
!  

!
!
!
Harri Hyyppä 

!
The Wonder of  Connecting Dreams  

Dreaming and the changing organisational thinking 

!
!
(Extract and translation from: Heikkilä, Jukka-Pekka; Hyyppä, Harri and Puutio, Risto (eds): 

YHTEISÖN LUMO. Systeemisiä kytkeytymisiä. The Metanoia Institute, 2009) 

!
!
!
In our modern Western thinking, dreaming has always represented an area of marginal research and 
knowledge. A number of major theoretical trends and approaches have passed by the world of 
dreams and, at the same time, its numerous opportunities. The psychodynamic approach and 
therapy, however, are clear exceptions to the rule. The more recent systemic approach has also 
embraced dreaming, an essential part of our lives. History also shows us that the value of dreaming 
and its symbolism have traditionally been appreciated. However, it can be said that the marginal 
position is not only reserved for secondary or insignificant matters but often even the most valuable 
notions and ideas are left aside. One seldom finds a side effect pushing its way through to the core 
of research – much less to conquer the main role. One of the leading ideas of systems thinking has 
been that a transformation of a system begins at its margins. 

Dreaming has traditionally been considered as an expression of the psyche and the inner world of 
an individual, as a sign of one’s creativity. It has also been commonly understood as an intimate and 
private part of the spiritual life of an individual. The origins of dreams have often been considered 
highly private and personal. The conception of dreaming as a social, societal and cultural sign has 
opened up a new perspective, on one hand, to the study of dreams and, on the other hand, to the 
understanding of organisational dynamics.  
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The objective of this article is to draw attention to and open new horizons to the organisational 
dimensions of dreaming as well as the mutual linking between an individual and an organisation. 
New methods emphasising the social dimension of dreaming, “listening post” and in particular the 
“social dreaming” thinking approach to work and methods, offer a special perspective on this study. 
The objective is to clarify their links to thinking and culture, and how they differ from the 
traditional, commonly known therapeutic approach to dreams. The article is included in this book in 
order to try to point out and highlight links between dreaming and the more modern systems 
approach. 

When the social dreaming approach was first created at the Tavistock Institute in 1982, the term had 
never been used before in the literature in the field (Lawrence, 2005). The term described a new 
dimension of dreaming that had long been left unnoticed and ignored. The new perspective was not 
only embraced with enthusiasm, but it also stimulated resistance and contradictions. For example, 
transferring the focus from the dreamer to the dream and further to an entity of several dreams 
proved challenging for many professionals in traditional therapy. On the other hand, those from 
outside therapeutic work on dreams found it surprisingly easy to relate to the social dreaming 
approach and method. After they became familiar with the approach, it soon started to feel like a 
self-evident, natural environment for learning and transforming one’s ways of thinking. 

The work of Charlotte Beradt (1968) serves as an interesting example. She collected dreams from 
the era of the Third Reich. Contrary to what one might expect, dreams did not reflect the 
administration and aspirations of the era. Instead, they reflected the voice of humanity when it was 
most under threat or was disappearing and they brought to light things that were officially forbidden 
at the time. The work of Ms Beradt greatly influenced the creation of the social dreaming method 
and approach.  

!
Social dreaming 

Social dreaming is a working method in which people belonging to a certain organisation or 
professional group come together as a matrix, headed by a competent social dreaming consultant to 
share their dreams, and to examine them and their themes from a professional or organisational 
perspective agreed upon separately. The underlying idea is that dreams always carry something that 
is professionally, organisationally or culturally significant. 

Social dreaming transfers the focus from the dreamer to the dream itself and its symbolic world, 
which the other participants of the matrix can complement by means of free association. This 
initiates a process of bringing an organisationally important, yet often ignored, theme or viewpoint 
to the awareness of people and making it verbally defined. Contrary to therapy work, the dreamer as 
a person is not under scrutiny. The relationship between the dreamer and the therapist, a cornerstone 
of therapy work, is also left in the background and is given significantly less attention. 

A characteristic of the social dreaming method is that it can take place in a number of highly 
different organisational situations. The number of participants in the matrix can vary from a couple 
to a couple of hundred of people. Obviously, in the case of large matrices, practical arrangements 
change the dynamics of the event. Our experience has shown that a typical matrix consists of 
between ten and thirty participants. An important aspect of the method therefore is to abandon the 
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traditional bilateral relationship and transference approach and instead focus on the entity of dreams 
and their shared meanings. Abandoning the traditional bilateral relationship also changes the 
relationship between the consultants and participants from traditional interaction towards the 
dialogue of dreams and thoughts. The new orientation does not disregard the traditional one; it 
integrates it in a new way so that the characteristics and identity of both can be preserved and 
strengthened.  

As less attention is paid to the traditional transference relationship and more to the content and 
meanings of the dreams and associations of participants, the atmosphere often becomes more 
informal and less constrained. The consultants must carefully prepare themselves in order to be able 
to both reach and maintain focus in a world of knowledge. Although the social dreaming approach 
does not pursue strictly therapeutic effects, the consultants’ experience in psychotherapy may 
significantly facilitate, on one hand, the maintenance of focus and, on the other hand, the 
maintenance of the boundaries of one’s own role. 

In the social dreaming method, the dreamers assign and trust their dreams to be examined by a 
community. Giving is a form of a gift: the dreamer renounces his or her individual right to the 
dream and approves it for discussion in the matrix. This is based on the understanding that 
organisational dreams manifest themselves through individuals but are not their individual property. 
Sharing becomes organisational and, at the same time, the individual understands his or her own 
links to the organisation in a new way. A dream is an organisational and social sign. A space created 
for sharing a dream allows the voicing of a dream and thus gives it to the other members of the 
matrix. A space for carefully listening to dreams starts to invite more dreams to be shared.  

I will now give you an example of the impacts of these seemingly small, yet important shifts in focus and building a new 
space. A participant of a matrix said that he could not remember his dreams and had therefore nothing to give to the 
matrix. The discussion in the matrix, together with other dreams voiced, brought up a more general theme of 
overwhelming cultural experience. Culture  not only superseded the worlds of experience and emotions; it also strove to 
control the participants and steer them towards a more rational attitude. The issue of not being able to remember was 
raised again, this time in a different way. The participant saw his forgetfulness also as a kind of social and cultural sign 
and therefore in a new light. Paradoxically, the experience led the person to start to remember his dreams, which he 
vividly voiced in the following session. 

The way in which a voiced dream is approached and touched will facilitate the creation of space. It 
is particularly challenging to avoid traditional interpretation and an interpretative position. In 
addition to associations, dreams often bring about one or more dreams. This entity is the core of the 
work of the matrix. The temptation to “interpret” a dream may inadvertently lead to the creation of 
a power position. The consultants carefully avoid the creation of power positions. The aim is not to 
“make sense” of the dream by interpreting it, but to support the exploration of the links of the dream 
and encourage the creation of free space for such exploration.  

Social dreaming is a process that can be organised using a wide range of practical arrangements. 
The creation of a special space for the process is, however, always essential. The voicing and 
examination of dreams alternate in a seminar-type convention. The established standard seminar 
usually lasts for four days. The process can also take place over several sessions held at specified 
intervals over a longer period of time. Whatever the arrangement, work sessions are usually 
alternated with sufficient free time and space for individual contemplation and dreaming new 
dreams during the process. This way, the authenticity required for the work can be better achieved. 
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Experience as an object of examination 

Our ability to carry our situation and environment is both unique and astounding. The time and 
situation bring about and mobilise aspects from our store of experiences that may be surprising at 
times. Life in organisations also highlights our unique ability to carry the situation and the 
environment in ourselves and our minds. Experience is, naturally, personal and intimate for all of us 
but, at the same time, it is also a sign of our time, situation and living environment. Experience is a 
social and cultural sign. 

Experience and the ability to analyse it lie at the heart of consultation work. Various loads are an 
integral part of this experience. Learning how to process and analyse burdens is an essential part of 
the core expertise of a consultant. Loads not only tell a story about the accumulated experiences of 
an individual built over time; they also tell a story about the opportunities that are incurred, thanks 
to the very same experience and the load carried. 

Our development through interaction shapes our existence through growth and continues to do so 
all our lives. This interactive process also creates loads. The analysis and management of these 
burdens are vital for the development of one’s professional skills. Developmental burdens are, in a 
way, the core of our experience. Professionalism means the ability to examine and analyse such 
burdens from a developmental perspective. 

Time and working life, in particular, bring about and mobilise aspects from our store of experiences 
that may be surprising at times. Working life manifests our unique ability to carry the situation and 
the environment in ourselves and in our minds. In order to become organised, this view of a human 
being requires various perspectives. The formation of the psychodynamic and systems theories is 
particularly important. From the organisational viewpoint, other perspectives may also be vital. 
There is particular importance in approaches and theories that, instead of excluding, aim to open 
and support the investigative working method. This principle eliminates approaches that are strictly 
interpretative or that aim for direct solutions. Experience and the related loads and accumulations 
are common property of humankind. Unravelling them requires a professional touch and 
cooperation between various theoretical approaches and methods. No theoretical perspective can 
ever “own” experience alone. 

The examination of the experience and carrying ability of an individual is the most important study 
of the society and mind ecology of our times. Emphasising, examining and exploiting experience is 
a central resource and opportunity in the work of both workplace counsellors and consultants. 
Failure to perform this task is dangerous for workplace counsellors, our clients and us. Experience 
may also become encapsulated. It can turn in to feelings of hurt and being hurt and, instead of 
encouraging us to transform, it may negatively affect our well-being. 

Analysing dreams is a central route towards the understanding of the experience of an individual 
and his or her situation. It is an alternative and a complement to the study of external order and 
structure. Even Freud in his time considered dreams as via regia, the King’s road to the 
unconscious. He focussed clearly on an individual and bilateral interaction. Social dreaming has 
discovered and opened a new way to proceed towards the examination of organisational dynamics, 
culture and the basic dynamics of our society. 
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An organisation within an individual  

The research of the social aspects of dreaming is founded on the approach to people and 
organisations that individuals and organisations are, deep down, nested and support one another. In 
other words, the foundation is a harmonised theory and approach that allow the examination of 
various different social systems. 

Although this perspective has to be applied in a consistent way, one must define the organisation to 
be examined on a case-by-case basis. This definition, for its part, allows for the various applications 
of the methods. The definition of the study group can be made on the basis of nationality, 
professional role, work community or association, among others.  

The definition process is the conscious selection of focus and the line of research. Focuses can be 
very different from one another. It is of utmost importance that consultants are able to maintain their 
firm focus on research and their role during their work. The other element of the work, the dreamer, 
is him/herself transformed from a player to a spectator of his or her own dream. The focus can be 
on a wide range of different situations and organisations. The definition process is an inseparable 
part of the work on dreams, because it defines the organisation that is being examined using 
dreams. The client and the ultimate beneficiary of the work are not only the participants of the 
matrix as individuals; the entire organisation in which links are created benefits from the process, 
which aims to create new kings of knowledge and thinking within the organisation. The aim is not 
to create entertainment. The aim is to create a new approach to the organisation and the 
transformation and revitalisation of thoughts. 

!
The organisational approach 

Many areas of life may serve as areas of application – territories – for the work method. Each area 
of application has its own agreed norms of understanding, in which the focus on an individual is 
strongly maintained. The organisational dimension and opportunity for integration have often been 
ignored or considered banal. 

The organisational approach is, on one hand, fascinating but, on the other hand, due to its complex 
nature, it is also mentally challenging and difficult to manage. The organisational approach 
captivates minds but rarely leads to consistent, logical action. The organisational and social 
democracies also suffer from this deficit. Therefore, the various approaches and ways of thinking 
contained within various helping practices also pose a great challenge. 

The hot topic of today, “well-being at work,” is an example of the power of an individual. It is much 
discussed and sought after, with an enthusiasm unique to our times. There are countless seminars 
on the matter, but the problem persists. The question of how much well-being at work is an 
individual’s problem or a problem of organisational dynamics remains a mystery. People are often 
compelled to take positions on the basis of the situation, and integration work is not always 
possible. 
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The anxiety of an individual is rarely seen as an organisational or cultural sign. An individual may, 
however, bear the anxiety and distress of a community, organisation or a field of science. On one 
hand, the anxiety experienced by an individual may also be a sign of distorted structures or work 
morale or, on the other hand, it can be a sign or an emergence of an alternative way of thinking or 
an idea. This, however, does not justify all anxiety. 

The “treatment” of individuals who carry a new way of thinking within them is always a great 
challenge and requires a high level of professionalism. At its worst, it may be an expression of the 
prevailing organisational madness which the anxiety of an individual has, for its part, tried to 
remedy. In this case, the question is probably that of an entity consisting of a number of 
simultaneous, parallel processes. Although some components of the process have already been 
described, we have a rather limited ability to manage such dynamics. 

Well-being at work can also be threatened by paradoxical actions that aim to keep the 
organisational approach out of sight or even to denounce its existence. This is a great challenge for 
the field. There is a long way to go from the individual interpretation of “well-being at work” to the 
acknowledgement of its organisational nature. The dynamics of this interaction would, naturally, 
require a separate examination and study depending on the situation. Saying this, I am well aware 
that a great deal of good organisational work has been carried out in the field of well-being at 
work. The well-being at work industry has not yet completely contaminated its environment. 
Nevertheless, there is still a long way to go to the transformation and revitalisation of thinking. 
Paradoxically enough, dreaming has been utilised relatively little in the creation of a new way of 
thinking, although dreaming and its organisational examination might, in many cases, be the best 
remedy. The goodness and needs of human beings are easily overwhelmed by something that has 
been inflated to become a massive field of industry. In the process, it is not only dreams that are 
neglected – human beings and life itself are also cast aside. 

New ways of thinking and taking new positions are what is often needed in these situations. Dreams 
and associations may be a bridge, a connector, a new way to redefine the relationship between an 
individual and an organisation. 

!
Systemic perspectives  

Dreams do not follow any theory but they travel their own paths. Dreams are expressed through 
individual people but their roots are social and cultural. Dreams originate from the unknown. The 
origin of free association of dreams is what makes them an interesting theme also for theoretical 
research. It can be said that dreams have more to give to theory than theories to dreams. Theory can 
aim to imitate the logic of dreams. Dreams can, obviously, be approached from various theoretical 
viewpoints. The more recent systems thinking and the psychodynamic tradition have both been 
interested in the world represented by dreams. The theoretical-pragmatic approaches are partly 
parallel and partly overlapping. Systemic thinking and psychodynamics have much to give to one 
another in the study of dreams and they can be mutually enriching. Paradoxically, this kind of 
integration process is only taking its tentative first steps, although both approaches study the same 
object: the multifaceted complexity of organisations and experiences and their dynamics. 
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In addition to theory and thinking, the questions of the method of study and the method of work are 
essential. The word “psycho-social” forms a systemic and often undefined paradox on the links and 
associations between various system levels. After all, systemic connections are not only related to 
the mutual coexistence of systems; they refer to the kind of links and integration in which the 
unique nature of both parties can be maintained while defining and building the identity in a new 
way.  

Practice seems to push theoretical approaches apart rather than towards dialogue. The foundations 
for integration are not self-evident. Integration threatens many kinds of professional identities and 
ownerships, in particular those that are not founded on true ground. Professional idealisations and 
power positions are an obstacle to the open examination of links. 

!
The process of becoming 

The ability of systems to transform themselves has led to considerable interest as well as a number 
of practical issues. Particular attention has been paid to Ilya Prigogine’s theory of self-organising 
systems. He used the idea of self-organising systems to study the process of becoming and of order 
created out of chaos (see Ståhle and Kuosa, 2009). He received a Nobel Prize for his trailblazing 
work. Although the starting point of his theories lies in the phenomena of natural sciences and 
chemical and physical processes, his principles can be considered universally applicable and can 
therefore be extended to the study of social and human systems. My focus is mainly on this view, 
which represents the third generation of systems thinking. This theory also highlights the links 
between theory and practice in an interesting way. The approach presents certain essential views on 
the transformation of systems, which I will complement with some psychodynamic ideas. 

Prigogine suggested that self-organisation can only take place in systems that are in a non-
equilibrium state. Equilibrium is stagnant and stiffening whereas turbulence, chaos and non-
equilibrium are the sources of a new organisation. This kind of linking, however, is complex in 
nature inasmuch as non-equilibrium or chaos alone is not sufficient to initiate transformation. The 
question is more that of alternation and dialogue between chaos and order. 

It may be difficult for a social system to support turbulence and chaos. Experience, however, 
indicates that many a new idea and trailblazing theory breaks the norms of traditional ways of 
thinking. Contradiction is therefore needed and it is a precondition for radical transformation. This 
presents a challenge to development and consultation work. A consultant must be able to produce 
vibration and adequate turbulence in the system. This in turn leads to opposition and further to a 
new organisation. 

The nature of contradictions and turbulence can obviously vary. Throughout history, young people 
have been assigned the task of creating, representing and producing contradictions and turbulence. 
Every established system seems to need its own dissidents. A difficult – and unanswered – practical 
question therefore is what is a productive contradiction and what is an arresting contradiction are. 
Links and interactions are all but straightforward. 

A non-equilibrium situation increases experience load on individuals. An organisation does not 
always want to recognise that it is “tilted” or alienated from its original task and tries to fend off 

!  7



reality. Individuals also face tension when they balance the line between free speech and keeping 
silent. A member of an organisation in a non-equilibrium state had the following dream: 

I was to give a state-of-play presentation in an internal meeting of our organisation. There are two 
levels in the meeting room, one higher, one lower. Even though I was the main speaker, they made 
me sit at a table on the lower level from where I had to reach out and raise my voice in order to be 
heard by those sitting at the table on the higher level. However, there was so much noise that it was 
in vain. I thought the noise came from the other side of the wall until I realised that one of the 
participants opposite me had a radio behind him and he played it at maximum volume. I got him to 
switch the radio off and I tried to continue my presentation. 

There was still a lot of noise, there were many people in the room and, to my surprise, I noticed 
there were also children. Despite my efforts, I could not calm them down and my report was 
suddenly written in a foreign language that I wasn’t able to properly understand. However, I tried 
hard, but then a woman with a child entered and she started to give a loud account of the problems 
of the child and then drew all attention to herself and her child. 

Eventually, I noticed that I was sitting on a bin by the wall, still trying to stick to my task. I noted 
that it was impossible to get my voice heard. I got up, embarrassed, because I had failed to perform 
my duties and went to wash my hands. I felt angry and complained about the circumstances to my 
cousin who had arrived. Then I woke up.  

The language of the dream is straightforward and concrete, it is like the best organisational analysis. 
An organisationally significant challenge thus arises. How much at a given time should we listen to 
dreams and work on the message and associations of a particular dream? It could even be argued 
that a deeper examination of the basic task, status and strategy of an organisation challenges the 
organisation to listen to the dreams of its members. Dreams highlight, in an interesting and concrete 
way, the systemic and organisational elements that are topical at a given time.  

Anything new and unknown produces an alternative and creates a new perspective. A generative 
turbulence should be strong enough to face the resistance in the organisation and to support its way 
towards the new. The same applies to dreams. Dreams also produce adequate turbulence to the 
awake logic and everyday thinking. They offer a new perspective that forces us to explore and think 
in a new way. Dreams bring up issues, both personal and social, from our implicit memory, issues 
that we may never have thought about before. Dreams therefore help us to face new things. 
Sometimes it is surprising, sometimes it is frightening.  

Entropy refers to energy that an organisation cannot exploit. Such energy is created in all systems. 
As entropy increases, the predictability of the status of the system decreases. Although energy does 
not disappear, it transforms into a form that cannot be utilised. Dispersion and confusion increase. 
Information flood and information fatigue represent, in a way, the entropy of our times: useless 
information. The amount of information exceeds our ability to process it and therefore it becomes 
increasingly difficult to separate essential from trivial. 

The increasing entropy creates confusion and a sense of absurd in the system. Organisation and 
orientation to tasks are blurred and borders become more obscure. Things start to “get out of hand”. 
This often results in fear and defensive action within the system. Even though entropy is usually 
considered useless, Prigogine showed that it plays a key role in transformation. It brings uncertainty 
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and non-equilibrium into the system, which in turn creates a fertile ground for reorganisation. This 
way, entropy – dispersion – has a similar function as the state of non-equilibrium described above: 
they both enable self-organisation though instability. The absurd can also be processed in a creative, 
productive way by means of using dreams. Dreams can help us learn how to process the absurd 
instead of being overwhelmed by it. 

A system transforms through several parallel and simultaneous feedback systems. These feedback 
processes are fragile and they cover the entire system. The processes are not straightforward or 
mechanical in nature. Instead, they gradually transform the system into a new shape. The 
ramifications of this process can also be surprising. 

Prigogine also describes the feedback system as iteration, that is, the ability of a system to 
transform itself and copy models from one level of an organisation to another. Iteration reflects the 
constant change of a system. Nothing is repeated exactly the same, every small step is an 
irreversible part of a greater process. The system is like weather: as there are no two completely 
equal weathers, the system will never be the way it was before. The system is always unique. 

The practical question raised by iteration is that of being in touch with the change. As information 
flows though the system, it creates new information and new structures. Not all aspects of the 
change can be predicted and the uncontrolled transformation may result in surprising ramifications. 
The joint effect of copying, imitation and change transform the system. In this case too, dreams 
work as a force of nature. A dream calls more dreams, but there will never be two dreams that are 
alike. The essence of a dream is to be unique. 

!
Bifurcation 

The internal dynamics and tensions of a system may cause the system to divide and spread outside 
its boundaries every now and again. The divisions are sudden and unpredictable in nature. This is 
wonderfully manifested in the dialogue between necessity and freedom. In systems thinking, these 
divisions are called bifurcations and they can vary significantly. In nature, rivers bifurcate when 
they suddenly start flowing outside the riverbed. Scientific and professional lives are full of all 
kinds of breakouts, divisions and departures. Religious and spiritual communities and their division 
can also be explained as bifurcations.  

In addition to making a choice, bifurcation also means making a division. It is a process that 
changes systems radically. Bifurcations can also entail qualitative or structural changes. In this 
sense, bifurcation is an opportunity for significant, radical transformation. The trigger for and 
ramifications of bifurcation are unpredictable. 

Making divisions and separations is also a creative skill. One must be able to part from and give up 
what is not his or hers. This is also a systemic challenge. Making divisions is an essential part of 
building one’s identity and redefining one’s boundaries. During bifurcations, a system suddenly 
rejects a huge amount of information, which causes entropy to decrease and a new kind of order and 
structure to emerge (Ståhle and Kuosa, 2009). Dreaming also often highlights the themes of 
departure and separation, but also the aspect of returning. 
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Every living system ages, transforms and lives in time. In addition to its own choices, time also 
changes a system. The building of one’s identity, being something and, on the other hand, the 
transformation of one’s identity and becoming someone are the core themes of human growth and 
development. Identities are built with respect to the environment and other operators through 
various relationships and networks and the related experiences. 

!
The psychodynamic perspective 

The psychodynamic perspective has been able to eloquently describe such a world of meanings 
based on experiences. In a way, it continues where a more general systems thinking leaves off. It 
focuses on the study of the dynamics of complex situations. The psychodynamic perspective has 
enriched the systemic approach with a number of complementary views. In addition to the theory of 
thinking, such views include the concept of early relationships, projections, introjections, the 
container function and repairing work. The psychodynamic view also presents the relationship 
between the concrete and the symbolic. The line of research in object relations has described and 
explained the fundamental meaning of relations in the dynamics and development of both 
individuals and groups. This interest has linked these two different research traditions together. 

Bion’s research in groups and organisations has generally been recognised as unique and a way of 
creating new ways of thinking and work methods. He discovered a new perspective in groups that 
combined the entity of a group and psychodynamics. He can be considered one of the pioneers of 
organisational systems. In addition to placing an emphasis on the entity, he also created anew in the 
field of thinking. Similar to Prigogine, he did not pursue a perfect, all-inclusive description of an 
entity. Instead, they were both able to open new perspectives and horizons that remain valid today. 

Bion was particularly important as a describer of thinking and its various layers. His presentation on 
the various elements of the human mind and thought is also extremely interesting from the systemic 
viewpoint. In his work, the unknown, creativity and the perspective of developmental psychology 
were woven into an entity that he called “the grid”. In addition to the layered structure of thinking 
and mind, the grid also described the different phases, stages and expressions. His theoretical 
framework could be considered as a starting point for the later theory of experiment-based learning. 

At this point, one must also mention his view on dreams as an interface between the known and 
unknown where the dream represents and conveys the primitive word and emotional life that we are 
still able to observe. In this sense, a dream is a unique, extreme point of observation of the early and 
unknown emotional life and organisational dynamics. From the viewpoint of experimental learning, 
the link between theoretical hypotheses and action is new and fascinating. These links are repeated 
with various thoughts and at different developmental levels. Bion’s work was inspiring yet, at the 
same time, sufficiently complicated to be able to avoid the creation of an illusion of complete 
control and an understanding of the entity. 

!
Openness as a method 

There are a number of specific research methods aimed at the examination of the load of an 
individual and his or her ability to carry the burden. These methods focus on the experience of the 
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individual and the various aspects of his or her mental burdens. The classic Tavistock Seminar 
contemplates the relations between and within groups, whereas the listening post method focuses on 
the study of the social aspects of the experiences of an individual. The social dreaming method 
examines dreams and the interaction and entity they create together. This serves as a starting point 
for building links with the organisation and society, contrary to therapeutic work, which usually 
aims at linking the dream and its content back to the dreamer. Although the differences in the 
focuses of these methods seem clear, their practical applications require not only training and 
experience but also theoretical practice and continuity. 

Listening to and working with dreams requires creative standstill and the creation of such a space 
that allows for authentic study of the meanings and images included in dreams. Dreams also create 
free space and inspire thinking and innovation. Listening to dreams may break static structures, 
one-way reasoning chains and mental stagnation. Empty space generates innovations and prevents 
mental imprisonment. 

It is essential to maintain a social and organisational perspective. Although a dream is expressed 
through an individual, it is examined from the social viewpoint. This, however, does not mean that 
dreams do not have any private or personal meaning. However, the personal aspects of dreams are 
left aside in the social dreaming method and they remain for the individual to contemplate him or 
herself. Every research method must define its field and find its focus in accordance with its own 
interests. A dream can be interpreted from various perspectives and it can simultaneously bear 
several meanings. 

Instead of interpreting dreams, the central work methods are openness, sharing and gentle touching 
of the themes of the dreams. This kind of gentle touching, feeling of the subject, is common, 
associative work which aims to create “the third” instead of “the other”. In this work method, 
participants take baby steps from a machine-like world towards freedom and related complexity. 
One dream calls on others to accompany it. Dreams and meanings start to have a dialogue with one 
another. There is less need for interpretation, which is replaced by authenticity originating from 
associations. 

One of Bion’s most essential statements is “without memory – without desire”. It is said he made 
this statement to refer to the unprejudiced attitude that all analysts and consultants should have 
towards their clients. This enigmatic phrase merits a few comments: the English word “memory” 
refers to the kind of memory that an individual carries with him or herself. It is a kind of “memory 
stick”, a stiff memory that follows us around unchanged. “Remembering”, on the other hand, refers 
to the kind of memory that is created ad hoc, inspired by the situation at hand, similar to a sudden 
perception. In this case, memory is given another kind of associative nature in which spontaneity, 
associations and remembering as tools for transformation are highlighted. 

The social dreaming method has also lead to the gradual emergence of a new kind of consulting 
process. Psychodynamics and the systemic approach have influenced the new orientation, which is 
characterised by an appreciative approach, the ability to read the situation as a whole and as holding 
various levels. One’s professional expertise is required to be able to gently touch the shared 
information and build links between its different components. Every link changes the situation into 
a new position. This kind of gentle touching and changes in the situation should be kept as open and 
inquiring as possible, instead of applying an exclusive and interpretative work method. 
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Not all dreams are always full of wisdom and depth. They can also be empty. Their meanings can 
only be retrieved though listening cooperation. The qualifications of the consultant play a part, 
since a formal qualification may, for its part, build the necessary trust. Being present as a human 
being, the mental ability to give focussed attention and authenticity are the cornerstones of the 
profession. It is important to understand social dreaming as cooperation in which the participants 
play the leading role. Meanings and lightness should also coincide during the work. 

The consultant should have the capacity to be surprised and try to avoid “knowing things in 
advance”. Every dream is unique. It should be faced with no advance knowledge or attitude, that is, 
without forecasting memory. Dialogue between progression and regression in such a way that a new 
insight can emerge can only be created with this kind of attitude. 

Freeing oneself from old professional practices has also linked social dreaming work to the world of 
art. The linkage has been facilitated by the joint interest of producing unique moments and 
meaningful experiences. Although the viewpoint of art is separate and unique, more profound 
professional skills can be considered as a sister or a brother of the work of an artist.  

Working with dreams can, in a way, also be considered as art. Dreams do what art imitates. When 
working with dreams, we aim to imitate what the dream has created. Dreams carry, express and 
illustrate our unknown self as “an artist”. Every now and again, dreams can help us see a glimpse of 
the origin of creativity and truth. The dialogue between the concrete and symbolic worlds is a 
continuous process similar to art. 

Similar to theories, art describes life. Films are sometimes described as being dreamlike. With 
regard to describing and creating new thinking, films as a form of art, psychodynamics and the 
systemic method are like siblings. Music, theatre, dance and social choreography are also connected 
to the world of dreams. Dreams and working with dreams are also used as sources of inspiration by 
painters and other artists. There are also scientific articles published about photography and 
working with dreams. 

!
The creation of organisations and the miracle of linking 

All organisations and societies are characterised by links, which can vary greatly in their nature and 
quality. Links are usually also surprising and paradoxical, and they often do not follow explicit 
logic or traditional ways of thinking. Links are not only social; they are tinged with emotions, 
passions, love and hatred. They are directed by the knowledge of the existence of other people. A 
small child is happy with occasional knowledge of the presence of his or her mother, which he or 
she regularly and spontaneously checks. Hearing the mother’s voice may be a sufficient marker of a 
link and enough to calm the child.  

In village communities, sounds and voices may be important sources of information for adults, too. 
A barking dog is not only a barking dog; for someone living in the village, barking can mean a lot 
more. They know whose dog is barking, and often what or who it is barking at. The timing of the 
bark conveys even more information for those familiar with the village context. The fact that a dog 
is not barking at a certain time may also be an important piece of information. This notion, after 
all, helped Sherlock Holmes to solve the mystery of the Hound of the Baskervilles! 
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It is also interesting how language and its use contribute to social relations. For example, the way 
someone talks about connecting tells us whether the speaker represents the systemic or the 
psychodynamic school of thought. Those representing the psychodynamic tradition prefer to use the 
term “linking” rather than “connecting”. Just a couple of words can tell us a lot about our links in 
the same way the first couple of notes give away the entire song. Although the phenomenon studied 
remains the same, the way we describe it and choose our words tinge and, at the same time, narrow 
down the context. 

As connecting continues, our awareness of the organisation and its components becomes stronger 
and the boundaries become clearer. All authentic things connect people to one another. In this sense, 
sharing dreams enhances social relations in an organisation. Coincidences, external factors and 
common losses may also affect the creation of social relations. 

Links are also often parallel: they are simultaneous and parallel events of various links. The 
examination of a number of simultaneous and parallel links therefore separates the systemic 
perspective from the analytical research focused on bilateral relations. The systemic approach also 
raises the issues of parallel phenomena, links and events taking place at the same time elsewhere. 
Films manage to give a vivid account of such parallel events. 

In addition to the simultaneous nature of links, the succession of events and their connection to time 
are interesting. Many things in life are deemed “destiny”, which leads to situations of no return. In 
this sense, life is like a much-feared “black hole”. 

Groups can form from a wide range of different starting points: age, location, vicinity; professional, 
spiritual and theoretical groups serve as examples. Arts, politics and sports are all worlds of their 
own. Working life and organisations all build social relations in their own ways. History also offers 
an interesting perspective on the world of links. Generations record and transfer boundaries from 
one another both implicitly and explicitly. This way of organisation is very slow and it contributes 
to our cultural identity. 

The creation of organisations can also be defensive in nature. An organisation can be created to 
secure the interests of its members and it may end up with the defensive use of power and 
intrications. An interesting question related to the building of one’s cultural identity is the question 
of collective memory, the implicit agreement on the basis of which an organisation describes its 
history. Memory and the quality of memories is also a social process and sometimes a result of 
implicit agreements. A common “agreement” on remembering is always a sign of social pathology, 
which might be difficult to bring up in discussion without the help of dreams. The voice of dreams 
is usually frank and truthful.  

From the viewpoint of identity, certain senior people and tasks in which one’s presence contributes 
to the development of others are important for organisations. The importance of the presence of a 
sort of a mentor is particularly highlighted in religious, scientific and professional circles, to name 
but a few. At best, they create opportunities to identify oneself with a model and the create one’s 
own identity. At worst, they make people blindly follow figures of authority. In recent years, the 
Internet and information technology have opened up new fora for links. 

The Western way of thinking strongly emphasises the opportunity for an individual to make choices 
and linking. From the viewpoint of linking, only some of our choices are based on free will. We 
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also become chosen and bound by these choices. Links are taken and given and recreated. The 
causalities of links can also be surprising. Our opponents and competitors affect our mindset and 
actions. Listening creates speech, an empty space generates thoughts. 

!
Life, dreams and social relations  

Dreams bring the important questions of life to our attention and consideration. Working with 
dreams combines and changes these themes in such a way that we can be better in contact with 
them. Dreams bring things to our attention that our conscious mind neglects when awake. Dreams 
bring our actions and thoughts into reconsideration and reassessment. 

The important themes include the entire spectrum of people and organisations: passion, love, 
spirituality, god, the various aspects of life and destiny, their tragedy and comedy. The basic choices 
of an individual, spaces of life, ethics and morals are also included in this spectrum. Social relations 
affect all choices of an individual and his or her entire identity in which individuality and social 
relations are intertwined. 

Working with dreams brings a breath of fresh air to our thinking and stirs it in a healthy and creative 
way. It is like nature’s way of transforming our brain and mind. The ramifications of working with 
dreams are often paradoxical, small miracles that take place seemingly by chance and as a side 
effect. The associative and free research space also inspires work and thinking when awake.  

“Let’s start boldly from the notion that dreams are the main purpose of our lives and that, during 
the daytime, we are active only because it creates preconditions for dreaming when we sleep. The 
dreams we dream during the night give us the willingness to live. They give us faith, hope and love 
of life, they give us strength to go on and dream while we are awake.” (Tor-Björn Hägglund) 

Transformation begins in the margins. The journey from the margins can lead to the core. The 
object of systemic interest is life itself and, in this publication in particular, the social relations of 
life. For this, dreams can open horizons that no other approach can offer. Dreams reach and give 
voice to what our conscious mind and thinking cannot describe. The absolute uncertainty of 
organisations, the surprises and miracles they entail are of key importance. Our dreams prepare us 
to face the unexpected. 
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