In the Social Photomatrix, people gather photographs over a certain time period. Than they freely associate to photographs that they have taken of their organisation. 
They make links between the photographs | that generate new thinking about their organisation.

In the matrix is the photograph – and not the photographer – the medium of discourse. 
This challenges the common assumption that photographs are owned by the photographer.

Role analysis is based on the assumption that organisational roles are under a double influence. 
· They are influenced and shaped both by the organisation (their tasks, working relationships, structures, cultures, etc.) 
· and by the individual persons who are the role holders (their competence, perception, and experience, as well as the unconscious parts of their biography). 
Organisational role analysis thus provides opportunities for exploring and understanding the conscious and unconscious parts of the complex interrelatedness of person and organization in the context of a professional role, and thus makes it possible to show action alternatives for the role holder.

Associations to the pictures provide many more insights than rational discussion, and disclose (make visible) part of the ‘unthought known’, the ‘not yet thought’ and the ‘not-known’, both in the organisation and on the side of the role holder. 
In the following, I shall illustrate the method of the Social Photomatrix with a case study. 
“I invited our students to participate in an ongoing seminar on organisational psychodynamics at our department of economics and management at a German university for a first ‘experiment’ with the SPM. The seminar had the title ‘You shall (not) make an image for yourself! – Towards a socio-analysis of a university’.”
The students were asked to take photographs of the university (with digital cameras) during the term and to add them to an electronic archive, from which pictures were chosen for the Social Photomatrix and shown via a projector. 
The seminar was based on the working hypothesis that the photos of the university taken by the participants would allow access to the ‘unconscious of the university’ to the extent that associating to, and amplifying, the photos would foster the thinking of thoughts that had not been thought before.

SOCIAL PHOTO MATRIX: THE SEMINAR EXPERIENCE
In retrospect, it seems that the six photos from the first Social Photomatrix session set the tone for most of the following sessions. 
All photos of this session showed parts of buildings and empty, sterile, mainly frightening spaces. 
The very first picture portrayed a view through a glass door with a sign asking that the door be kept closed in order that smoke from a potential fire would not seep into further parts of the building. Beyond was an empty hallway in front of an elevator (Photo 1).

‘This is a zone of high danger.’ 
‘The atmosphere is precarious.’ 
‘Maybe the students are already evacuated.’ 
‘My immediate impression was hospital, clinic and sterility – like staying in front of a door that protects against an epidemic.’ 
 ‘The wire grid in the door adds to the feeling of being imprisoned.’ 
 ‘The photo mirrors two decisive dynamics: you have to take care not to go mad and not to get an infection.’ 
‘Fumigated like cockroaches.’ 
‘Smoke and fire alarms are the only security and safety devices the university provides.’
The second picture (Photo 2) showed part of an iron fence in the parking lot, which was erected in front of an area that was under construction:
‘It’s like the view from a prison cell.’ 
‘The grid is re-painted again and again in order to make it appear bearable.’ 
‘To cover up the blood and the escape attempts.’ 
‘Is this the place where the women have been ambushed?’ 
‘A prison in a citadel.’ 
‘The dungeon in the ivory tower.’ 
‘Corpses in iron cages.’ 
‘Cages of the Anabaptists hanging from a tower of a church in the city of Münster.’ 
‘The cage in the fairy tale of Hänsel and Gretel where the witch keeps the boy in captivity and he has to show his finger through the grid so the witch can see whether he is gaining weight.’ 
‘Maybe this is the place where it will be decided whether one will be admitted for examinations after one has put one’s test through the grid.’

Other photos from this first matrix show a rusty pipe that is part of the ventilation system (Photo 3), 
the view up an empty staircase (Photo 4) 
and another view into a hall where rubble was temporarily deposited (Photo 5). The associations to these photos reinforced the paranoid feeling:
‘The yellow smoke reminds me of sulphur gas – of poison.’ 
‘This is a machine to destroy the unconscious. The unconscious is coming up and is diluted, exterminated.’ 
‘But this machine is running at full speed.’ 
‘Lights are on, but nobody’s at home.’ 
‘An art photograph from the 1970s.’ 
‘Looks like a pyramid of the Incas which was later open to tourists. At the top sit those with uncanny knowledge.’ 
‘They always have executed horrific sacrifices.’ 
‘These are all pictures without people. All one might see are foot prints.’ 
‘Reminds me of the educational reform. Demolition with a certain system.’
The subsequent session provided space for reflection on the associations during the preceding first SPM. It raised the following thoughts:
‘Taking photos is an unconscious process. There is a difference between what one wanted to catch and what actually has been caught. Do you remember who took the photo? I can’t.’ 
‘The difference between the eye and the camera.’ 
‘It’s like trial and error.’ 
‘It is interesting to notice that others have seen things differently to those photos I wanted to present.’ 
‘The photos are almost always reflecting how ugly the building actually is.’ 
‘They have simply chosen what was cheapest in the 1970s. 
‘It is like a factory.’ 
 ‘Towards the end of the session we no longer talked about the photos. But a lot about the university.’ 
‘Yes, and would we have been able to do so without the photos?’
The photo matrix allows speaking out what cannot be expressed officially. There is also an acknowledgement that the thinking initiated by the SPM creates awareness for those processes and connections that are better kept unknown or not obvious. This work is seen as giving access to the university’s (and department’s) shadow .
CONCLUSION
This first attempt at working with the SPM has convinced me, my colleague, and, apparently, most of the students that it is possible to gain access to the unthought known and thus to the unconscious in organisations through photos taken by their role holders.
Perhaps this insight helps us to improve our departments and institutions. I invite you to test this method this afternoon.
Thank you.
