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An excerpt from the book:
‘1-Q in Business: the fast track to a better business’

Written by Martin Goodyer

The creation of a ‘can-do’ attitude, employee flexibility and a singular focus from the
workforce on the achievement of a company’s goal has become the Holy Grail of modern
management. Much has been written and read on managers and by managers on the
subject. Millions of hours have been spent in seminar rooms and on training courses; and
a great deal has (of course) changed for the better as a result. The hard truth is however,
that in many cases the good work and positive intentions of the leadership are being
undone and undermined by pockets of resistance in the workforce.

The difficulty in weeding these out and dealing with them is that they don't stay in one
place. These are not terrorist cells with a mission to bring the company down. They are in
fact (mainly) good hardworking employees who don't intend to do damage and are
unaware of their impact on the business. One day they may be a model employee and the
next (without warning) they toss an emotional grenade into the very heart of the
business.

The ‘one size fits all’ approach of training and the application of pressure on managers to
micro-manage every aspect of employee performance clearly isn’t working to deal with
this issue. The Harvard Business Review* describes ‘a place where more energy may be
put into thwarting things than starting them, but in the nicest way’ as a Passive-
Aggressive Organisation. This description may go some way in putting into perspective the
reality I'm describing.

The healthiest companies are recognised as being resilient and resourceful; in other words
their employees are flexible and quick to adapt. What makes them this way is not the
provision of external resources but their internal emotional resourcefulness. While it is
common to complain that progress is thwarted by a lack of cash or labour, it is not in fact
a lack of ‘resources’ that holds most companies back, but a lack of employee
resourcefulness.

The following Organisational Wellness Matrix© suggests that any organisation can be
broadly classified as either:

Terminal: With low levels of performance and high levels of passive-aggressive behaviour
any attempt at ‘tinkering’ with the existing processes is likely to be futile. Organisations in
this situation require a radical overhaul that may even extend to their being dismantled
and reassembled in a new form.

Sick: Organisations with low levels of performance but high levels of active-compliant
behaviour by the workforce are unwell and in need of recovery; they are ill but can be
made better. This is normally a case of the workforce being willing and strong but the
concept, product, processes or market being weak.
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Depressed: Organisations with reasonable to high levels of performance struggling along
with a constant battle against the passive-aggressive nature of (some of) the workforce

may find it difficult to stay focused on the positive aspects of their being; so absorbed are
they in constantly keeping the ‘dark forces’ under control.

Vibrant: With high levels of performance and an active-compliant workforce is it any
wonder that organisations in this state are forward focused and benefit from the rewards
their success brings.

Organisational Wellness Matrix©

Passive - Aggressive

Terminal Depressed

Low High
Performing Performing

Sick Vilrant

Active - Compliant

Actions to address ‘Depression’

Clinical depression and organisational depression have much in common. In the case of
the former the condition is brought on by a chemical imbalance in the brain. The person
suffering from the condition has little conscious control over the feelings and consequential
actions that result. Undiagnosed, the condition will deteriorate and may reach a critical
stage, potentially leading to self harm. When identified, the condition can be treated by
both the introduction of a chemical support that facilitates the brain functioning more
positively and teaching the person how to manage themselves in a way best suited to
producing positive results.

With the latter, an organisation may be consciously doing everything it believes is in its
power to operate in a positive and progressive way but because of the endemic passive-
aggression that lives within it, is going to constantly struggle to reach any appreciable
level of vibrancy. Left undiagnosed, this organisation depression will inevitably get worse.
According to the Harvard Business Review* 'Most passive-aggressive organisations don't
start out full of entrenched resistance. Problems develop gradually as a company grows,
through a series of well-intended but badly implemented organisational changes layered
one upon another. Passive —aggressive organisations are, therefore, most commonly
large, complex enterprises whose seeds of resistance were often sown when they were
much smaller’. Just as a person finds it difficult to track back in their lives and find the
cause of their depression, organisations will find it nigh on impossible to retrace their
steps and discover the true cause of their malaise today.
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In both cases the cause is nowhere near as important as the remedy. To help raise itself
out of the depression an organisation needs to inject a temporary bridge that will ‘lift" both
the spirits and allow new methods of processing to take place. It must then train itself to
act in ways that support this new (more positive and flexible) approach. Also in both
cases, the combination of training and temporary support can lead to remission from the
symptoms and allow the ‘patient’ to go on to live a perfectly vibrant and healthy life, as if
the depression had never happened at all.

*Harvard Business Review:
The Passive-Aggressive Organisation by Gary L Neilson, Bruce, A Pasternak and Karen E Van Nuys
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