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J. Kampen, 2011. Interventions in Neglected Organizations: an exploratory study how to 
diagnose and recover. Dissertation. 

Summary 
The aim of this study is to develop and test a theory of neglected organizations. In developing a 
theory of neglected organizations research findings and theories form the source domain of ortho-
pedagogy were used as a metaphor and were translated to the target domain of organizational 
development (OD). This is an exploratory study that yields a new concept in the domain of 
organizational development. The study offers new knowledge for practitioners in the field of 
management and consulting to solve organizational problems. This knowledge can be added to the 
domain of OD. The study offers instruments and methods for intervening in neglected organizations: 
this is a contribution to evidence based consulting. The origin of the study is a lengthy organizational 
change process in ‘GVB’ , the public transport company of Amsterdam. Interventions for change 
made by the consultant did not work the way that was expected from ‘planned change’ theory. The 
response to the interventions was mere silence as if the daily organizational life continued as if 
nothing had happened. This phenomenon of no response was explored with the use of recent 
theoretical findings in OD from which the conclusion is drawn that something else in the organization 
needs to be restored first before any of the interventions could possibly succeed. A first survey of the 
domain of orthopedagogy in 2005 learned that this domain could potentially serve as a source for 
explanation of the phenomena that we discovered during intervening in neglected organizations 
(Kampen & Schuiling, 2005). 
The main research question for this study reads as: 
 

How can research from the source domain of orthopedagogy be useful as a metaphor in the target 
domain of OD? 

 

This study is focused on four research questions: 
1. In what way is knowledge from the source domain useful to diagnose a state of neglect in 

organizations? 
2. In what way is knowledge form the source domain useful to develop and implement 

interventions for recovery of neglected organizations? 
3. Are the litarature based characteristics of neglected organizations as defined early in this study 

helpful in diagnosing a state of neglect in organizations? 
4. Can the effectiveness of the interventions for recovery of neglected organizations be 

demonstrated? 
 

In the first part of the study the concept of the neglected organization is developed: 

 The consultant reflects on his interventions and discovers the interventions did not work as was 
intended or might be expected. This is can be read in chapter 2.   

 The consultant looks for explanations in another domain of knowledge and finds theories that 
might be useful. This can be read in chapter 3. 

 The consultant makes a selection of theoretical findings using the questions from chapter 2. The 
consultant derives from these theoretical findings 15 characteristics for diagnosis and 10 criteria 
which an organization has to meet in order to stop the process of neglect and to start the 
process of recovery. An additional program for development of appropriate leadership styles is 
developed. This chapter also pays attention to the role and task of the consultant while 
intervening in neglected organizations. 

In the second part of the study the concept of the neglected organization is tested: 

 To what extend are the 15 characteristics helpful for diagnosing a state of neglect in 
organizations. This research is carried out using case studies and a method of qualitative 
research. The findings are reported in chapter 5. 
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 Can the effects of the interventions for recovery regarding the implementation of the 10 criteria, 
and of the effects on leadership style be measured? These two studies are reported in chapter 6.  

 
In the concluding chapter 7 the findings are compared and reviewed.  

Chapter 2 presents two case studies of organizational development at GVB. The practice of OD is 
embedded in the theory of planned change of Chin and Benne (1970) and the theory of co-creating 
change from Wierdsma (1999). The cases are introduced with a review of the history of 
organizational change in the public transport company over a period of 30 years in which the 
developing issues of organizational dysfunction are illustrated.  
One case concerns the reorganization of the department of traffic control in which a normative re-
educative strategy of change was applied (Chin & Benne, 1970). The assumption of the consultant 
was that involvement of the members of the department would lead to acceptance and ownership of 
the new situation of an integrated traffic control. This does not occur nor does the assumption of a 
rational empirical approach to change (Chin & Benne, 1970): the members of the department don’t 
see the wisdom of the change despite the obvious enrichment of their work. Even the application of 
a power coercive approach (Chin & Benne, 1970) where employees risked losing their job does not 
show any effect in the attitude towards the planned change. The expected effects of the three 
approaches, which were applied in a combination suiting the situation, do not occur: organizational 
daily life continues as if no organizational change had taken place. The consultant stumbled on 
organizational reality and discovered how the daily business was run and that it was dominated by 
personal relationships between management and subordinates. Narratives are used as examples of 
how organizational life at GVB looks like, one such story is that of ‘The tram in the night’. The other 
case concerns the optimization of operational management on tramlines that were referred to as 
‘integrated line operation’. 
The lessons learned from this case were applied in the strategy for change. One major lesson was to 
apply an iterative approach and simultaneously act with close surveillance. 
This was incorporated in the strategy of change because the issue in this case is weak and distributed 
operational management and a culture of great personal freedom in how the work needs to be done. 
The applied strategy is transactional organizing instead of positional organizing (Wierdsma, 1999): 
change is seen as a collective learning proces.  
The consultant learns a lot about the organizational reality and unveils the absence of a mutual 
relationship between management and subordinates, well-organized personal networks; and how all 
of the participants in the change process, management, staff and subordinates, keep up appearances 
with the intended change. The consultant discovers that the managers do not interfere in the 
behavior of the personnel unless there is an emergency. Managers are not competent in behavioral 
guidance. The consultant is faced with organizational reality (Frost et al., 1982) which is ever ‘worse 
than you can imagine’ and ‘the origin of problems is nearer than you thought’ 
One aspect of the chosen change strategy in this case seems to work well: more iterative and 
reflective guidance over the change process - as Wierdsma (1999) calls - the concept of the ‘trek’ 
instead of the ‘package tour’.  This strategy offers the opportunity to improvise when the actual 
situation needs other interventions. . However the triple loop learning process (Wierdsma, 1999) 
needed to successfully co-create change in organizations does not start because management, staff 
and personnel are not willing to reflect and learn, their relationships are not mutual and there is a 
wide spread distrust of a hidden change agenda. The assumption of Wierdsma (1999) that people are 
committed by joint acting does not prove true. No mutual dependence is experienced; everyone 
struggles on his own. There are informal networks not committed to organizational goals but to 
survival and based on cheap sentiments and shared fears.  
One major finding in the case studies of GVB is the importance of the dynamics of daily 
organizational life in organizations (Frost et al., 1982 and Gabriel, 1999): if the change strategy does 
not encompass the organizational reality most interventions will fail to work as intended.  
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The findings in the case studies at GVB are reviewed with some relevant recent studies of 
organizational development that pay attention to complexity and resistance to change  of 
organizational change and the ‘shadowy dark side’ (Rodgers, 2007) of organizations.  

This ‘shadowy dark side’ of organizations indicates the importance of encompassing the 
organizational reality but shows no evidence based successful interventions.  
The concept of ‘silent killers’ (Beer & Eisenstat, 1996 and 2003) can be identified in the GVB cases as 
well as the phenomena of ‘organizational silence’ (Morris & Milleken, 2000) and  ‘moral muteness’ 
(Bird & Waters, 1989). The board of GVB breaks their silence pertaining to the problems in 
organizational performance and the organizational life is not threatened by the silent killers referred 
to by Beer and Eisenstat (1996 and 2003), everything goes ‘business as usual’.  
There are characteristics of the concept of the robust core of an organization in the cases (Van Oss & 
van ‘t Hek, 2008), which says that every organization has the ability to maintain its identity under 
changing circumstances. The organizational problems at GVB seem to be  tough issues (Vermaak, 
2009) but the creative and playful interventions that Vermaak proposes to resolve these issues will 
not work: the problems at GVB demand restoring basic conditions and relations in daily 
organizational functioning first. The insight of restoring ‘normal life’ also first applies to the findings 
of Schuiling (2001), who found that development of middle managers and their subordinates can 
start as soon as mutual availability has been created. This condition was created but distrust 
remained dominant and subordinates at GVB are not willing to response to the availability and 
attention of the managers.  
An important conclusion that can be drawn from the cases at GVB is that interventions for 
organizational development have to start with the organizational reality however problematic the 
situation is. The organizational reality cannot be found by studying the formal functioning  of the 
organization: the consultant needs to reveal the truth about informal organizational functioning, this 
can only be done by ‘muddling through’ the reality of organizational life and looking at the shadowy 
side.         
The review of the case studies of OD interventions in GVB leads to research questions such as: what 
is the rationale of the ‘weird’ behavior of subordinates like the tram drivers, and what is the meaning 
of these behaviors? Why do subordinates refuse to take responsibility for their behavior? Why do 
subordinates distrust every new manager? Why do subordinates refuse to participate in how their 
own work is organized ? Why do not they respond to the availability of their managers? What can be 
said about the leadership style and the approach to change in the past and present of the cases? 
What can be said about the history and the context of the organization, and how does it influence 
the effectiveness of interventions?  
These research questions serve as a guide for exploring the source domain of orthopedagogy that 
was discovered by serendipity (Kampen & Schuiling, 2005). 
 

Chapter 3 encompasses a relevant selection of findings in the domain of orthopedagogic studies, 
which will be transferred to the concept of the neglecting organization and a set of interventions in 
chapter 4.  Parenting styles - especially neglecting - and their consequences on the development of 
children will be used as a metaphor to understand the phenomena as reported in the case studies of 
GVB. ‘Metaphor is principally a way of conceiving of one thing in terms of another, and its primary 
function is understanding’ (Lakoff & Johnson, 1980: p.36). ‘Metaphors allow us to make sense of the 
unfamiliar by drawing on the knowledge of the familiar’ (Inns, 2002, p. 306). The process of using 
metaphors is described as: ‘metaphors are mappings from one conceptual domain to another’ 
(Lakoff & Turner, 1989). The domain of orthopedagogy is used as a source domain, it provides us 
with language and meaning for the concepts of ‘safety’, ‘attention’, ‘recognition’, ‘initiating 
structure’, ‘learning’, ‘restricting’, ‘suiting to the competences of organizational members’ and 
‘suiting to the developmental stage of the organization’.  Parenting is suggested as guiding a process 
of development of children. The omission of guidance can result in deviant development or in a 
developmental delay.  
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In the literature the distinction between ‘abuse’ and ‘neglect’ is found relevant for this study because 
‘neglect’ can have more devastating consequences for children than ‘abuse’ (English, 1998). Neglect 
means the omission of the parenting a child needs (Rink, 1995).  

Neglecting behavior of the parents consists of unavailability and ignoring the emotional and physical 
needs for the care of a child, spoiling, indulgence, overprotection, overestimation or a dominant 
attitude of the parents (Rink, 2004).  
Particularly relevant to this study is the notion that neglecting is in general not an intentional 
behavior of parents, but mostly a combination of a lack of awareness, knowledge, skills, commitment 
and availability of the parents (Verhey, 1990). Neglect involves the interaction of ‘parenting deficits’, 
‘child deficits’ and ‘community deficits’ (Smith & Fong, 2004). These elements are important in 
diagnosing neglect. Neglect is a lengthy form of inadequate care (Hutchinson, 2004). The problematic 
behavior of neglected children is an indicator of neglect and can be seen as functional for surviving 
dangerous situations. In a time limit the damage from neglect shows itself in problematic behavior of 
the children: the misbehavior is an indicator that has a diagnostic value (Thoomes-Vreugdenhil, 
1999). Diagnosing neglect is hard because one needs to reveal that ‘a desired set of conditions of 
behaviors’(McSherry, 2007)  has been missing. The severity of the damage is related to the duration 
of the neglect (Smith & Fong, 2004 and McSherry, 2007). Neglected children cannot cope with the 
demands of their social environment: they cannot comply with the developmental tasks of their age 
(Egeland et al., 1983). They learn to deal with the reality of life in their own way and learn how to 
stand up and survive in a shrewd manner (Aichhorn, 1952). The behavior of neglected children can 
be seen as incompetent as well as resistant (Redl & Wineman, 1987). Rosenthal (1987) points out 
that this behavior is functional: the children maneuver themselves in an elusive position so they can’t 
be held responsible for what they have done.             
The literature concerning parenting is explored on the issue of how effective and ineffective 
parenting styles differentiate. Two main factors are analyzed in the study of parenting behavior: 
‘responsiveness’ (the way parents respond to the needs and competences of their child) and 
‘demandingness’ (the way parents exercise demands and control over the child) (Maccoby & Martin, 
1983). Four parenting styles and their effect on the development of children can be distinguished:  

 Authoritarian parents are highly demanding and directive, but not responsive. "They are 
obedient and status-oriented, and expect their orders to be obeyed without explanation" 
(Baumrind, 1991, p. 62).  This style implicates obedience regardless of the needs and 
competences of the child and can therefore result in deceptive adaptation.       

 Indulgent parents (also referred to as "permissive" or "nondirective") "are more responsive than 
they are demanding. They are nontraditional and lenient, do not require mature behavior, allow 
considerable self-regulation, and avoid confrontation" (Baumrind, 1991, p. 62). The absence of 
structure often leads to problem behavior and is therefore less effective. 

 Authoritative parents are both demanding and responsive. "They monitor and impart clear 
standards for their children’s conduct. They are assertive, but not intrusive and restrictive. Their 
disciplinary methods are supportive, rather than punitive. They want their children to be 
assertive as well as socially responsible, and self-regulated as well as cooperative" (Baumrind, 
1991, p. 62). This style is found to be the most effective for the development of children to 
autonomous and responsible persons. 

 Uninvolved parents are low in both responsiveness and demandingness. This parenting style 
encompasses rejecting and neglecting styles and is found to have a more damaging impact on 
the development of children than is the authoritarian style (Baumrind, 1991). 

The studies of the treatment of neglected children indicate the preliminary importance of the 
recovery of the routines in everyday life (Trieschman et al., 1980). The enactment of a protective 
educative climate is an important condition (Slot & Spanjaard, 2009 and Van der Ploeg, 2010). The 
authoritative style is the preferred parenting style with even an accent on the structuring dimension 
to offer a maximum of predictability to the child.  
 

http://www.athealth.com/Practitioner/ceduc/parentingstyles.html#Baumrind91
http://www.athealth.com/Practitioner/ceduc/parentingstyles.html#Baumrind91
http://www.athealth.com/Practitioner/ceduc/parentingstyles.html#Baumrind91
http://www.athealth.com/Practitioner/ceduc/parentingstyles.html#Baumrind91
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The role of the social worker as a mentor in the treatment of neglected children is important: he 
needs to keep a balance between involvement and distance (Broos & Van Dun, 1997). The mentor 
needs to be able to handle tough resistance and work with the children without mutual relationships. 
    
The theoretical revenue from the source domain of orthopedagogic studies is transferred to the 
domain of organizational development in chapter 4 resulting in a conceptualization of neglected 
organizations.  This encompasses a definition and a method for intervening including a phase of 
diagnosing and a phase of recovery. The diagnosis consists of an instrument of 15 characteristics, the 
description of  the method for diagnosing and the description of the role and tasks of the consultant. 
The strategy for recovery encompasses an instrument for implementing the necessary conditions and 
a program for developing an appropriate leadership style. The instrument consists of 10 criteria a 
neglected organization should meet as a condition to be able to stop the process of neglecting and 
be able to start the process of recovery. The leadership program consists of interventions aimed at 
developing an effective leadership style. Again the role and tasks of the consultant in this phase of 
intervening are described. The intended effect of the change in leadership style is defined using the 
concept of ‘organizational trust’ (Kramer, 1999) and the concept of ‘self efficacy’ (Bandura, 1977, 
1982). 
The distinction between ‘abuse’ and ‘neglect’ is thought to be relevant in an organizational context: 
neglect is about not taking responsibility in the role as a manager and about the enactment of 
ineffective leadership. Assumed is that neglect is not intended behavior but occurs by omission and 
incompetence. In this study neglect as an act of managers is distinct from neglected organizations as 
systems that contain the consequences of neglecting. Neglect in organizations is considered as a 
lengthy or even permanent  process that results in a fundamentally disturbed or even a broken 
relationship between management and subordinates. This disturbed relationship is characterized by 
mutual distrust, falsifying, and avoidance of responsibility and survival strategies of both parties. The 
final consequence is non-responsiveness in the relationship between management and subordinates.  
Very often neglect in organizations is denied and neglected. The nature of neglect implies that the 
consultant and the board who hired him are faced with the unpleasant task of demonstrating the 
damaging effects of neglect. They should bear in mind that members of the neglected organization 
will deny, deceive, play games and cooperate coercively.  
This study comes to the following definition of a neglected organization: 
A neglected organization is an organization in which leadership and guidance of the organizational 
development is missing over a long period of time and where as a result of this omission harmful 
patterns of behavior have developed between management and subordinates (as in Glaser, 2002). 
              
The method for diagnosing consists of four steps that are carried out by the consultant and members 
of the management several times in a cyclic process. The first step is revealing behavioral patterns, 
relationships and phenomena in the organization that are considered obvious or self-evident. The 
second step is facing the participants with reality and giving attention to their response; then they 
are asked if their behavior is appropriate to their role and responsibility. The third step is suiting the 
phase of development of the organization. This means that the interventions match to the 
competences and the needs of the members of the organization. The fourth step is to act in an 
appropriate way. The interventions of the consultant carrying out the diagnoses are described just as 
the competences needed to act successfully in a neglected organization.  
The instrument for carrying out the diagnose consists of 16 characteristics regarding three aspects of 
functioning: 
The organization as a system:  
1. A history of radical organizational change and frequent changes in the staff. 
2. Commitment of the board to internal organizational problems. 
3. Unity in leadership in the board and senior management. 
4. Positioning and authority of the senior management. 
5. Positioning and authority of the support staff. 
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6. Positioning and authority of operational management. 
 
The leadership behavior: to what extent are managers 
7. Demanding to the performance of the employees. 
8. Responsive to the competences and emotional needs of the employees. 
9. Physically and emotionally available for the employees. 
10. Members of operational management are accepted and supported by the senior management 

and their subordinates. 
The behavior of subordinates and members of the staff: to what extend is the following behavior 
existend: 
11. Infinite behavior. 
12. Refusing to reflect and learn. 
13. Avoidance of responsibility. 
14. Self-preservation. 
15. Severe resistance. 
16. Subversion of authority.  
 

The method for recovery of neglected organizations consists of an instrument of 10 criteria that need 
to be implemented to stop the process of neglect and start the process of recovery. The criteria were 
drawn from a combination of findings of successful treatment in families and in residential settings. 
The 10 criteria are: 
Concerning the board of the organization 
1. The board is able to resist and handle pressure from the context of the organization and is able 

to protect the borders of the organization as to guarantee stable internal affairs. 
2. The vision and strategy that are initiated by the board level with the competences and the phase 

of development of the organization. 
3. The board is effectively committed to the operation of the organization. 
Concerning demands and consequences of a stable daily organizational life 
4. Expectations about social interactions between members of the organization at all levels are 

explicit and concrete. 
5. Misbehavior that threatens the stability of daily organizational life has consequences that shall 

be held against the actor. 
Concerning the position of the operational management 
6. The members of the operational management are responsible for the performance of their work 

unit or team. 
7. The members of the operational management are competent in establishing and maintaining a 

stable organizational life. They are willing to take responsibility in their role. 
8. The members of the senior management and the board actively support the members of the 

operational management. 
Concerning the management of the process of change 
9. The process of change is structured over time, is dedicated to recovery and monitored by the 

board. 
10. The interventions in the process of change are permanently checked in practice in relation to the 

changes in the organizational reality. 
 

The interventions that the consultant carries out involves three stages: firstly is to investigate the 
presence or absence of the criteria, secondly is to advise about how to implement the missing 
criteria, and thirdly to implement the missing criteria. This process of intervening shows that two 
types of diagnosis are carried out: one to diagnose the pathology of neglect done with the help of 15 
characteristics and one to diagnose the conditions for recovery done with the help of 10 criteria.   
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In the attitude of the consultant, the board and members of the management show a careful balance 
between commitment and distance should be kept because relations are not reciprocal and though 
resistance can be expected.     
The second part of the strategy for recovery is based upon the analogy between parenting styles and 
leadership styles. The leadership styles are known in the literature as ‘consideration’ and ‘initiating 
structure’ (Stogdill & Shartle, 1948, Hemphill, 1950, Fleishman, 1953) and show a perfect analogy 
between the dimensions ‘responsiveness’ and ‘demandingness’. The description of the leadership 
styles is enriched with relevant findings about the parenting styles.  
 

The dimension ‘consideration’ is on the Y-axis and ‘initiating structure’ is on the X-axis in the 
leadership model: now four leadership styles can be defined: 

 

 

 

 

 

 

 

 

 

 

 

     

 

 

  
Leadership model with the dimensions of Fleishman (1961) enriched with aspects of parenting. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Consideration high 

Authoritative Participative 

Initiating Structure 

low high 

Laissez faire Instructive 

low 
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Description of the four leadership styles. 

A difference can be made in ‘good’ and ‘bad’ leadership styles including the result of the 
distinguished styles in a neglected organization: 

 An instructive leadership style will contribute in a neglected organization to a needed 
predictability and is effective at the start of recovery from neglect. 

 An authoritative leadership style contributes to a healthy development of the organization. 

 A participative leadership style in which consideration for the needs of subordinates is high but 
structuring is low, will be distrusted in a neglected organization and is therefore ineffective. 

 A laissez faire leadership style is harmful for the development of the organization and will 
contribute to neglect. In a neglected organization it contributes to the neglect of neglect. 

 

This study assumes that lengthy laissez faire leadership will disturb relationships to the extent that 
members of the organization are no longer willing to restore the relationship spontaneously as 
Schuiling (2001) found in a healthy organization. In a neglected organization components of 
protection and safety need to be restored first. In doing so an instructive leadership style serves to 
establish predictability in the organization (as in Colapinto, 1997). 
 

To change leadership styles in the desired direction a program of interventions is developed. This 
program consists of: 

 An opening conference: participants are members of operational and senior management and 
the board. 

 Learning conferences attended by all members of operational management. 

 Peer reflection with members of operational management on cases. 

 Individual coaching of the members of operational management. 

 Team conferences with employees and their manager to assess everyday organizational life and 
enforce the role and position as the immediate supervisor .  

Participative 
Leader offers autonomy and 
responsibility to subordinates : 
how the work is to be done is loose, 
seeks support for his decisions, 
appeals to their competences and 
exercises low structuring and 
control. 

Authoritative 
Leader offers responsibility according 
to capabilities, coaches in the work, 
is demanding in commitment to 
organizational goals, sets realistic 
targets and is considerate in the 
needs and attention for 
subordinates.   

Laissez faire 
Leader assumes no responsiblity in 
his role: fails to initiate structure 
and neglects the needs and 
competences of the subordinates.  

Instructive 
Leader bears sole responsibility: 
decides unilaterally, determines what 
is right and orders this to be done.  

consideration high 

low 

low high 

Initiating 
structure 



9 
 

 

This program is accompanied by a series of meetings with the consultants and members of senior 
management and board to adjust them to the change process in organizational life.  

The consultant aims to ensure support for the change in leadership style (in operational 
management) from the board and the senior management. These steps are necessary   to restore a 
stable daily organizational life. 
The intended effect of the change in leadership style is made tangible  with the concept of ‘trust’. It 
encompasses two variables: organizational trust and self-efficacy.  
In neglected organizations the subordinates distrust the overall functioning of the organization and - 
in particular - the persons who are responsible in management: the case of the public transport 
company GVB illustrates a deep rooted distrust in every aspect of management and this is projected 
towards new members of operational management. Neglected subordinates are what Kramer (1999) 
calls ‘distrusters’. The analogy with neglected children is that they have learned to distrust 
everybody. They have experienced the unavailability and neglect from their parents and tend to 
think that they are themselves to blame as the cause of neglect (Erickson & Egeland, 1996, 
Crittenden & Ainsworth, 1989, Van Hekken, 1992). That is why in this study self esteem defined as 
self-efficacy is chosen as a possible outcome of change in leadership style. Assumed is that when self-
efficacy is restored subordinates will take responsibility for their contribution to the well functioning 
of the organization.    
In this study it is assumed that change in leadership style will result in an increase of organizational 
trust and an increase in self-efficacy of the subordinates.  
Considerate leadership behavior means that the manager pays attention to the needs, capacities and 
emotions of his subordinates and that the manager will involve the subordinates in matters related 
to their work. This leadership behavior will contribute to the extent of trust subordinates have in the 
organization and the management. Considerate leadership behavior is aimed at personal mastery 
experiences of their subordinates, which contribute to their self-efficacy. The manager enforces the 
performance and desired behavior by giving feedback on the behavior of their subordinates and by 
doing this he contributes to the ‘elimination of defensive behavior’ (Bandura, 1977, p.196). 
Structuring leadership behavior is aimed at restoring routines in the daily life of the organization and 
by doing so contributes to a less threatening situation in the organization.  
The manager will be demanding by setting suiting performance targets and define the norms of daily 
social interaction in the workplace. The manager will be predictable in addressing the behavior of his 
subordinates. Consistent behavior of the manager will contribute to increase of trust in the 
organization is assumed.  
The study of the   literature of orthopedagogic studies and the transfer to the domain of OD has 
resulted in:    

a. The definition of the concept of a neglected organization. 
b. An instrument consisting of 15 characteristics and a method to diagnose a state of neglect in 

organizations. 
c. An approach to recovery of neglected organizations consisting of an instrument and a method to 

implement the 10 criteria for recovery and a program for change in the leadership style. 
d. The definition of the intended effect of the interventions for recovery using the concept of 

organizational trust and self-efficacy. 
 

The research follows the two phases of intervention, diagnosis and recovery. In chapter 5 the 
evaluation is reported on how useful the 15 characteristics are to diagnose a state of neglect in 
organizations. Three case studies are conducted in organizations where symptoms of neglect were 
found by the consultant. Every characteristic is reviewed regarding the usefulness of what it 
contributes to a get a clear picture of the problems in the organization, and what each characteristic 
reveals about the origins of the problems in the organization.  
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Then the question is answered whether the findings enable a conclusion about the state of neglect of 
the organization.  

The findings of the study of the characteristics indicate that they are sufficiently discriminating and 
deliver new information and insights about the problems in the organization. Some of the 
characteristics about the context of the organization have been adjusted. The characteristic 
regarding the prosperity of the organization is relevant for families but not for organizations. The 
characteristics about the roles and positioning of members in the management and staff of the 
organization need a more precise definition. The characteristics regarding the behavior of neglected 
employees also apply to the behavior of members of management and staff. The empirical findings 
lead to an additional characteristic regarding the subversion of authority that was found in all of the 
three case studies.  
The characteristics have the potential to assess neglect in the studied cases.  
Two of the cases can be considered neglected organizations at the time of the diagnosis.  
A remarkable finding is that the characteristics can indicate a state of neglect in the past: the 
characteristics in one case regarding the context of the organization and the leadership behavior did 
not indicate a state of neglect while on the contrary all the items of behavior of subordinates did 
indicate neglect.  
The conclusion is drawn that the characteristics help to reveal the dynamics of organizational life 
necessary to assess neglect in organizations. The process of diagnosing using the four-step method is 
found to be equally important as the instrument of the characteristics. Diagnosing is a process of 
revealing in which the members of the organization feel both ‘perpetrators’ and ‘victims’: they are 
part of the problem.  

It takes time to engage participants in revealing the reality of organizational life. Once the reality can 
be addressed a relief of speaking freely about what seemed to be a taboo is taking place. The way 
participants react to the revealed organizational reality gives new information about the state of 
neglect in particular the members of management being part of the problem. 
The process of revealing gives clear insight to the ways in which roles and positions are occupied by 
members of management and staff. In doing so the competencies and intentions of members of the 
management and staff - including the board - are revealed regarding the enforcement of neglect, and 
their potential for the organization to recover from neglect.  
The case studies confirm the assumed lack of reciprocity in the relationships within the organization. 
This implicates that the consultant cannot rely on mutual adjustment in the client system. The 
consultant needs to be aware of denial, deception and betrayal, because the members of the 
organization often are ashamed of the situation and feel they have failed. They will offer resistance 
to the reports of the consultant. This means that the consultant needs to contract the back up and 
support for his role with the board.  The study of the phase of diagnosing indicates that this can be 
theoretically distinct from the phase of recovery, but in the consulting process the phases are 
iterative actions in one process of intervening.  Every step to recover reveals new information about 
the pathology: the reality is always worse than imagined.  
The case studies lead to the conclusion that it is possible to make a substantiated  statement about 
the phenomenon of neglect in organizations. The new concept helps to reveal the problems in the 
organization in other terms in order to understand the phenomena that appeared obstinate and 
insoluble. To engage participants in revealing the organizational reality it is necessary to assume the 
responsibility  , though the consultant must accept that the responsibility is often denied by 
members of the staff  in a neglected organization. 
 

Chapter 6 consists of two studies. The first study uses a qualitative approach to evaluate the 
interventions for implementing the 10 criteria for recovery of neglect: the study is carried out in the 
same organizations where the diagnoses were conducted.  
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The second study is conducted using a quantitative approach to measure the effects of the 
interventions on change of leadership style and on the assumed increase in organizational trust and 
self-efficacy of employees: the study was carried out in only two of the organizations used in the case 
studies due to the lack of longitudinal data in one of the organizations.  
 

The first study that is reported in chapter 6 considers the interventions for implementing the 10 
criteria for recovery. Assumed is that the interventions of the consultant contribute to the 
implementation of the 10 criteria for recovery. 
The measure consists of three moments in time: t0, t1 and t2. This examination of the existence of 
the criteria is in fact a different kind of diagnosis: not to assess the pathology but to assess the 
condition of the organization for recovery.At t0 the starting point the existence of the 10 criteria is 
examined in the three cases, organization A, B and C . There are no big differences between the 
organizations at the starting point: only 2 or 3 out the 10 criteria can be found. At t1 the degree of 
acceptance of the advice given by the consultant regarding the implementation of the missing 
criteria is examined. The degree of acceptance varies considerably.  
At t2 is examined to what degree the missing criteria are implemented. The findings are that in the 
organization B where the acceptance of the advice of the consultant was high all 10 of criteria are 
implemented. In organization C  notwithstanding that the acceptance of the advice was high in the 
senior management the criteria were not implemented due to a lack of support of the board.  
In organization A  the conditions at the starting point allowed the senior management to implement 
most of the criteria despite an explicit consent of the board.  
The conclusion is that acceptance of the advice of the consultant can be significant but this does not 
entail  the advice is implemented. The influence on the implementation of 6 out of 10 criteria is 
limited: the criteria concerning the attitude of the board and the positioning of the operational 
management need the consent and support of the board and the senior management. The influence 
of the consultants interventions is modest. 
The assumed contribution of the consultant in implementing the 10 criteria is not confirmed in the 
case studies. The acceptance of the advice given by the consultant can be high but there are other 
circumstances and influences that determine the success of implementing. One of the indications 
found in the case studies is that the unity both vertically and horizontally between members of the 
board and staff is a very important factor in creating the conditions for successful recovery of 
neglected organizations. 
 

The second study concerns the measurement of the effects of the interventions on leadership style 
and the effects on an assumed increase in organizational trust and self-efficacy.  
Assumed is that a more authoritative style of leadership will have a similar effect on the 
development of employees as would the authoritative parenting style on the development of 
children. The program of interventions is aimed at enforcing both the considerate dimension of 
leadership as well as the structuring dimension. It is predicted that the interventions will yield a 
higher score on both dimensions of leadership. The result of a more considerate and structuring 
leadership style is assumed to have an effect on organizational trust and on self-efficacy of 
employees. It is predicted that both forms of trust will increase as a result of the interventions for 
change of leadership style.  
The effects are measured using a questionnaire constructed of items of existing questionnaires.  
A pretest and posttest design was carried out in two cases, organization B and C.  
Employees and their immediate supervisor were asked to fill out the questionnaire at t0 and t1 about 
6 to 8 months later.  
The results indicate that the assumed effects of the interventions for the change of leadership style 
can be significantly demonstrated in one of the two cases. The effects of the interventions on 
increase in trust are only significant on the variable ‘trust in immediate supervisor’ which is part of 
the construct of organizational trust.  



12 
 

The dimension of considerate leadership causes the effect. No significant effect on self-efficacy can 
be found.  
The results can be reported for one of the cases that participated in the measurement.  
 

In chapter 7 the results of the entire study are compared and discussed. 
Comparing the results is done by using a cross case analysis. The table shows an overview of the 
findings in this study. 

 findings Organization A Organization B Organization C 

1 Type of organization: 
Branche 
Head count 
Lengthy problematic development 
Issue  
 
 
Defined by organization as 

 
Non profit 
130 
Yes 
 
Stagnating OD 
 
 
‘Problems in 
communication 
between 
management and 
subordinates’ 

 
Non profit 
50 
Yes 
 
Neglect of new 
management 
 
‘Orphaned 
organization’ 

 
Non profit 
220 
Yes 
 
Habituation to 
organizational 
problems 
‘Culture of 
archipelago’ 

2 Meet the 15/16 characteristics In part In part Full scale 

3 Amount of criteria’s for recovery 
present  

4 2 3 

4 Amount of accepted advices  
(total of criteria’s present) 

4 (8) 8 (9) 2 (5) 

5 Amount of implemented advices 
(total of criteria’s present) 

3 (7) 8 (10) 0 (3) 

6 Measurement change in leadership Not measured Yes No 

7 Measurement change 
organizational trust and self-
efficacy 

Not measured Yes, trust in 
immediate 
supervisor 

No 

           
The cases all show a lengthy problematic organizational development: the type and severity of the 
problems is similar. The organizations are all products of mergers. The issue that is initially expressed 
shows a non-responsiveness, an important warning signal for neglect. The diagnosis of the pathology 
indicates that organization A cannot be labeled as a neglected organization but the employees 
exhibit extreme behavior of neglect. Organization B can be labeled as neglected though the 
employees exhibit only two of the five characteristics of the behavior associated with neglect. 
Organization C is positive on all characteristics of neglect.  
The diagnosis of the presence of conditions for recovery indicates no significant differences between 
the cases. In organization B the acceptance of the advice of the consultant is most while in 
organization A and C the acceptance differs under the members of the board and senior 
management. In organization B all the missing criteria are implemented. In organization A the 
missing criteria are implemented due to the commitment of the senior and operational management 
in the relevant part of the organization. Organization C lacks the support of the board for 
implementation of the criteria while there is an increase in division between members of senior 
management. The effect of the interventions for a change in leadership style is measured in two of 
the cases because a pretest and posttest measure could be carried out in these organizations. 
In organization B the predicted increase on the dimensions of considerate and structuring leadership 
is found significant.  
An increase in trust in the immediate supervisor is also found.       
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It is plausible that an increase in trust in the immediate supervisor is found prior to an assumed 
increase in trust in members of the senior management or the board because subordinates 
experience the behavior of their immediate supervisor on a daily basis, while the performance of the 
senior management and the board is less visible for subordinates. 
No significant effect on self-efficacy of the subordinates was found. We advocate the measurement 
of the effect of the interventions over a longer period of time to assess the assumed shift in increase 
of organizational trust and self-efficacy. It is assumed that organizational trust is preliminary for an 
increase in self-efficacy.  
 

An overall conclusion of this study which examined effects of interventions to recover neglected 
organizations is that several interventions ought to take place simultaneously. Some criteria are 
more important than others: the commitment of the board to recovery is indispensable.  
The criterion concerning the structure of management - especially a clear position of the operational 
management - needs to be implemented first while in the meantime the interventions for change of 
behavior in leadership take place.  
The change in leadership style was conducted in a relatively short period of 8 months: this is an 
encouraging finding for the relevance of the new concept and the interventions derived from the 
source domain of orthopedagogy, but it needs further research over a longer period of time. The 
findings of this study indicate that structuring of the social environment in organizations is analogous 
to the pedagogical climate in the treatment of neglected children. A predictable social environment 
in organizations is the context in which an authoritative leadership style is effective and subordinates 
can develop organizational trust and self-efficacy. 
The literature of orthopedagogic studies have already indicated that neglect is a lengthy insidious 
process and recovery is not done overnight; it needs a prolonged and intense process of 
organizational change.  
 

This is an exploratory study that yields a new concept in the domain of organizational development. 
The study offers new knowledge for practitioners in the field of management and consulting to solve 
organizational problems. This knowledge can be added to the domain of OD. The study offers 
instruments and methods for intervening in neglected organizations: this is a contribution to 
evidence based consulting. The instruments and findings have been used successfully by the author 
in several organizations over a period of five years.  
 

The exploration of the domain of orthopedagogic studies has a broader potential for the domain of 
OD. The analogy between parenting and leadership is inspiring and also practical in healthy 
organizations.  There are interesting interfaces to be explored between this study and studies of 
destructive leadership and abusive supervision (Tepper, 2007), studies exploring the dark side of 
organizations (Vaughn, 1996) and the study of tough issues in organizations (Vermaak, 2009). 
The concept of the neglected organization belongs to the basics of every professional in the field of 
consultancy and interim management. In case one is  assigned to a project in the context of a 
neglected organization this knowledge will provide recognition of the phenomenon. In these 
circumstances failure of the traditional repertoire of interventions is imminent. Recognizing the 
characteristics of a neglected organization and knowing how to cope with the absence of reciprocity 
will help to decide whether one  can succeed in a neglected organization or one is  wiser to turn in 
the assignment. 
 


