-
workers and 2il thosc in the helping scrvices, 2t least where help means
facilicating growth racher than stmply performing casks for chose unable
to fulfill chem personally. The same applics to those responsible foe the
funciioning of businesses and other organizacions. For cxample Rice (8),
writing of such organizations, states: “Because the reguladon of inter-
actton berween che internal and excernal environments of an caterprise
15 2 major task of leadership, the funciions of lcadership must be located
on the boundary beoween the enrerpeise 2and the external cavirenment,™
and "“the primary task of leadership is 1o manage the rclations betwveen

an enterprise and its environment so as to permit opamal performance
of the primary task of che cnzerprise. For an enterprise, the environment
cousists of its total political, socizl and cconomic surroundrags; for a

part of an enterprise, che cavironmenr includes other pares and the

whole.”

COORDINATION AND CONTROL

The maintenance of the unity of a dynamic system, and persistence
of its capacity to perform its characteristic function require not oaly
some restrction acrass its boundary, but also some prowvision for ensur-
ing chat within the boundary the changes in che parts of the system arc
coordinated one with another. This maintenance of a cerrain degree of
order despite change requires that some part of the system be concerned
with obtatning information abour the disposition of other parts, com-
paring this with informatdon about che system’s goals, and where neces-
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sary sending back commands correcting the disposition so that certain
necessary relationships are preserved.

The part of the system fulfilling this coordmaung function is ‘called,
in systems theory, the “decider-subsystem” (9}. To performn its fumc-
tion, it must be so constituted that it can overruie any other part and
fmpose its will on the whole, if cmﬂict Immrfnl to the systen arises.
The legs of the caterpillar muse move in a cerrain order, must submic
1o 2 general patrern of movement, if the whole animal is to move for-
wards instead of falling over. A group of people who wish to pass
through 2 revolving door have similarly to give up the rght to do so
in any way they wish, and must agree to go through onc at a dme—
submitdng to a certain order in which cach has 2 pizcc—lf they are 1o
et through as swifdly as possible with a2 mimimum of trappcd ﬁngcrs

This is not to say that the brain of a caterpillar 15 “betrer™ in any
absolute sense chan the legs, or thae the firsc man through the revolving
door, or the man who deaides what the order shall be, 15 necessanly
“better” than the others; bur i cach case an inequality, predominance
or hicrarchy 15 necessary if the task is ro be accomphished effectively.
In living systems, the deader-subsystem itself contains a hierarchy,
lower levels making simpler decisions bur being overruled by higher
levels if conflict at lower levels arises. [However, although the funcdon
of the decider-subsystem is 1o overrule some parc of the system when
it acts in conflice with the general requiremcnts of the whole, the func-
tion of deciding may ncvertheless be more or less dispersed throughour

the system.

SERVING THE WELFARE OF TIHE WilQLE

Tt will be readily apparent that, to perform its funcuons adequately,
the dcc:ldcr-subSyStcm, like the other subsysrcms must serve the whole.
Its function in the organism, and the special characreristics which enable
that function to be carried out, both derive in fact from is capacity
to be awnre of the whole in a way that other paris cannot achicve. In
living systems other than man, this priaciple chat ehe dearder serves die
total system scems generally to be the case. The nervous system of the
caterpillar docs not arbicrarily impose its will on the legs o therr disad-
vantage, but cnables them to perform their funcaon cffectively so that
they, i turn, secve the orgamsm by moving the animal towards 2 source

of food. The nervous system is dominant because it knows whac is good
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for the legs (the order of movement) in a way chac the legs do not know
whar is good for cach other or for the brain. { labor this poine, perhaps,
buc only because the coneepts of hiecarchy and control are currently
our of fashion and zre so often viewed as invoiving the cxpioitation of
onc parc of the system by another. Man docs indeed appear o be so
constituted that che individuzls o whom decision-making power is delc-
g2ted ofren cend to seck theic sclfish advanrage ar the expense of che
syscem they are supposed to serve, unless carcful safeguards ace buile in
to restrice this tendency. But 2 decision-making prrocess, and so 2 hicr-
archical orpanization of some sore, is incvitable if the individual, che
family or socicty-as-z-whole is to work ac all. Whether it 15 the case-
ing vace of the chairman of 2 committee, the flip of a coin to decide the
kick-off 2t a football game, or che formation of a linc at 2 bus stop on
the bhasis of first come-first secved, some method is necessary to order
and coocdinate human interaction.

Further, coordination ar its most cffective is 2 mutual process. If the
decisions are to be of maximum beacfic 1o the whole system, then the
decider-subsystem must be provided with the fullest informadion about
the whole system, and about details of any cenflicts between other sub-
systems, before any choice is made. Lack of such connecuon and con-
cern with the whole leads eventually to harmful consequences, not only
for che disconnected pares but for the remaining pares as well. A parc of
the body whese nerve supply is damaged may suffer mjury ac the ex-
pensc of the rest, 25 when we unwutingly bite our cheek after deneal
anaesthesia; the seapegoated child, as we saw in the fanily conmining
the drug-addicced sister, represents a foss to the family of psychic qualines
necessary o normal functioning as well as a disturbance m the individual
suffering the eejection. For the most cffective funcuoning of any sys-
eem, authonity and power must be related to 20d dependent upon respansi-
bility. The most effecave feader serves those he leads, 2 poiac clearly
recogrized in the army where the officer does not car and sleep himself
untl he has ensured that his men ace fed and housed.

In human groups, the individuals who have ultimate control of the
passage of materials and information within the system, and across s
boundary with the extcrior, have control of the system itseif. This
applies whether those controlling the system are seeking their own scifish
advantage or serving the general welfare. Dictators always seize cont{oi
of the press, radio and Tv; they jam foreign broadcasts and censor wnit-
ten material from abroad, forbid public gatherings and sct up a network
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of informers, both to ensure that they receive the maximum informaton
about the system’s functioning themselves and to restrict, by intimida-
tion, commuaications bherwee
familics. Malfuncdon will usually be associaced with excessive control of
communication by onc member or subgroup, putting its own sclfish
advantage above che welfare of the family as a whole. Discussion of
certain topics is characreristically discouraged, and contact with people
ourside the family who might stimulate intcrest in such topics is also
cestricred. Further, in disturbed families the control is usually secret,
hidden. The scapegoated child does not comprehend the eeal reason for
his rejecuon; there s no appeal or possible remedy, and restactions on
conversation cannot be challenged aad discussed because they are not
explicit buc conveyed by gestare and posture, by “black looks™ and
toncs of voice. In the healchy family, restrictions and controls on com-
munication 2nd ourstde contacts are present as well, to be sure, but these
arc i the open, reasons are given, the decisions are negonable and pun-
ishment for breaking the vules is understandable and Ieads to reacceprance.
The anzlogy between rotalitarian social systems and constricted fami-
lies should not be taken too far, of course. Repressive social contcol is
often coascious, deliberate, vicious and evil, while in the families T sce
professionally this is rare, and the constriction on the family’s function
is most often unconscious and no more than an autematic consequence
of an equivalent splic within the psyche of the most powerful mem-
bee(s) (deliberately malevolent conurol s pechaps more comsnon n
some” pathological famitics least likely to scek psychiatnc help). The
comparison s apt, however, in that in all cases an attempt 1o change
such a rigid constriceing pattern requires the applicauon of some degree
of foree, whether physical or emorional. There s inevirably some form
of confrontation or struggle, or at least the making of a firmm hold on the
situanion, setting up a different hieraschy serving different valucs. The
crocial session at the school cerrainly involved this; not only was it
necessacy to insist firmly on accurate ime-keeping, regular attendance,
and zdherence to the contrace originally made, but [ was also aware
of a change in my wholc manucr in the subsequent sessions—a crisper,
mere forchrighe tone of voice, more definice gestures, 2 firm interruption
of irrclevant material, more definite encouragement of information that
was being withheld through anxiety, and an altogether tighter grasp of
the situation, Family situations often require a similar temporary period
in which the therapist takes.charge, and frequendy show a similarly

n others. The same principle applies to

p.21
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positive respanse co firm and forceful intervendon where leadership
patterns in the family itsclf are chaotic, divisive or repressive. The fol-

lowing case presents za excellent example (10):

the Ao

Pam, the referred patient, was a girl of almost 14 at the time of
family session, and had = history of repeated scparacions feom the mother, be-
gianing ac the age of ten months, which had clearly damaged the relation-
ship between chem. The original sysaproms twelve years carlier included
destructivencss and hostility to the mother, together with depression and
scparztion anxiety which ook the central place as shie grew older, as well
as difficulty in spelling. As she entered adolescence, behavior problems, in-
cluding Stcaﬁng. truanting and sexval acting-out, gained prcmincm:c.

The mother was 2 velucrable, unstable person, with several admissions to
the hospit:ﬂ for severe depression; during onc of these, lasting almost a year,
the children had been taken into foscer care and had not seen her throughour
this ame. She felt hersclf ¢o be intellectually and socially superior to che father,
an aggressive, fordhright “rough diamond.™ jJust as Pam, the referred pa-
ticnt, had been used all her life as che conaainer of all the (2mily’s unac-
cepeable aspects, Sarah, three years older and 17 at the time | firsc saw her,
was the recepracie into whom alf the [2mily's good qualities were projected
for safe-keeping. Their appearance was in line with chis: Pam sullen, bad-
tempered, evasive, poorly controlled, sitring clumsily slumped in her chair;
Sarah sitting calm, scesight, with a clear level gaze, gentde yrr natunalty
commanding respect. -

Ac the first intecview, [ inviced the family to pur me in the picture
ahout the current problems. The mother 2t onece cxprcsscd fagense anvicty
abour Pam’s stealing and cruanting, while che father was more concerned
abour Pam’s fadlure (o return home at the proper time at nighe, clearly fear-

mg sexnal mishchavior. Pam hung her head, looked miscrable and abour to

cry, and angrily relused 1o cantribure. The elder sister, Sarah, opened up
the conversation several times: first by saving that facher was too stricr;
then thar Pam lost 2l her [riends by Leing too posscsstve; and later thac
she felt Pam was jealous of her and chac this was partly caused by the un-
fair treatment of che pareats, who praised her (Sarah) and blamed Pam.

Most of the carty. part of the session was nevertheless devored to Pam
and hee difficule behavior, and strempts to clarify this led us 1o focus on
the sway Pam always felc hersell co be deprived and left out. Herc ir was
possible to confront Pam with the face that she was in fact depriving herself
by the way she was refusing to participate in the intervicw, despite our
atremprs to include her.

The conversation then moved on to criticism by the children, and later
mother, of father for being rigid and restrictive, pardicularly in his refusal
to allow his daughters to have boyfriends. This was then partly explained
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by the way he expressed unhappiness at losing his former close relacionship
with Pam 25 she entered adolescence and made more contaces ouwside the
bome. Next, ss the girls described their enjoyment ar fooling abowr with
father, tickling and tcasing him, the first criticism of mother, undil then
carefully avoided, began to zppeac as they complined thae she would
“mean” 2nd sulk when father and daupheers behaved in chis way. The
mother now became increasingly cense and uncomfortable, as if angry, yec
ashamed, and ateempted to conceal her annoyance. The rese of the family,
suddenly realizing this, became silent and behaved as if pacalyzed. [ poiated
this our, and the mother encouraged them to speak frecly, bur they clearly
fclc she éould not tolerace criticism. 1 tricd to bring the sicuation morc into
the open, pointing our how motdier had scemed to opt out of a nvalry
situation wich the two daugheers. Facher’s next statemene, that he created
wife and daughters “just che same.” did nothing to improve matiers and 1

questioned whether this was sppropriate!
A this point the imtervicw suddenly turned iato n discussion of a marirat

problemt, the wather complaining thac father was unsympatheric and did
not try to understand her disability, the father coustering by saying the
mother spent all her time waiking to doctoers and social workers instead of
asking for help from him.

One of the functions Pam served in the family was clearly desnonstrated
when on several occasions they cscaped from the marital conflice by uniting
to arrack Pamm again, bar this ceased and the mariaal conflict cecsumed cach
time [ pointed our this defense. When it was time to scop, the father and
daughters appcared involved and intercsted, and keenly accepred the offer
of a further joint intcrview, but the mother appeared angry and upsec that
t was proposing no special treatment for Pam.

Because of the mother’s history and her agitation at the cad of the first
session, she wwas offered appoingments as she nceded thent wich the psychinric
socual worker who had Leen wreating et for some yeirs (Later the mother
rradoally gave chese vp). Scen indmadually 1a this way a week {arcr, the
mother was stlf angry that I was “not going to do anything for P:m}.“ 1
had been “casual,” had not seemed worried about the extent of her anxiety.
She had felr “urterly defeared.” Yet she admicted she was pleased, never-
theless, thac che focus had not been on Pam, and she was preoccupicd
with my remasck that she (mother) had appeared not to be cmotionally in-
volved in the discussion, despite her atemprs o appeac so. P, it seemed,
had {eft the interview “on top of the world” 2ad had staycd home for twa

evenings zlter it .

The interval between the first and second interviews, due to pressure on
cvening appointments, was two months and this was too long- Ncycrthcfcss.
the pattern had changed and even though the parents began by accusing
and blaming Pam as if nothing had altered, Pam was, in facr, strikingly more
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open, cooperative and appreciative. She participaced more helpfully in the
interview 2nd this greater responsiveness contrasted sharply with the re-
jecting behaviar of the perents, who seemed to refuse to sce the improvemcne
demonstrated before them; I felt angered by the way they scemed derce-
mined to destroy any progress we made. Sarah hesitantly sepported Pam,
and che argument gradusily developed from a focus on Pam's behavior o
the {amilizr quarrel of adolescence with adulthood. especially over sywbals
of scxual fecedom, an imporans change in che family structuring.

The third incerview was arranged afeer only 2 monch’s interval, 2 spacing -
which was subscquently adhered to, and progress was miore satisfactory.
The scssion began with dhe usval attack by the parents on Pam, bue the
reatigrienc reached ar the previous session had persisted and the gicls were
now uaited in cricicism of both parcnts, while the parental coalition, though
parsly defensive againse the macital coaflict, was also more secure and
heatehy as compared with the previous pairing of cach parent with onc of
the chiddren. Indeed, it was Sarah, the “good” one, who this tinie received
the main atack from father. Nevertheloss, movement was blocked by the
parencs’ refusal o acknowledge any share in the difficulty and every ap-
proach to understanding would be negated by subtly destructive maneuvers.

At some point in the incervicw I realized thac [ was failing ro deal with
chis sceaightforwardly in responsc to my fear that to pursue the truth mighe
risk che maorher’s sanity, and decided that the danger must be risked and, if
nccessary, coped wid { then confroated the parenss with what [ saw as
their fulure to involve themselves honestly in e transactions, and, as if
released by my more active control of the sicuation, the parents ac once
began to speak of their feclings of falure and inadequacy. This led. i corn,
to a sharing of feelings of concern and respensibiicy by the children, nnd
painful recollecrions of the early separadions and the mothes’s illncsses
appeared.

Av the fourth interview, 2 droamatic change was cvident in the carire
(anuly, dating from the previous session. Both parents were now showing
warmch and almest weeping with relief as 1f hey had passed throggh 3
depression o0 decp o oisk acknowledging ar the time of us greatese in-
tensity. The children both expressed very positive feelings in rerurn and,
since the previous interview, all the inicial complaines had been in zbeyance.

Yam was coopeeative and helpful, and dhey were getting on well.

{n the rest of this fourth session we focused on che family probiem of
envy which, by makiag the parents deny their contribution to the solution of
the problem, led them to feel they had no persisting control of che situation
and so to fear a refapse. The hfth scssion, to which father was obliged to
come late, revealed the parents’ diffuse cgo boundaries and the muruzl pro-
jection which constantly occurred between them; this was an object lesson
in the dangers of treating one parent alone. Also, at this session the mother's
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nced to keep Pam ill, or ¢o keep her own illuess in Pam, was pointed ont
by Sarah in relation to the intense scparation fears of mother and, indeed,

of both parents. .
The sixth session was the lest of the treatment series (though follow-ups

continued for two years) aad all improvements pessisted in genc raf although
Pam hecame 2 problem for a time again in school when mother was 2d-

mi-trcd to the hospital for a hysterectomy carly in the ycar. Pam had a good
repore from school later, had been helpful and fricndly about the house, and

lad become 2 comfore and support 1o mother, who almost wepe at the
warith of Pam’s response and now scemed able to reveal and ler the chil-
dren satisly her own needs in a way she had not been able o do before.

The original papec comtains a verbatim transeript of the crucial
{third) session in which a clear boundarcy was finally established and the
parents ceased scapegoaung the refecred paoenr.

I would like to emphasize ence again thac aucharity and control, as
described here, are to be regarded simply as tools providing sufficient
arder and coordination in a system to cnable its task 1o be accomplished.
1 do not wish to suggest thac authority has any value in iescll, for if
it is there £o scrve the total process this can never be the casc. Indeed,
there seems little doubr that the most happy, producdve and creanve
organizations are those in which deciding functions are dispersed widely
throughout the syscem; o, to put it another way, where responsibilicy
for the welfare of cthe group is most fully shared and accepied by all ies
members. The degree of formal organization required to maintzin the
necessary level of commaonication will of course depend on many fac-
tars, including the size of the organization.

Though the development of the commune is seen by many today as
a possible substiture for the conventional family, the study by Speck
and his colleagues (11) indicates that che rapid distegcatton of most
communes, within 2 few months of their formadon, is due 1o 2 Jack of
such differentiation and structure in the service of mamtaming the
organization, although a hierarchy of privifege was found often cnough.
Some politically oricnsed communes, with the excernal diseipline pro-

vided by 2 common goal, survived fonger.
o
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Notes and References

7. Ar the time of chis work with the fchool my lmowledge of large group
dynamies was very Emited: Subscquent exparience of lirge training groups st
the Insdtute of Group Andlysis snd elsowhere has muide k- cleae that large
groups teuite moce strucrire and sctive leadership v che eatly stages. This
iy discusised in ¢ chapter by the smtlisr caridfed "ﬂ?; Large Group in Train-
ing.” in Keixcen, L., The Large Group: Diynamice énd Therapy (Londan,
Constzble, 1975). ' ; _ :
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197t; Loadon, Tavistock, 1963). ' .
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(1965).
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in & paper by the author entided "A Group-Analytic Approach co Conjoint
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It is reprinted by kind permission of the Edicor.

11. Spece, R. ¢t al. The New Families (New Yook, Basic Bools, 1972; Loadon,

Tavistock Social Science Paperback, 1974).




