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ABSTRACT

Process Consultation (PC) is an important methodology for organizational
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development, learning and change. What PC model does is a clinical approach’s
qualitative research. Researches with PC’s clinical approach can gather the deeper data
underlying organizational behavior, dynamics and culture. This paper used the clinical
research method to study the organizational learning and change issue in one corporate
case. We develop one framework of using Systems Thinking to enrich PC’'s problem
solving model. The framework was developed and tested in the case. Models and
principles of the framework are also constructed and discussed in the paper.

Key word: Process Consultation, Systems Thinking, Problem Solving, Organizational
Learning, Clinical Research

Coghlan, 1988)
(Marsick, Victoria, 1990)

PC
(Process Consultation;
PC) MIT Edgar H. Schein
1969
(Schein, 19993, p.1) PC Schein(1992, p.30; 1993;
1995) (clinical

(Schein, 1988; Coghlan, & Rashford, research) (2000)
1990) (Donovan & Letize,  Bennett(1990) (new
1993) (Schein, paradiam research)
1992, p.30) (Schein, 1992,
chapter 17) (Schein, 1999,
p.3-4; Schein, 1992, chpater 18; Senge,, et Schein(1995)

al., 1999, p. 334-342)
(Akkermans, 1995)
(Armenakis & Burdg, 1986)
(Leary, 1992)
(Boss, McConkie & Ringer,

PC

1991)
(Norman & Keys, 1992)
(Margerison, 1992; Rashford &

PC



Schein PC
Peter Senge (Senge, 1990; Senge
et al., 1994)
(systems thinking)
PC (very helpful)

(Schein, 1999a, p.155)

(Schein, 1999a, p.156)
Schein
PC Schein

PC
(clinical research)

PC
PC

PC

Schein(1987, 1988, 1999a)

(purchase-of-information or
expertise model)
(doctor-patient model) PC
(process consultation model)

Bennett(1990)

, 2000)

(group)
PC PC

PC

PC

(intervention)

4 pPC

197



198

PC
(group boundary (group task (interpersonal and
management) accomplishment) group management)
1) 2 (3)
(content)
(4) ) (6)
(process)
(7) (8 (9)
(structure)

Source: Schein(1999a, p.147)

(1)
(2) PC
(3)
5
PC (1),
Schein (4), (3), (6) PC
(content)
(process)
what (structure)
what  how (7), (8), (9)
PC (Schein, 1992; 1999a;
1999b)
1Q

PC



Ay,
3.
6. 2
S.
Source: Schein(1999a, p.153)
(1)~(9) Schein
PC Schein
Schein( 1999a, PC
p.194~195) - Schein(1988, 1999a) PC
(5) -
PC 1988
3~4 Schein (7, (8), (9)
(Schein,
1992,1999b) (1), (4), (3), (6)
PC (Schein, 1980)
(5)
PC
- PC Schein(1988,

1999a)

199



200

chapterb)
PC
PC Schein(1988, chapter 5; 1999a,
LPC (learning PC) chapter 8)
KPC
(Knowledge PC)
(Senge, 1990; Senge,
et al., 1994)
(Leonard, 1995; Nonaka &
Takeuchi, 1995) -
PC
PC
(Kolb, et al., 1991, p.242; Kolb , 1983)
PC
PC
PC
PC
PC
PC
PC
KJ KT
PC
(Senge, 1990) (Argyris,

et al., 1985, p.293) ORJI(Schein, 19993,



PC 201

. KJ

(interdependent)

(interdependent team)

(Schein, 19994, p.6-21)
Schein
Schein PC

PC

(dynamic complexity)
(detail complexity)
(Forrester, 1975; Senge, 1990)

(interdependent)

(interdependent
team)

PC



202

PC

PC
PC
PC

()

M 2000

PC

24

(Sterman, 1988; Senge, 1990)

PC

PC

PC

(1)
(2)

15



PC 203

M
M
HR IT
M
()
HR
PC
Schein(1988,
p.151) (conceptual input)

PC
PC



204

(2)
PC
(system dynamics)
(inquiry)
Doérner (1980, 1989) Funke(1988,
PC 1991)

Brehmer(1990, 1992)
Sterman(1989a, 1989hb)

(dynamic decision making)
Berry  Broadbent (Berry,

1991; Berry & Broadbent, 1988;
Broadbent, et al., 1986)

()
PC

Dorner PC

Dorner

(1)
Dorner(1989, p.46)

(Dorner, 1989,



PC 205

— — —

Source: Dorner(1989, p. 46)

p.61)
(Dérner, 1980; Funk, 1988; , 1993,
1998) (causal
series) (causal nets)
PC
, 1994a, b
Berry Broadbent
PC
(ibid)

Dorner Funk
(ibid)



206

PC PC

PC

(Sterman, 1989za;
, 1994b)
(Dorner, 1989)

(Dienl,
1992; Paich & Sterman, 1993; Brehmer,
1991; Dorner, 1980)

Brehmer (1990, 1992)
Sterman(1989a, 1989b)

PC

(scenario planning)(Heijden, 1996)
(Courtney, et al.,



PC 207

1 A.
Event=Pattern
B.
1.
2.
3.
C.
2. zPOT
3 D. »
4. Pattern=-Structure
5, 1.
6. E. 2.
’ :

PC

1997)

Ddorner(1989, p.50)
(schematization)

(Kolb, et al., 1991, p.
246)

Robinson(1980) Jay W.
Forrester



208

- 1525%
> —>
e (—
.
{ |
—>
< «—
-
PC
5%
Forrester 80%
PC
(Event)
(Pattern) (Structure)(Senge, 1990)

PC



()

Schein

PC 209

(prototype method)

HR IT

HR IT
1. ERP

M
2.
3.
4.

M

ERP IT ERP



210

ERP M
ERP

ERP
ERP

ERP
ERP

ERP

ERP

D (Kaplan &
Norton, 1996)



(2) (Stone, et al., 1999)
(Bono, 1985)

24
24 18
(content analysis)
(1)
(2)

PC
(3)

18
72%
(9

(4)
33%)
(4

)

211

3
()ERP E
50%) (2) (9
50%) (3)
7 39%)
(6

22%) (6)
(4 22%)



212

A
A 4

Schein(1992)
(clinical research) M
(1), (8), (9)

Adizes(1988)

P(



PC 213

(interlock) M

Wal-Mart

M ]

87 8 207
(Schein, 1987, chapter 6;

M 1999a)

Wal-Mart

(Schein, 1992; 1999b)



214

Adizes(1988, p.231)
|
A



reality)

(facilitator)

(Senge, et al., p.636)

(physical

(socia reality)

(Schein, 1992, p.101)

ERP

ERP

215



216

time

ERP

22

22

time

Y,
”

HR HR
15

(scenario planning)
M




PC 217

()

PC

PC
Schein(1987, 1988, 1999a)

PC

PC

PC



218

° . (heuristic) o
- -Zoom in, zoom out -POT
° ° [
- °
B -Randers, J, 1980 °
- - Roberts, et al., 1983, chap. _genge, et  al., 1994,
. 8 _ pp.161-180
-Richmond, et al., 1990, _ Richmond, et al., 1990,
. chap. 13 chap. 13

-Senge, 1990, chapter 4
-Kauffman, 1980, pp.38-41
-Doérner, 1989

-Watzlawick, et al., 1974,

ERP

()

PC

PC
PC

PC



(Event)
(Structure)(Senge, 1990)

(Pattern)

Senge(1990, chapter 4)

Forrester(1975)
Kauffman(1980 pp.38-41)
28
Senge

Ddrner(1989)
Watzlawick (1974)

Dorner

(heuristic)
(conceptualization)
zoom in,
zoom out

Forrester(1961, p.96)

(Richmond, et al., 1990, p.181; Roberts, et
al., 1983, p.167; Randers, 1980)

PC

(1)POT (pattern over time)

(Senge, et
al., 1994, pp. 161-180)
(2)

(actor-sector analysis)

(Richmond, et al.,
1990, p. 184)
(3) (flow
analysis)

219



220

(reinstatement)

over time)
POT
« )
A, B A
B
B
A
A, B A
B

POT?

POT

(pattern




221

POT




222

(Altrichter, et al., 1997)

(Richmond, et al., 1990, p.185)



(participate modeling)

(Vennix, 1996; Lane,
1992)

(Wang, 1999)

PC

(Senge, 1990)

(Sterman, 2000) iThink( STELLA)
Powersim Vensim®

ERP

ERP

()

www.hps-inc.com;

WWW.Vensim.com;
www.powersim.com Sterman(2000)

M
(
, 2000)
A, B,C,D
(facilitator) (focus group)
15
Know-how

PC

(metaphor)

POT

223


http://www.hps-inc.com/
http://www.vensim.com/venple.html;
http://www.powersim.com/

224

M
() PC
M H
M
M
PC
(Schein, 1999,

.6
p.6) H H

M H

M H

(Schein, 1992, pp. 170, 190-191)



PC

Schein
PC

(Schein, 1999a, chapter 1)

H
()
8
8
(1) (client)
(1)
(2

(3)

)
(3)
(4)
(5)

(4)

(5)

PC (1)

©)

(4)

(5)

(6)

(7)PC

(2)

225



226

PC
PC

(Schein, 1999a, p22)
PC

PC
(Schein, 1999a, chapter 6) PC

PC

Schein(1999a, p.22)
PC

()

Schein PC
()

PC (Scheina, 1999; p.3)



PC

Schein(1987)
PC

PC

PC
PC
PC
1. (1994a).
2. (1994b).
203  97-122
3. (2000).
2000
4, (2000).
1(4),
5. (1993).
PC
6. (1998).

17(1), 83-106.

227



228

1. Adizes, |. (1988). Corporate lifecycle,
Prentice-Hall.
1994

2. Akkermans, H. (1995). Developing a
logistics strategy through participative
business  modelling, [ nternational

Journal of Operations & Production

Management, 15(11), 100-113.

3. Altrichter, H., P. Posch & B. Somekh

(1997).

4. Argyris, C., Putnam, R. and Smith, D.

M. (1985). Action Science, San
Francisco, CA, USA: Jossey-Bass.
2000

5. Armenakis, A. A. & Burdg, H. B.

(1986). Planning for Growth, Long
Range Planning, 19(3), 93-103.

6. Bennett, R. (1990). What is research, in
Smith, N. C. & P. Darinty (eds), The
management research handbook
(pp.67-77), Routhedge.

7.Berry, D. C. & D. E. Broadbent (1988).
Interactive Tasks and the
Implicit-Explicit  Distinction, British
Journal of Psychology, 79, 251-272.

8. Berry, D. C. (1991). The Role of Action
in Implicit Learning, Quarterly Journal
of Experimental Psychology, 43A(4),
881-906.

9.Bono, E. D. (1985). The Six Thinking
Hats, UK: Penguin Books.
1996

9.Boss, R. W., McConkie, M. L. & Ringer,
R. C. (1991). Combining Two into One:
A Successful Merger in the Public
Sector, Public Administration Quarterly,
15(1), 46~65.

10. Brehmer, B. (1990). Strategies in Real
Time Dynamic Decision Making, in R.
M. Hogarth (Ed.) Insights in Decision
Making(pp.262-279), pp.262-279. The
University ofc Press.

11. Brehmer, B. (1992). Dynamic Decision
Making: Human Control of Complex
Systems, Acta Psychologica, 81,
211-241.

12.Broadbent, D, FitzGerald, P &
Broadbent, M. (1986). Implicit and
Explicit Knowledge in the Control of
Complex Systems, British Journal of

Psychology, 77, 33-50.

13.Coghlan, D. & Rashford, N. S. (1990).
Uncovering and Dealing with
Organizational Distortions, Journal of
Managerial Psychology, 5(3), 17~22.

14. Courtney, H., J. Kirkland and P. Viguerie
(1997, 11-12). Strategy Under
Uncertainty, Harvard Business Review.

15.Diehl, E. (1992). Effects of Feedbacks
Structure on Dynamic Decision Game,
Ph.D. Dissertation, Sloan School of
Management, MIT, Cambridge, MA,
USA.




16.Donovan, M. & Letize, L. (1993).
Lessons from the wizard, The Journal
for Quality and Participation, 16(4),
44~52,

17.Dorner, D. (1989). The logic of failure:
Why thinkgs go wrong and what we can
do to make them right, Rowohlt verlag
GMBH, 1999

18.Ddrner, D. (1980). On the Difficulties
People Have in Dealing with Complexity,
Simulation and Games, 11, 76-106.

19. Forrester, J. W. (1975). Counterintuitive
Behavior of Social Systems, in Collected
Papers of Jay W. Forrester (pp.211-244),
Cambridge: Productivity Press.

20. Funke, J. (1988). Using Simulation to
Study Complex Problem Solving: A
Review of Studies in the FRG
Simulation and Games, 19(2), 277-303.

21.Funke, J. (1991). Solving Complex
Problems: Exploration and Control of
Complex Systems, in R. Sternberg and P.
Frensch (eds.) Complex
Solving: Principles and Mechanisms,
Hillsdale, NJ, USA: Lawrence Erlbaum
Associates.

Problem

22.Heijden, K. van der (1996). Scenarios:
The art of strategic conversation, John
Wiley & Sons.
1999

23.Kaplan, R. S. & Norton, D. P. (1996).
The Balanced Scorecard: Translating

Strategy into Action, Harvard Business
School Press. 1999,

24. Kauffman, D. L. (1980). System 1. An
Introduction to Systems Thinking,
Minneapolis, MN, S. A. Carlton,
Publishers. (can order from
http://www.pegasuscom.com)

25.Kolb, D. A. (1983). Experiential
Learning: Experience as the Source of
Learning and Development, Prentice
Hall.

26.Kolb, D. A., Rubin, I. M. & Osland, J. S.
(1991). Organizational Behavior: An
Experiential Approach, Prentice Hall.

27.Lane, D. C. (1992). Modelling as
Learning: A Consultancy Methodology
for Enhancing Learning in Management
Teams, European Journal of Operations
Research, 59(1), 64-84.

28. Leary, M. (1992). Making a Difference -
Integration Consciousness, Industrial
and Commercial Training, 24(1), 22~29.

29.Leonard, B. D. (1995). Wellsprings of
Knowledge: Building and Sustaining the
Sources of Innovation, Harvard Business
School Press. 1998,

30. Margerison, C. (1992). Counselling and
advice in management development,
Target Management Development

Review, 5(5), 22~27.

229


http://www.pegasuscom.com/

230

31. Marsick, V. (1990). Experience-Based
Learning: Executive Learning Outside
the Classroom, The Journa of
Management Development, 9(4), 50-61.

32.Nonaka, I. & H. Takeuchi (1995). The
Knowledge-Creating Company: How
Japanese ~ Companies  Create  the
Oxford

Dynamics of  Innovation,
University Press.

1997,

33.Norman, A. J. & Keys, P R. (1992).
Organization development in public
social services - The irresistible force
meets the immovable object,
Administration in Social Work, 16(3),
147~166.

34.Paich, M. & Sterman, J. D. (1993).
Boom, Bust, and Failures to Learn in
Experimental  Market, Management
Science, 39(12), 1439-1458.

35. Raners, J. (1980). Guidelines for model
conceptualization, in J. Raners(Ed),
Elements of System Dynamics Method
(pp.117-139), Cambridge, MA:
Productivity Press.

36. Rashford, N. S. & Coghlan, D. (1988).
Organizational Levels: A Framework for
Management Training and Devel opment,
Journal of European Industrial Training,
12(4), 28-32.

37.Richmond, B., Peterson, S. and Boyle, D.

(1990). STELLA Il User's Guide, High
Performance Systems, Inc.,
http://www.hps-inc.com.

38. Roberts, N., D. Anderson, R. M. Deal,
M. S. Garet and W. A. Shaffer (1983).
Introduction to computer simulation: the
system dynamics approach, Cambridge,
MA: Productivity Press.

39.Robinson, J. M. (1980). Managerial
sketches of the steps of modeling, in J.
Raners (ed), Elements of System
Dynamics Method (pp.249-270),
Cambridge, MA: Productivity Press,.

40. Schein, E. H. (1980). Organizational

Psychology (Third Edition),
Prentice-Hall.

41.Schein, E.  H. (1987). Process
Consultation Volume |l: Lessons for
Managers and  Consultants, Mass:
Addison-Wesley.

42.Schein, E.  H. (1988). Process
Consultation Volume 1: Its Role in
Organization Development  (Second

Edition) , Mass: Addison-Wesley.

43.Schein, E. H. (1992). Organizationa
Culture and L eadership (Second Edition),
Jossey-Bass.
1996

44 Schein, E. H. (1993). Legitimating
Clinical Research in the Study of
Organizational  Culture, Jounal  of
Conseling & Development, 71, 703-708.

45.Schein, E.  H. (1995).
consultation, action research and clinical
inquiry: Are they the same? Journal of
Managerial Psychology, 10(6), 14~20.

Process



http://sysdyn.mit.edu/home.html

46.Schein, E. H. (1999a). Process
Consultation Revisited: Building the
Helping Relationship, Mass:
Addison-Wesley.

47. Schein, E. H. (1999b). The Corporate
Culture Survival Guide, Ossey-Bass,
San Francisco.

48.Senge, P. M. (1990). The Fifth
Discipline: The Art and Practice of The
Learning Organization, New York, USA:
Doubleday. 1993

49. Senge, P. M., A. Kleiner, C. Roberts, R.
B. Ross & B. J. Smith (1994). The Fifth
Discipline Fieldbook: Strategies and

Tools for Building a Learning
Organization, New York: Doubleday.
1995,

50. Senge, P. M., A. Kleiner, C. Roberts, R.
Ross, G. Roth & B. Smith (1999). The
dance of change: The challenges of
sustaining learning
organizations, New York: Currency
Doubleday.

momentum __in

51. Sterman, J. D. (1988). People Express
Management Flight Simulator, Sloan
School of Management, MIT,
Cambridge, MA, USA.

52.Sterman, J. D. (1989a). Modeling
Managerial Behavior: Misperceptions of
Feedback in a Dynamic Decision
Making  Experiment,  Management
Science, 35(3), 321-339.

53. Sterman, J. D. (1989b). Misperception of
Feedback in Dynamic Decision Making,
Organizational Behavior and Human
Decision Process, 43, 301-335.

54.Sterman, J. D. (2000). Business
Dynamics: Systems Thinking and
Modeling for a Complex World, Irwin
McGraw-Hill.

55. Stone, D., Patton, B. & Heen, S. (1999).
Difficult conversations. how to discuss
what matters most.

2000

56. Vennix, JA.M. (1996). Group Model
Building: Facilitating Team Learning
Using System Dynamics, England: John
Wiley & Sons.

57.Wang, S. F. (1999). Modeling as
Thinking Process.The Leverage is
Thinking Role, not Thinking Skill,
Proceeding of the 17th International
Conference of the System Dynamics
Society & the 5th Australian and New
Zedland Systems Conference,
Wellington, New Zealand.

58.Watzlawick, P, Weakland, J. & Fisch, R.
(1974). Change: Principles of problem
formation and problem resolution,

1986

2001 01 16
2000 02 07
20010 03 30
2000 05 21

231



	ABSTRACT

