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CHAPTER 1
 The Case for a New Approach to Change




“Change is not what it used to be. The status quo will no longer be the best way forward … we are entering an Age of Unreason, when the future, in so many areas, is there to be shaped, by us and for us; a time when the only prediction that will hold true is that no predictions will hold true; a time, therefore, for bold imaginings in private life as well as public, for thinking the unlikely and doing the unreasonable.”
Charles Handy, The Age of Unreason



AS WE ENTER THE SECOND DECADE OF THE 21ST CENTURY, we see and experience a world in constant and relentless change. In the decade since the first edition of this book was published, the shifts and emerging versions of reality have approached change at the speed of imagination. We live in a time unimaginable even by our parents’ generation—a time of rapid and continuous shifts in how human beings experience, describe, and interact with the world around us. This macro shift calls for new levels of knowledge and a higher capacity to understand and live in an environment that is no longer experienced as stable, predictable, or even comprehensible.
In this chapter, we will describe some of these changes that are observable in both the natural and social sciences and look at the impact of those changes on organizations and on the theories and practices in the field of organization development and change. Finally, we will look at Appreciative Inquiry (AI) as a theory that can be a perspective and approach for any model or method in the practice for organization change and transformation, that is, any process traditionally used in the field of organization development. We will provide information and examples of ways in which the intentionally positive and strength-based theory of Appreciative Inquiry can be applied to traditional OD models and methods in ways that enable human systems to develop the capacity and flexibility to live in a world that is created by the interactions of those who inhabit it.
We used Charles Handy’s quote (above) in the first edition of this book published in 2000. As we write this second edition a decade later, we find ourselves in the midst of the kind of world that Handy predicted! The change was, indeed, “unimaginable!”
One of the most articulate of the writers struggling to describe the magnitude and speed of change in the last decade is Thomas Friedman in The World Is Flat. We add his comments here to share with you what seems to us to be a remarkable explanation for the phenomenal changes we are experiencing. Friedman writes of “a tale of technology and geo-economics that is fundamentally reshaping our lives—much, much more quickly than many people realize.” He tells the story of a visit to India and a conversation that woke him up to the realization that globalization is already here. He writes: “I wish I could say I saw it all coming. … The longer I was there, the more upset I became—upset at the realization that globalization had entered a whole new phase, and I had missed it.”
His Indian colleague explained to him: ‘‘What happened over the last years is that there was a massive investment in technology when hundreds of millions of dollars were invested in putting broadband connectivity around the world, undersea cables, all those things. At the same time, computers became cheaper and dispersed all over the world, and there was an explosion of e-mail software, search engines like Google, and proprietary software that can chop up any piece of work and send one part to Boston, one part to Bangalore, and one part to Beijing, making it easy for anyone to do remote development. When all of these things suddenly came together around 2000, they created a platform where intellectual work, intellectual capital, could be delivered from anywhere. It could be disaggregated, delivered, distributed, produced, and put back together again—and this gave a whole new degree of freedom to the way we do work, especially work of an intellectual nature.”
Friedman describes the evolution over time: “This has been building for a long time. Globalization 1.0 (1492 to 1800) shrank the world from a size large to a size medium, and the dynamic force in that era was countries globalizing for resources and imperial conquest. Globalization 2.0 (1800 to 2000) shrank the world from a size medium to a size small, and it was spearheaded by companies globalizing for markets and labor. Globalization 3.0 (which started around 2000) is shrinking the world from a size small to a size tiny and flattening the playing field at the same time. And while the dynamic force in Globalization 1.0 was countries globalizing and the dynamic force in Globalization 2.0 was companies globalizing, the dynamic force in Globalization 3.0—the thing that gives it its unique character—is individuals and small groups globalizing. Individuals must, and can, now ask: Where do I fit into the global competition and opportunities of the day, and how can I, on my own, collaborate with others globally? But Globalization 3.0 not only differs from the previous eras in how it is shrinking and flattening the world and in how it is empowering individuals. It is also different in that Globalization 1.0 and 2.0 were driven primarily by European and American companies and countries. But going forward, this will be less and less true. Globalization 3.0 is not only going to be driven more by individuals but also by a much more diverse—non-Western, non-white—group of individuals. In Globalization 3.0, you are going to see every color of the human rainbow take part.”
Friedman continues: “Today, a fourteen-year-old in Romania or Bangalore or the Soviet Union or Vietnam has all the information, all the tools, all the software easily available to apply knowledge however they want. … As bioscience becomes more computational and less about wet labs and as all the genomic data becomes easily available on the Internet, at some point you will be able to design vaccines on your laptop. … The upside is that by connecting all these knowledge pools we are on the cusp of an incredible new era of innovation, an era that will be driven from left field and right field, from West and East and from North and South. Today, anyone with smarts, access to Google, and a cheap wireless laptop can join the innovation fray.”
(It is not hyperbole to note that collaborative, innovative, and strength-based processes emerge when people dialogue in an appreciative mode. The process itself enables them to co-create a future that is “owned” by all involved in the dialogue; and this mutual “ownership” results in collaborative processes for co-creation. Once individual members of a group or organization internalize the power of focusing on the positive aspects of a situation, the more facile the group or organization gets at managing the reality of constant and relentless change.)
Unlike the world of 2000, Appreciative Inquiry as well as other innovative and strength based approaches to the field of organization development (OD) and change are recognized and sought after by those who live and work in “human systems.” We are seeing methods and practices that deal with whole systems. Traditional practices are being revised and adapted in order to take into account the speed of change, the complexity of the environment, and the unpredictability of human behavior. The concept of “social construction,” so problematic for many years, is more and more understood to be causal. We do, indeed, create what we imagine together!
In a major paper titled “Organization Discourse and New Organization Development Practices,” written by David Grant and Robert J. Marshak and published in 2008 in the British Journal of Management (eight years after the publication of the first edition of this book and nearly twenty years after the emergence of AI in the work of David Cooperrider and colleagues at Case Western Reserve University) the authors write:
“A new ensemble of organization development (OD) practices have emerged that are based more on constructionist, post modern and new sciences premises than on the assumptions of the early founders (of OD). These include practices associated with Appreciative Inquiry, large group interventions, changing mindsets and consciousness, addressing diversity and multicultural realities, and advancing new and different models of change. … In particular, studies of organizational discourse based upon social constructionist and critical perspectives offer compelling ideas and practices associated with the establishment of change concepts, the role of power and context in relation to organizational change, and specific discursive interventions designed to foster organizational change. … Recently, organizational change research has undergone a ‘metamorphosis,’ one that encompasses a pluralism of approaches and a strengthening of the links between organizational studies and the social sciences (Pettigrew, Woodman, & Cameron, 2001, p. 697). We contend that one possible outcome of this metamorphosis is that there may now be an emerging set of new organization development (OD) practices—what we refer to collectively here as ‘New OD.’ Taken together, these practices emphasize a number of philosophical assumptions and associated methodologies that differ in varying degrees from key assumptions of those who founded the OD movement in the 1950s and 1960s.”
These shifts are described by Marshak and Grant in Table 1.1 above:
Table 1.1. Classical vs. New OD
	Classical OD (1950s Onward)	New OD (1980s Onward)
	Based in classical science and modern thought and philosophy	Influenced by the new sciences and post-modern thought and philosophy
	Truth is transcendent and discoverable; there is a single, objective reality	Truth is immanent and emerges from the situation; there are multiple, socially constructed realities
	Reality can be discovered using rational and analytic processes	Reality is socially negotiated and may involve power and political processes
	Collecting and applying valid data using objective problem solving methods leads to change	Creating new mindsets or social agreements, sometimes through explicit or implicit negotiation, leads to change
	Change is episodic and can be created, planned, and managed	Change is continuous and can be self-organizing
	Emphasis on changing behavior and what one does	Emphasis on changing mindsets and how one thinks

R. J. Marshak and D. Grant (2008). Organizational Discourse and New Organization Development Practices. British Journal of Management, 19, S7–S19.
In another paper, Gervase Bushe and Bob Marshak compare diagnostic and dialogic forms of OD, as shown in Table 1.2.
Table 1.2. Contrasting Diagnostic and Dialogic OD
	Topics	Diagnostic OD	Dialogic OD
	Influenced by	Classical science, positivism, and modernist philosophy.	Interpretive approaches, social constructionism, critical and post-modern philosophy.
	Dominant organizational construct	Organizations are like living systems.	Organizations are meaning-making systems.
	Ontology and epistemology	Reality is an objective fact. There is a single reality. Truth is transcendent and discoverable. Reality can be discovered using rational and analytic processes	Reality is socially constructed. There are multiple realities. Truth is immanent and emerges from the situation. Reality is negotiated and may involve power and political processes.
	Constructs of change	Usually teleological. Collecting and applying valid data using objective problem-solving methods leads to change. Change can be creative, planned, and managed. Change is episodic, linear, and goal oriented	Often dialogical or dialectical. Creating containers and processes leads to change. Change can be encouraged but is mainly self-organizing. Change may be continuous and/or cyclical.
	Focus of change	Emphasis on changing behavior and what people do.	Emphasis on changing mindsets and what people think.

After reading the Marshak and Grant’s work, the late Udai Pareek (an “elder” in introducing organization development in India and founder of the Indian Society for Applied Behavioral Science, added the following interesting information about the impact of this shift on young people growing up in this rapidly changing world. (This generation is often called the “Millennials.” In Table 1.3 below, Pareek describes the older generation as “geezers” and the “Millennials as “geeks” and describes the shift from one generation to another in these turbulent times.)
Table 1.3. The Shift from Geezers to Geeks
	Shifts in	Geezers	Geeks
	World View	Analogue world	Digital world
	Perception of World	Newtonian, mechanical	Living organisms and biological systems
	Thinking	Linear narratives and thinking	Nonlinear thinking
	Preference of Structure	Organizational hierarchy and chain of command	Flat organizations
	Mode of Understanding	A map that can help only in known worlds	A compass that is helpful in unsure territory and can give only a general sense of direction
	Main Concern	Making a living	Aspiring to change the world
	Value	Work	Balance in work, family, and personal lives
	 	Has heroes	Far less likely to have heroes

Pareek also writes that technological advancement seems to have had the following impact on the new generation:
 1.
 Impact of technological advancement:
	The new generation has never experienced life without computers
	There is reverse accumulation of knowledge—the younger you are, the more you know
	All information is a click away; so is the competition
	The world is a click away

 2.
 Further, he notes that Millennials have been characterized at work as follows:
	Work well with friends and on teams
	Collaborative, resourceful, innovative thinkers
	Love a challenge
	Seek to make a difference
	Want to produce something worthwhile
	Desire to be heroes
	Impatient
	Comfortable with speed and change
	Thrive on flexibility and space to explore
	Partner well with mentors
	Value guidance
	Expect respect


Pareek writes: “It seems that the eras influence the ways in which OD is both conceptualized and practiced.” He suggests that the two contrasting forms might better be called “research versus search,” with research being investigation of a known field, whereas for search more exploration is required. He sums it up with a quote from Bennis and Thomas: “Maps, by definition, can help only in known worlds—worlds that have been charted before. Compasses are helpful when you are not sure where you are and can get only a general sense of direction.”
Appreciative Inquiry is all about being a “compass.” It provides a process for exploration, rapid prototyping, and constant exploration through continuous dialogue that focuses on what one is learning and how that is a precursor for the next exploration.
The Emerging Paradigm
We previously wrote that we are living in a time of unprecedented and unpredictable change. And we noted that the impact of such a rapid pace of change on all of our human systems—families, schools, organizations, communities, governments—had become the focus of great interest and concern. Now, a decade later, we are beginning to comprehend that our task is not necessarily to adjust to rapid change. Rather, we face the reality of the necessity to shift the very ground of our previous beliefs that human behavior, like inanimate objects such as computers, could be programmed and made predictable. We recognize that we live in a world that is continuously unpredictable and emerging. Our task now is to recognize that “change” is the water we swim in and, more importantly, it is what makes life possible. Our task is to learn how to embrace this “reality” and to free ourselves from the idea that change is an object that can be managed. This reality requires a major shift in how we define and relate to “change;” which leads us to recognize the need for new ways of working within human systems as they cope with the reality of the idea that change is continuous, relentless, and accelerating!
“We’ve reached a Breakpoint!” George Land and Beth Jarman wrote in 1992 in their book, Breakpoint and Beyond. “Breakpoint change abruptly and powerfully breaks the critical links that connect anyone or anything with the past. What we are experiencing today is absolutely unprecedented in all of humanity’s recorded history. We have run into change so different from anything preceding it that it totally demolishes normal standards. It has swept us into a massive transformation that will completely reorder all we know about living in this world.”
We are also learning that, even though some ideas are surely transferable from one group to another, by far the strongest and most effective way to imagine our own future is to engage in continuous dialogue and exploration from an open and curious mindset. We are living in a time when our attachment to a process that was created in another time and place by people no longer present is obsolete and, often, destructive. Time and energy spent in convincing people that someone else’s “construction” is the best or most desired is giving way to the work of the future, which is to create environments that encourage individuals to engage with others to continuously create the “reality” needed for each circumstance as it emerges.
Will human beings continue to debate and even fight over what is right and wrong in any given situation? Or will the 21st Century be the beginning of our realization that with every breath we take and every conversation we have, we are creating a new reality! As Margaret Wheatley wrote prophetically in her book, Leadership and the New Science (1994): “There is no objective reality out there; there is only what we create through our engagements with others and with events. Nothing really transfers; everything is always new and different and unique to each of us.”
In 1970, Alvin Toffler wrote a mind-bending book called Future Shock in which he talked not just of change, but of the changing rate of change. Those born early in the 20th Century (our parents’ generation) have experienced change in both speed and kind unimaginable in all of human history. Toffler and others scanning and predicting the future were like modern prophets, seeing the waves of an emerging paradigm that would call all of what we “know” and “believe” into question.
Classical (Newtonian) mechanics is the science of how bodies move in our universe. The assumption is that the universe is a vast machine with interacting parts much like a clock. Each part has only a few properties and movements, determined by its mass and the forces acting on it. This view was articulated by the philosophers Descartes and Locke, during the time when philosophy and science were the same discipline, and scientifically by Galileo. The key concepts are space, time, mass, forces, and particles. Anything else, such as consciousness, has remained outside the realm of physics altogether.
Newton’s work and that of his predecessors led to the scientific paradigm that has dominated our view of what is real for several centuries. Frederick Taylor’s early theories of “scientific management” came out of that paradigm, applying the image of a machine to a human system. When studies of the importance of human behavior in organizations began to be developed by social scientists in the 1940s (most notably by Kurt Lewin and his colleagues, Ken Benne, Leland Bradford, and Ron Lippitt, who in 1947 founded the National Training Laboratory, now known as the NTL Institute for Applied Behavioral Science), it was often assumed that one could measure human behavior using the methods of the natural sciences. It was assumed that human behavior was governed by the same principles as the material world: cause and effect, natural hierarchy, force exerted to cause movement, and individuals as separate and isolated “parts.”
Wheatley (1994) describes the impact of this thinking on our behavior and on our organizations.
“Each of us lives and works in organizations designed from Newtonian images of the universe. We manage by separating things into parts; we believe that influence occurs as a direct result of force exerted from one person to another; we engage in complex planning for a world that we keep expecting to be predictable; and we search continually for better methods of objectively perceiving the world. These assumptions come to us from 17th-Century physics, from Newtonian mechanics. They are the base from which we design and manage organizations and from which we do research in all of the social sciences. Intentionally or not, we work from a worldview that has been derived from the natural sciences.
“Scientists in many different disciplines are questioning whether we can adequately explain how the world works by using the machine imagery created in the 17th Century. … In the machine model, one must understand parts. Things can be taken apart, dissected literally or representationally (as we have done with business functions and academic disciplines), and then put back together without any significant loss. The assumption is that by comprehending the workings of each piece, the whole can be understood. The Newtonian model of the world is characterized by materialism and reductionism—focus on things rather than relationships and a search, in physics, for the basic building blocks of matter.” (p. 8)
The New Sciences
In 1927, a group of scientists met in Denmark to discuss revolutionary new discoveries in physics. As technology and new methods of experimentation made possible new discoveries in the realm of sub-atomic particles, all of the orthodoxy of classical physics was being called into question. Albert Einstein and Danish physicist Niels Bohr had been embroiled in a difference of opinion often referred to as the Copenhagen Debates. Bohr had discovered that two particles separated by a vast distance were able to behave coherently as if they were communicating instantaneously. Einstein argued that it wasn’t possible because the information between the two would have to travel faster than the speed of light. Bohr argued that such speed would be required only if one assumed that the two particles were separate and independent units. And the paradigm began to shift! What if all things are connected? From the conference in Copenhagen came public statements about these new discoveries that were so confounding the physicists. Since that time, terms such as quantum physics, chaos theory, self-organizing systems, and complexity theory have become common in our vocabulary.
While classical physics focuses on parts, the common denominator of the new sciences is the search for a theory of wholeness. The language of these new sciences has a major impact on how we think about human systems. Certainly the language of quantum physics challenges our most sacred assumptions about the concepts of organization development.
Here are a few of the dilemmas:
While classical physics speaks of waves and particles as separate, quantum theory suggests that there is a wave/particle duality (a wavicle) and that these basic building blocks of the universe have the potential to behave as a wave or as a particle, depending on their surroundings. This means that we can never know the momentum (wave) and the position (particle) of these quantum entities at the same time. This turns Newtonian determinism on its head, as the predictability that B will always follow A, as Newton proved, gives way to Heisenberg’s uncertainty principle: B may follow A and there is a probability that it will do so, but there is no certainty (Marshall & Zohar, 1998).
Classical physics describes complex things as reducible to a few simple absolute and unchanging components. This is “What is.” Quantum physics describes the phenomena of the new properties that come from the combination or relationships of simple things. Possibility is the key. Every quantum in the universe has the potential to be here and there, now and then. In classical physics things happen as part of a chain of events, of cause and effect. In quantum reality, all things move in harmony as some part of a larger, invisible whole. We might describe this as a quantum shift! From understanding the world as parts, each alone in space and time linked only through force, quantum physics presents us with a universe in which every part is linked to every other part.
This view of the way the world works challenges any assumption about being able to isolate one thing from another, and it goes further to suggest that the observer cannot be separated from that which is observed. It challenges us to re-examine our assumptions about how organizations function as well.
Chaos theory presents another challenge to Newton’s clockwork universe with its predictable tides and planetary motion. In chaos theory, very simple patterns become complex and unpredictable, as demonstrated by fractals, weather patterns, and the stock market. No level of accuracy is exact enough for long-term predictions. Such an idea rocks the very foundation of such organizational sacred cows as long-range planning, which in its most linear application requires a belief in a reasonable amount of predictability in the future.
Self-organizing systems behave in the reverse way. A complex and unpredictable situation develops into a larger, more ordered pattern like a whirlpool or a living organism. Although most organizations have, no doubt, experienced the sudden clarity that can come out of seeming chaotic situations, few have learned to embrace chaos, often short-circuiting times and situations that hold the potential for high levels of innovation and creativity.
Complexity theory, the focus of study at the Sante Fe Institute, is most often described as “order at the edge of chaos.” It is also the study of complex systems that cannot be reduced to simple parts. Along with quantum and chaos theory, complexity theory focuses on the emergent whole that cannot be reduced to the sum of its parts. It involves unpredictability, nonlinear and discontinuous change—the phenomena that lead to surprising new forms (Marshall & Zohar, 1997).
Wheatley (1994) writes:
“In New Science, the underlying currents are a movement toward holism, toward understanding the system as a system and giving primary value to the relationships that exist among seemingly discrete parts. … When we view systems from this perspective we enter an entirely new landscape of connections, of phenomena that cannot be reduced to simple cause and effect, and of the constant flux of dynamic processes.” (p. 8)
Applying these theories to human systems, Peter Senge (Senge, Scharmer, Jaworski, & Flowers, 2005) writes: “The solvent we propose is a new way of thinking, feeling and being; a culture of systems. Fragmentary thinking becomes systemic when we recover “the memory of the whole,’ the awareness that wholes precede parts.” Table 1.1 illustrates the kinds of shifts that are occurring in response to our broader vision of science. In this post-modern era, the marvel is that all of these things are present and in good order.
These “new sciences” give us radically different ways of making sense of our world. The most exciting ramification for the field of organization change/transformation is the realization that organizations as living systems do not have to look continually for which part is causing a problem or which project is not living up to some set of criteria. The “new” science embraces the magnificent complexity of our world while assuring us that built into the very fabric of the universe are processes and potentials enough to help us and all of our organizations move toward our highest and most desired visions.
For past generations the Newtonian paradigm fit nicely into the comfort zone for most people. It is still hard for most of us to wrap our brains around such questions as: “Is order essential to the structure of the universe or is it simply a product of human perception?” The challenge is to step out of our dichotomous, simple, and orderly version of the universe and embrace those “wavicles” until we engage with them. Whether we experience wave or particle will depend on what we seek. Stephen Hawking, the noted Cambridge physicist, puts it this way: “Quantum physics is the nether world of physical law. It is a realm beyond comprehension, where logic is replaced by chance; where matter is ruled by mere probability; and scientists must resort to summing up the rolls of the dice.” This, perhaps, is a vivid description of our work in human systems once we give up the idea that anything about human behavior and relationships is predictable!
And so we come again to “social constructionism” and Appreciative Inquiry. In Chapter 2 we will look at the theoretical basis for AI from a social science point of view, asking: “How is it that we know what we know?” Suffice it to say that in its simplest form, social constructionism suggests that we create the world by the language we use to describe it and we experience the world in line with the images we hold about it. The Appreciative Inquiry process provides human systems with a way of inquiring into the past and present, seeking out those things that are life-giving and affirming as a basis for creating images of a generative and creative future.
Thinking About Problems Using the New Paradigm
So what about all those problems caused by this changing rate of change? Does AI just ignore those? Are we engaging in denial? Doesn’t organization development as a method promote the identification and resolution of problems? Indeed, the practice of OD has traditionally highlighted deficits in the belief that the organization can be returned to a healthy state. Appreciative Inquiry suggests that, by focusing on the deficit, we simply create more images of deficit and potentially overwhelm the system with images of what is “wrong.” All too often, the process of assessing deficits includes a search for who is to blame. This leads to people being resistant to the change effort and to a large amount of literature in the field describing ways to deal with that resistance.
In Appreciative Inquiry, we take a different perspective. When we define a situation as a “problem,” it means that we have an image of how that situation ought to be—how we’d like it to be. Appreciative Inquiry suggests that, by focusing on an image of health and wholeness, the organization’s energy moves to make the image real. Indeed, the seeds of the solution are in the images, and therefore it is not unusual to see a system shift directions “at the speed of imagination!”
In the early days of working with Appreciative Inquiry, we compared problem solving and Appreciative Inquiry as if the two were parallel processes, with one being superior to the other. If AI is seen as just one more organization development methodology, it might usefully be compared to traditional problem solving. If, however, we shift into new paradigm thinking, AI becomes not a methodology, but a way of seeing and being in the world. In other words, when we are using the AI frame, we do not see problems and solutions as separate, but rather as a coherent whole made up of our wishes for the future and our path toward that future. (See Figure 1.1.)
Figure 1.1. Two Different Processes for Organizing Change
[image: c01f001]

The commitment to our current deficit-based paradigm, particularly in our Euro-Centric “Western” culture, is our “default setting,” as it were. That paradigm places high value on the machine metaphor (that we can take things apart, fix what is broken, and return to some ideal state). It takes a great deal of “re-training” of our thought processes to shift our metaphor, our view of the world, to a more organic and holistic image. Margaret Wheatley (1994) writes:
“For months, I have been studying process structures—things that maintain form over time yet have no rigidity of structure. This stream that swirls around my feet is the most beautiful one I’ve encountered. … What is it that streams can teach me about organizations? I am attracted to the diversity I see, to these swirling combinations of mud, silt, grass, water, rocks. This stream has an impressive ability to adapt, to shift the configurations, to let the power balance move, to create new structures. But driving this adaptability, making it all happen, I think, is the water’s need to flow. Water answers to gravity, to downhill, to the call of the ocean. The forms change, but the mission remains clear. Structures emerge, but only as temporary solutions that facilitate rather than interfere. There is none of the rigid reliance on single forms, on true answers, on past practices that I have learned in business. Streams have more than one response to rocks; otherwise, there’d be no Grand Canyon. Or else Grand Canyons everywhere. The Colorado [River] realized that there were ways to get ahead other then by staying broad and expansive.” (pp. 15–16)
If we follow the organic metaphor, we begin to value and embrace the unlimited diversity of nature. In such a frame of mind, it becomes easy to believe that finding one truth—or one right way to do anything—is not the goal. Rather, the goal is to engage the organization in dialogue that creates multiple positive possibilities and moves the organization in the direction of the most desired future. It becomes important to create the most generative and effective way to move forward.
Appreciative Inquiry is rooted in the values of the emerging paradigm. In this mode, organizations create and move toward their vision of the desired future in harmony with a world view that sees the interconnection of all parts of a system; that accepts the complexity and subjectivity of the world; that knows planning to be a continuous and iterative process; that embraces the concept of many truths and multiple ways to reach a goal; that understands the relational nature of the world; that believes information to be a primal creative force; and that knows language to be the creator of “reality.” In other words, the Newtonian paradigm process of dividing things into parts, believing that there is one best way of doing any action and assuming that language describes some ultimate truth for which we all search, creates a way of solving problems that looks backward to what went “wrong” and tries to “fix” it. Appreciative Inquiry, on the other hand, looks for what is going “right” and moves toward it, understanding that in the forward movement toward the ideal the greatest value comes from embracing what works. As Charles Handy (1989) noted in his book The Age of Unreason: “Change is not what it used to be. The status quo will no longer be the best way forward … we are entering an Age of Unreason, when the future, in so many areas, is there to be shaped, by us and for us; a time when the only prediction that will hold true is that no predictions will hold true; a time, therefore, for bold imaginings in private life as well as public, for thinking the unlikely and doing the unreasonable.”
This being said, Chapter 2 provides a definition of Appreciative Inquiry in the context of an approach to organization change that enables OD practitioners to shift not the tools of their practice (team building, strategic planning, organization redesign), but rather to shift the perspective from which they approach these processes.


        
            
                CHAPTER 2

                 Appreciative Inquiry: History, Theory, and
                    Practice 

            


            
                “As I considered the importance of language and
                    how human beings interact with the world, it struck me that in many ways the
                    development of language was like the discovery of fire—it was such an incredible
                    primordial force. I had always thought that we used language to describe the
                    world—now I was seeing that this is not the case. To the contrary, it is through
                    language that we create the world, because it’s nothing until we
                    describe it. And when we describe it, we create distinctions that govern our
                    actions. To put it another way, we do not describe the world we see, but we see
                    the world we describe.”

                Joseph Jaworski, Synchronicity

            


            SUSTAINABLE TRANSFORMATIVE CHANGE IN HUMAN
                    SYSTEMS is the Holy Grail of organization development and the focus of
                this book. Appreciative Inquiry represents a radical shift in how human systems,
                particularly complex organizations, can pursue this goal. This chapter will provide
                an operational definition of Appreciative Inquiry and an overview of the theory and
                research base that underlie AI, that is, social constructionism and the power of
                image. This chapter also describes what we mean by transformative change in complex
                organizations and outlines the challenges of such change.

            Subsequent chapters describe in more detail the phases and processes
                that are core to an AI-based change process, as well as the
                “mechanics” of the early steps.

            Defining Appreciative Inquiry

            Appreciative Inquiry is, essentially, a collaborative and
                highly participative, system wide approach to seeking, identifying and enhancing the
                “life-giving forces” that are present when a system is
                performing optimally in human, economic and organizational terms. It is a journey
                during which profound knowledge of a human system at its moments of wonder is
                uncovered and used to co-construct the best and highest future of that system.

            Our use of the term “appreciative” emphasizes the
                idea that when something increases in value, it “appreciates.”
                Therefore, “appreciative inquiry” is inquiry that focuses on the
                generative and life-giving forces in the system that are the things we want to
                increase. By “inquiry” we mean the process of seeking to
                understand through asking questions.

            As David Cooperrider writes in Appreciative
                    Inquiry: A Positive Revolution in Change:

            “AI involves, in a central way, the art and practice of
                asking questions that strengthen a system’s capacity to apprehend,
                anticipate and heighten positive potential. It centrally involves the mobilization
                of inquiry through the crafting of the “unconditional positive
                question” often involving hundreds and sometimes thousands of people.

            “In AI the arduous task of intervention gives way to the
                speed of imagination and innovation. Instead of negation, criticism, and spiraling
                diagnosis, there is discovery, dream and design. AI seeks fundamentally to build a
                constructive union between a whole people and the massive entirety of what people
                talk about as past and present capacities: achievements, assets, unexplored
                potentials, innovations, strengths, elevated thoughts, opportunities, benchmarks,
                high point moments, lived values, traditions, strategic competencies, stories,
                expressions of wisdom, insights into the deeper corporate spirit or soul – and
                visions of valued and possible futures.” 

            (Cooperrider & Whitney, 2005)

            To give the reader a more informed context in which to consider
                Appreciative Inquiry, we devote this chapter to the history, theory, and research
                related to AI.

            A History of Appreciative Inquiry

            The history of Appreciative Inquiry is the history of a major
                shift in the practice of organization development and transformation. In fact, it is
                also the history of an unplanned, even unintended, process with no particular intent
                at all to use it for changing organizations or other human systems. At its
                inception, the idea that someday Appreciative Inquiry would become a major approach
                to change in human systems, with associated processes, methods, and theories, was
                far from the conscious minds of its two most central “parents,”
                David Cooperrider and Suresh Srivastva of Case Western Reserve University.

            But Appreciative Inquiry did, of course, evolve. It developed from a
                theory-building process used primarily by academics to an organization change
                process that enables organizations to build their own generative theory as an
                integral part of a new approach for enabling transformational shifts.

            Since 1980, David Cooperrider and others, experimenting with
                Appreciative Inquiry in organizational settings, discovered that AI is a powerfully
                effective way to enable organizations to learn about their systems in ways that
                result in transformative change, often literally at the speed of imagination. Exhibit 2.1 outlines some of the key developments in
                the evolution of AI.

            
                Exhibit
                    2.1. A Brief History of the Development of Appreciative Inquiry

                
                    
                        
                            	Date
                            	Event
                        

                    
                    
                        
                            	1980
                            	Cleveland Clinic Project
                                    is initiated. As a young doctoral student, David
                                Cooperrider, is asked to do an organizational analysis of
                                “What’s wrong with the human side of the
                                organization?” In gathering his data, he becomes
                                overwhelmed by the level of cooperation, innovation, and general
                                social effectiveness he sees in the organization. Having been
                                influenced by earlier writings by Schweitzer and Rader, he obtains
                                permission from the clinic’s board of directors to focus
                                totally on an analysis of the factors contributing to the highly
                                effective functioning of the clinic. The Cleveland Clinic become the
                                first large site where a conscious decision to use an inquiry
                                focusing on life-giving factors forms the basis for an
                                organizational analysis.
                        

                        
                            	1982
                            	Ken Gergen
                                    publishes Toward Transformation of Social Knowledge, a
                                powerful critique of conventional scientific meta-theory, pointing
                                to a whole new way of thinking about theory. He calls this new
                                method “generative theory,” described by
                                Cooperrider as “anticipatory theory that has the capacity
                                to challenge the guiding assumptions of the culture, to raise
                                fundamental questions regarding contemporary life, to foster
                                reconsideration of that which is taken for granted, and thereby
                                furnish new alternatives for social action.” (AI listserv,
                                1999)
                        

                        
                            	1984
                            	NTL Institute for
                                    Applied Behavioral Science holds international conference in
                                    Tampa, Florida, with a focus on applied behavioral
                                science. John Carter makes a presentation on Appreciative Inquiry
                                for OD practitioners.
                        

                        
                            	1984
                            	Cooperrider makes the
                                    first public presentation of his still evolving ideas about AI
                                    to the Academy of Management where, he reports, his ideas
                                are treated with snickering and derision.
                        

                        
                            	1986
                            	Cooperrider completes
                                    his doctoral dissertation “Appreciative Inquiry:
                                    Toward a Methodology for Understanding and Enhancing
                                    Organizational Innovation” at Case Western
                                Reserve University in Cleveland, Ohio. What began as a study of the
                                development of generative theory had evolved into a strategy for
                                organization change.
                        

                        
                            	1986
                            	Suresh Srivastva and
                                    Cooperrider publish “The Emergence of the Egalitarian
                                    Organization,” a case history of work at the
                                Cleveland Clinic (from 1980 to 1985) that started out as an
                                organizational diagnosis of pathologies and problems, and became
                                instead the first major large-scale AI project.
                        

                        
                            	1987
                            	Cooperrider and
                                    Srivastva publish “Appreciative Inquiry in
                                    Organizational Life.” This marks the first time
                                that the term Appreciative Inquiry appears in a professional
                                publication. The article is noteworthy not only because it makes
                                public the term Appreciative Inquiry but because it represents the
                                beginning of the transition from thinking of AI as just a
                                theory-building approach to seeing its potential as a full-blown
                                intervention framework.
                        

                        
                            	1987
                            	The first public
                                    workshop on AI, promoted by two MBA students, is held in
                                San Francisco with David Cooperrider as the key presenter.
                        

                        
                            	1987
                            	The Roundtable
                                    Project at a Canadian accounting firm (with John Carter
                                as the external lead) becomes the first large-scale change effort in
                                which AI is conceived of as a comprehensive intervention framework
                                from data gathering to implementation. After four years of
                                collaboratively searching for the right organization-wide
                                intervention, John Carter offers his client Appreciative Inquiry as
                                a possible framework for change. Within less than three months and
                                without any coaching from Carter, the client selects AI as the way
                                to ensure the future of the firm. Over a one-year period, Carter and
                                his client system plan and implement a twelve-step process that
                                starts with the establishment of a philosophically congruent project
                                structure, incorporates the systematic design of a customized AI
                                protocol, and includes widespread interviews followed by the
                                development of provocative propositions (PPs), followed in turn by
                                widespread consensual validation of the PPs and an organic, rather
                                than mechanistic, implementation process. A major innovation in the
                                use of AI—having members of the organization interview each
                                other—was piloted by Carter and has become a major part of AI
                                methods for organization intervention. Note, however, that although
                                this project was highly collaborative, the data analysis (the
                                meaning making) was still in the hands of the external
                                consultants.
                        

                        
                            	1988
                            	The Appreciative
                                    Research Carnival, an innovation that resulted from Tojo
                                Joseph Thatchenkery’s dissertation research, marked the
                                first incidence in which clients took over the “meaning
                                making” (analysis) with the data. As part of his
                                dissertation research at Case, Thatchenkery begins a major
                                three-year AI-based data gathering process with the Institute for
                                Cultural Affairs (ICA) in the United States. Much to his surprise,
                                members of the client system wrest from his control the data
                                analysis and the process of developing future plans based on the
                                data. Thatchenkery calls the process, which had been initially
                                designed to gather data to build more grounded theory,
                                “The Appreciative Research Carnival.” The
                                following year Thatchenkery experienced the same phenomenon again.
                                ICA inadvertently becomes the most “fully blown”
                                collaborative use of Appreciative Inquiry for organizational change
                                to date.
                        

                        
                            	1989
                            	SIGMA Center for Global
                                    Change is founded by The Weatherhead School of Management
                                at Case as a center for research and education dedicated to the
                                study and development of worldwide organizations and leaders capable
                                of addressing the most complex and pressing global issues of our
                                time. Committed to the premise that there are no limits to
                                cooperation, the center mandate asserts that virtually every item on
                                the global agenda for change can be dealt with given the appropriate
                                forms of effective management and organization. SIGMA focuses its
                                attention on innovative organizations that are pioneers in building
                                a healthy and vibrant world future. Highlighted are organizations
                                from across sectors (public, private, non-profit, cross-sector
                                partnerships) that take a lead role in advancing positive global
                                change. Issues of focus include (1) intelligent environmental policy
                                and practice, (2) people-centered approaches to sustainable economic
                                development, (3) the growth and support of local and global civil
                                society, and (4) the emergence of a global ethic or set of higher
                                values that inspire human action in service of the widest possible
                                good.
                        

                        
                            	1989
                            	Social Innovations in
                                    Global Management Conference, held at Case Western in
                                November of 1989 highlighted studies of five global social change
                                organizations, one of which was ICA. Articles from these studies,
                                along with papers on the subject of social innovations in management
                                in the global arena were subsequently published in Research in Organizational Change and
                                    Development (Vol. 5; Pasmore & Woodman, 1989)
                                from JAI Press Inc. This marked the first major activity of SIGMA
                                and laid the groundwork for what in 1990 developed into a role for
                                SIGMA in the Global Excellence in Management initiative for
                                management of international development agencies.
                        

                        
                            	1990
                            	Srivastva, Fry, and
                                    Cooperrider publish Appreciative Management and
                                Leadership: The Power of Positive Thought and Action in
                                Organizations. This book contains Cooperrider’s much
                                quoted research on the power of the positive image, an article
                                entitled “Positive Image; Positive Action.”
                        

                        
                            	1990
                            	The Organizational
                                    Excellence Program (OEP), a pilot project to create ways
                                for the U.S. Agency for International Development (USAID) to offer
                                innovative management and leadership training to U.S. Private
                                Voluntary Organizations (PVOs), was founded under the leadership of
                                Ada Jo Mann. Case Western Reserve was chosen as the university
                                partner for the pilot because of the work of David Cooperrider and
                                his colleagues with global social change organizations. At the end
                                of the pilot phase, the OEP became the Global Excellence in
                                Management Initiative (GEM) operating under a USAID grant given to
                                SIGMA/Case Western Reserve University. GEM’s goals are to
                                (1) promote organizational excellence in development organizations
                                in the US and abroad; (2) create new forms of global cooperation;
                                and, (3) sustain excellence, develop capacity to continually learn,
                                adjust and innovate over time. AI provides the foundational
                                operating principles. The OEP and the GEM Initiatives have fostered
                                major innovative ways to use AI in the global arena, creating
                                approaches and models that are being used in all organizations
                                today.
                        

                        
                            	1992
                            	Imagine Chicago
                                is created. This is a major community development effort based
                                heavily on AI principles and practice.
                        

                        
                            	1993
                            	NTL Institute for
                                    Applied Behavioral Science initiates an internal
                                Appreciative Inquiry based diversity project to discover and
                                promulgate the innovative and effective lessons that NTL learned
                                from nearly twenty years of work with organizations on ways to value
                                diversity. Cathy Royal is the lead consultant for the project. In
                                preparation for the year-long diversity study project, Jane Watkins,
                                Cathy Royal, David Cooperrider, and John Carter offer a three-day AI
                                lab for NTL members.
                        

                        
                            	1994
                            	NTL’s
                                    Professional Development Workshop in Appreciative Inquiry
                                is offered for the first time, trained by Jane Watkins and Cathy
                                Royal. Subsequently, the team of Watkins, Royal, Bernard Mohr, and
                                Barbara Sloan staff yearly workshops in basic AI and an AI practicum
                                workshop.
                        

                        
                            	1995
                            	Cooperrider is elected
                                    president of National Academy of Management (OD
                                Division).
                        

                        
                            	1996
                            	
                                The Organization Development Practitioner
                                    publishes an issue devoted completely to AI.
                            
                        

                        
                            	1996
                            	The Thin Book of Appreciative Inquiry is published by Sue Annis Hammond,
                                providing the first widely available, basic introduction to AI as a
                                philosophy and methodology of change.
                        

                        
                            	1997
                            	AI listserv is
                                    established by Jack Brittain at University of Texas,
                                Dallas. It serves as a forum for practitioners at all levels to
                                share and learn from each other. (The listserv continues to operate
                                from the University of Utah.)
                        

                        
                            	1998
                            	Lessons from the Field, edited by Sue
                                Hammond and Cathy Royal, is published. It is the first widely
                                available book of case histories of organization development
                                projects done from an appreciative perspective.
                        

                        
                            	1998
                            	The electronic
                                AI Newsletter is established by Anne Radford in London.
                        

                        
                            	1999
                            	Locating the Energy for Change: An
                                Introduction To Appreciative Inquiry, written by Dr. Charles
                                Elliott, Dean of Trinity Hall, Cambridge, is published.
                        

                        
                            	2001
                            	Appreciative Inquiry: Change at the Speed of
                                Imagination, the first edition of this
                                    book written by Jane Magruder Watkins and Bernard Mohr
                                for OD practitioners and consultants who want to use AI as the
                                perspective for their work, is published by Jossey-Bass/Pfeiffer and
                                becomes, over the following decade, a top seller around the globe.
                                Over the ensuing years, dozens of articles and books have been added
                                to the wide network of resources available on the subjects of AI as
                                theory and AI as a perspective for OD practice.
                        

                        
                            	2001 to 2010
                            	Global Appreciative
                                    Inquiry Conferences. During the past decade, four major
                                Appreciative Inquiry conferences have been held around the world,
                                with the 2009 Global Conference held in Katmandu, Nepal, attracting
                                more than four hundred people in person and online from forty-three
                                countries around the globe.
                        

                        
                            	2001 to 2010
                            	The Power of the Positive. Toward the end of
                                the 20th Century, a young research psychologist, Barbara
                                Fredrickson, began studying the impact of positive emotions on human
                                behavior. This seminal work has become a major reference for those
                                who want to understand the power of searching for the generative and
                                positive in human systems. Appreciative Inquiry has the capacity to
                                give people an experience of learning from positive experiences in
                                the past as a way to focus on creating a desirable future.
                                Fredrickson’s work describes the impact that a focus on
                                the positive has on people’s sense of well being.
                        

                        
                            	2001 to 2010
                            	European AI
                                    Network. In 2006 countries in Europe began to organize
                                what has now become a widespread network of AI and strength-based
                                change practitioners across the continent. Gatherings take place
                                several times a year with countries volunteering to host meetings. A
                                website (www.Networkplace.eu) created and managed by Leif Josefsson
                                of Norway, is open to people across the globe.
                        

                        
                            	2001 to 2010
                            	Major Events and
                                    Activities. Over the past decade AI has spread to every
                                corner of the globe and has impacted every form of human
                                organization—corporations, governments, international groups,
                                schools, churches, and more. AI books and materials exist in nearly
                                every major language on the planet. David Cooperrider created for
                                the United Nations a “Global Compact” meeting
                                among leaders of major global corporations; local community projects
                                such as “Imagine Cleveland” and
                                “Imagine Capetown” are spreading across the
                                globe; AI works well for family interventions and personal growth
                                work; schools at every level are using AI for planning and in the
                                classrooms; in fact, Appreciative Inquiry has been adapted and found
                                to be generative and creative in any and all gatherings of human
                                being. At the Global AI Conference in Nepal, Jane Magruder Watkins
                                was awarded the first “Lifetime Achievement
                                Award” for spreading AI around the globe.
A “Certificate Track” in
                                    Appreciative Inquiry was established by the NTL Institute
                                of Applied Behavioral Science and Case Western Reserve
                                University’s School of Organizational Behavior to train
                                people who want to use AI in their workplace and consulting
                                    practices.
On “The AI
                                    Commons” and other websites around the globe,
                                the history and spread of AI is documented with examples and stories
                                of the myriad of uses and successes that the positive perspective
                                coupled with models and processes in the field of OD have brought to
                                the world.
                        

                    
                

            

            AI and the Field of Organization Development

            Describing Appreciative Inquiry as yet another OD tool,
                technique, or intervention is, at best, only partially accurate, and, at worst, a
                disservice to those who seek to facilitate the co-creation of quantum shifts in the
                capability of an organization to meet the needs of its customers, members, and other
                key stakeholders. Rather, we invite the reader to think of
                    Appreciative Inquiry as a philosophy and orientation to change that can
                    fundamentally reshape the practice of organization learning, design, and
                    development in much the same way that the philosophy of “process
                    consultation” reshaped the field of management consulting fifty years
                    ago.

            In the early days of management consulting, the consultant was the
                outside expert who came to study an organization, decide what needed to be done to
                fix it, and propose a course of action. Long reports were written and, more often
                than not, sat on shelves gathering dust. Consultants became discouraged, employees
                resisted, and clients became cynical.

            With the advent of organization development as a discipline in the
                1950s, the behavioral scientists, who were experts not in the work of the
                organization but in the behavior of people, introduced the idea that the people of
                an organization were the ones best equipped to identify what needed to be changed
                and to formulate ways to make those changes. Instead of prescribing solutions,
                consultants began to facilitate members of the organization in formulating their own
                solutions to problems that they had identified.

            Called “process consultation,” this new
                orientation—new philosophy of consulting—was indeed used sometimes in the form of a
                tool, technique, or method. For example, a consultant might sit with a team and
                comment on their interpersonal and group-level processes. But it was
                “process consultation” in the macro sense—for example, providing
                a client system with processes for co-creation of its future—that the value of
                process consultation as a philosophy, an orientation to all that a management
                consultant does, really emerged. The paradigmatic shift was from consultants
                bringing in solutions to the problem, to consultants providing models and processes
                to help organizations study themselves and formulate their own unique solutions.

            What is happening with Appreciative Inquiry is very similar. Like
                process consultation, AI can be and is sometimes applied effectively as a micro
                tool. For example, in team building a team could engage in a process of inquiry to
                strengthen its capability to function effectively. We often hear people say,
                “We did AI in our team and it really energized us.” (A
                team-building session in an AI frame would generally use positive questions,
                follow-up visioning, and some form of planning.) But as with process consultation,
                the real power and impact of AI is seen when it is used as a comprehensive
                orientation to change in complex systems. By comprehensive change we mean change in
                an orientation to discerning strategic shifts in the relationship of the enterprise
                with its environment, changes in the way the work of the organization is done,
                and/or changes in how the organization approaches problems of leadership,
                performance, conflict, power, and equity. AI is a philosophy and perspective that
                provides an approach to strategic planning, organization design, diversity,
                evaluation, and so on, rather than an alternative to these interventions.

            Appreciative Inquiry as a theory of practice and a methodologically
                fluid process continues to expand, develop, and change as we learn about the power
                of its perspective and how to integrate that perspective into all the work done
                under the umbrella of organization change. In the year 2000 when the first edition
                of this book was written, AI had already evolved substantially since David
                Cooperrider first introduced the term in 1986. In 2000 when the organization called
                AI Consulting was created, the list of those practicing OD from an AI perspective
                included forty-three names. In 2009, less than a decade later, a global AI
                Conference in Nepal included participants from forty-three countries. AI’s
                growth and impact is spreading exponentially as it becomes global. If those of us
                using AI remain true to its principles and theoretical base, it will continue to
                look different in every setting and in subsequent years. Any attempt at a simple,
                static definition is challenged by both the rapidly evolving nature of AI theory and
                practice as well as by the subtle and dramatic implications of the paradigmatic
                shift embedded in its application to human and organization change.

            The evolution of Appreciative Inquiry from an academic interest in
                grounded theory building to AI as a new orientation and philosophical base for
                organization development is documented in the history of AI. Our continuing argument
                that AI is far more than just another OD methodology comes from our conviction that
                the practice of AI as an organization change process is deeply rooted in the theory
                of social constructionism and the research base on the power of image in determining
                what human beings consider to be “reality.”

            We think of Appreciative Inquiry as three interconnected concepts:

            
                1.  AI is a philosophy of
                    knowledge—a way of coming to understand the world.

                2.  AI is a principle-based
                    intervention theory that emphasizes the role of language, dialogue, and story
                    with a particular focus on the power of inquiry in the social construction of
                    reality.

                3.  AI, embedded in its own
                    philosophy and intervention theory, can be applied to any process and
                    methodology for working in organizations.

            

            We will describe each of these three in more detail in this chapter. To
                begin, we will set a context for the practice of Appreciative Inquiry in
                today’s world.

            The Relevance of AI to Complex, Transformative
                Change

            Although Appreciative Inquiry is a useful approach to change
                in any human system at any scale—individuals, dyads, the group (team or family),
                neighborhoods, and communities—our focus in this book is toward the use of AI in the
                more complex levels of human systems. We will describe a process that can be used in
                organizations that are multi-functional and multi-level with multiple stakeholder
                systems operating in unstable environments. In such complex organizations the
                sociotechnical architecture, the organizational culture, and the interactions of
                individuals are highly interconnected—conditions present in for-profit,
                not-for-profit, or public service organizations.

            Change in the essence of such complex organizations may begin, for
                example, with any of the following seven areas, realizing that transformative change
                always impacts several or all of the other areas. The seven intertwined areas of
                transformative change (Beckhard & Pritchard, 1992):

            
                1.  Change in the kind of work
                    done within the organization and how it is done in the pursuit of producing the
                    organizations service or product;

                2.  Change in the roles people
                    hold and the relationships they have with each other;

                3.  Change in the identity of the
                    organization in the marketplace;

                4.  Change in the relationship of
                    the organization to customers and the outside world;

                5.  Change in the mission of the
                    organization;

                6.  Change in the culture of the
                    organization; and

                7.  Change in the organizations
                    processes for adapting to continuous shifts in the organizations
                    environment.

            

            AI and the Challenge of Organization Transformation

            Complex change of this sort is no small challenge whether it
                is in the context of a small not-for-profit or a major public corporation. In fact
                the Holy Grail of organizational change has long been to create sustainable,
                transformative change in an organization, that is, to enable quantum leaps forward
                in an organization’s capability to deliver needed products and services
                and, at the same time, to enrich the quality of life for all those connected with
                the organization, while simultaneously embedding in the organization the capability
                for continuous, ongoing development.

            Pursuit of rapid, sustainable, and transformative change has spawned a
                collective effort of almost biblical proportions considering the time, dollars, and
                energy that organizations have spent on the multitude of initiatives—retraining,
                reforming, re-culturing, reprogramming, restructuring, reengineering, redesign,
                merger, acquisition, etc. But attainment of OD’s Holy Grail has been
                elusive. Short-term gains appear in one area of performance indicators such as
                productivity or customer satisfaction or employee engagement or market penetration,
                often at the expense of other indicators. Sometimes the inherent slowness of
                traditional change processes make organizations vulnerable to yet another shift in
                the environment or in leadership before the change effort can demonstrate results in
                even a single sector.

            Traditional complex system change efforts all too often leave behind a
                legacy of cynicism in the organization’s culture which, together with the
                accompanying loss of energy, make the next effort at change or transformation even
                more challenging. Yet there is a geometrically increasing demand for people in
                organizations to shift direction, make more effective use of new technologies, and
                respond to unpredictable crises in shorter and shorter time frames with fewer and
                fewer resources. At both the personal and organizational levels, an increasing
                number of people are floundering in this sea of new demands with consequences that
                we are just beginning to understand at the societal, community, and family levels.
                It is within this context, and in response to these challenges, that AI has emerged
                as a powerful framework that directly addresses the conundrum of “People don’t change unless the organization does and
                    the organization doesn’t change unless the people
                do.” AI provides consultants and their clients with a new
                “frame” or a new paradigm for the co-creation of quantum change
                at both individual and system levels—simultaneously and almost literally at the
                speed of imagination!

            Complex Change and the Two Gifts of Appreciative
                Inquiry

            Facing the challenge of transformative change in complex
                systems from the perspective of an emerging paradigm gives AI the potential to
                flourish in areas in which many techniques have been applied that have produced only
                moderate success. AI’s potential comes from the integration of (1) a practical change process and (2) a
                    new paradigm view of how we shape our future. It is the integration of
                these two valuable gifts that makes AI a powerful shift from the deficit perspective
                of traditional OD practice.

            The practical change process of AI can be
                described using the well-known 4-D Model that was developed in the work of the GEM
                Initiative (see Exhibit 2.1). In reality, we explain the model
                with an additional “D” (Definition) that, for OD practitioners,
                is roughly analogous to the contracting stage of consulting. The five
                “D’s” are:

            
                1.  A Definition phase during which the inquiry goals, including the
                    framing of the question and the inquiry protocol, the participation strategy,
                    and the project management structure are developed.

                2.  A Discovery phase during which members from the system develop an
                    in-depth understanding of (a) the “life-giving properties “
                    that are present in those exceptional moments when the organization is
                    performing optimally in human, economic, and organizational terms and (b) of the
                    structures, dynamics and other associated conditions that allow those
                    “life-giving properties “ to flourish.

                3.  A Dream phase during which system members create shared images of what
                    their organization would look, be, feel, and function like if those
                    “exceptional moments” and the “life-giving
                    properties” in the system became the norm rather than the
                    exception.

                4.  A Design phase during which system members agree on the principles
                    that should guide changes in the organization’s sociotechnical
                    architecture and develop the details of whatever changes are thought to be
                    needed, based on the previously articulated guiding principles.

                5.  A Destiny phase, sometimes called the Delivery phase (and more recently the “deploy”
                    stage), during which the organization evolves into the preferred future image
                    created during the Dream phase using the work done in the Design phase.

            

            While this 5-D process can be reduced to a linear explanation, in fact
                the change in the system begins with the first questions asked in the Definition
                phase. We recently had a client, struggling with a Design process, exclaim in
                frustration that it was hard to make a plan when people were already working to
                bring about ideas that were articulated in the Discovery and Dream phases. This is
                almost inevitably the case. The change begins with the articulation of the
                image—change at the speed of imagination—not at the end of a linear planning
                process, which brings us to the second “gift.”

            The second “gift” of AI combines the notion of AI as
                a philosophy of knowledge and AI as applied to an intervention theory that
                articulates an alternative view of how we shape our
                    future. Grounded in the theory base of social constructionism, research
                on the power of image, and research on the powerful effects of positive emotions,
                this alternative view of OD interventions emphasizes the role of language, dialogue,
                and ordinary organizational conversations, particularly as they influence the
                crucial choice of how the topic or issue for inquiry is framed, and the subsequent
                development of the inevitable inquiry protocol that accompanies almost all change
                efforts as the organizations seeks to understand what Dick Beckhard described as
                “the present state.” Because this alternative view is not just
                another technique, but a total reframing of our current
                theory of practice, it leverages all that we do in organization development, design,
                and change consulting, rather than just adding another “tool” to
                our “kitbag.”

            The Theoretical Basis for Appreciative Inquiry

            Social Constructionism

            Appreciative Inquiry is, in its essence, rooted and grounded
                in the theory of social constructionism. As practitioners of Appreciative Inquiry it
                is essential that we have a working knowledge of the theory, its impact on our
                beliefs about social knowledge, and how it plays out in theories about how
                organizations change. Understanding social constructionism gives us a basis for the
                scientific research (much of it done in the current paradigm’s pure
                science method) that points to the power of images and the way we use them to create
                our own realities and even our own futures. We believe that only through a solid
                grounding in these concepts and theories will practitioners have the knowledge
                needed to co-create with clients the kinds of organization change processes that
                will be congruent with the need of a particular client.

            Social constructionism is a theory that answers the age-old question:
                How do we know what we know? Social constructionism calls all of our traditional
                answers to and beliefs about that conundrum into question. Ken Gergen, whose work on
                social constructionism has had a major formative impact on AI, describes the power
                of the idea of language as creator of reality and lists: “Social
                constructionist dialogues—of cutting-edge significance within the social sciences
                and humanities—concern the processes by which humans generate meaning together. Our
                focus is on how social groups create and sustain beliefs in the real, the rational,
                and the good. We recognize that, as people create meaning together, so do they sow
                the seeds of action. Meaning and action are entwined. As we generate meaning
                together we create the future” (Taosinstitute.net).

            To enlarge on that definition, we include here a dialogue between Ken
                Gergen and the participants who visit the Taos Institute website:

            
                Social Construction Orienting Principles:
                    Thoughts from Kenneth J. Gergen

                “What does it mean to carry out work in a social
                    constructionist frame? This is a topic of broad discussion, and it is important
                    to resist the temptation of a conclusion. However, I thought it would be useful
                    for these discussions to develop more systematically some of the views that lie
                    somewhere toward the center of what I do.

                
                    1. We live in worlds of
                        meaning. We understand and value the world and ourselves in ways that emerge
                        from our personal history and shared culture.

                    2. Worlds of meaning
                        are intimately related to action. We act largely in terms of what we
                        interpret to be real, rational, satisfying, and good. Without meaning there
                        would be little worth doing.

                    3. Worlds of meaning
                        are constructed within relationships. What we take to be real and rational
                        is given birth in relationships. Without relationships there would be little
                        of meaning.

                    4. New worlds of
                        meaning are possible. We are not possessed or determined by the past. We may
                        abandon or dissolve dysfunctional ways of life and together create
                        alternatives.

                    5. To sustain what is
                        valuable or to create new futures requires participation in relationships.
                        If we damage or destroy relations, we lose the capacity to sustain a way of
                        life, and to create new futures.

                    6. When worlds of
                        meaning intersect, creative outcomes may occur. New forms of relating, new
                        realities, and new possibilities may all emerge.

                    7. When worlds of
                        meaning conflict, they may lead to alienation and aggression, thus
                        undermining relations and their creative potential.

                    8. Through creative
                        care for relationships, the destructive potentials of conflict may be
                        reduced or transformed.

                    9. The preceding
                        understandings do not constitute beliefs. They are neither true nor false.
                        They are ways of approaching life that, for many, hold great
                        promise.”

                

                
                    Taos Associate News,
                     October 2009, The Taos Institute
                

            

            It is fair to say that this statement and the nine concepts capture the
                core of Appreciative Inquiry as an organization change process. As the people of
                organizations create meaning through their dialogue together, they sow the seeds of
                the organization’s future.

            We have talked about the shifting paradigm (in Chapter 1) that is moving
                our understanding of the world from Newtonian linearity to quantum relational
                theories. This shift in beliefs about how we see and experience the world has been
                at the heart of academic debate that focuses on the “modernist”
                era (the 20th Century’s paradigm) and the
                “post-modern” era (the emerging paradigm in the 21st
                Century).

            To recap briefly, the “modernist” era is usually
                dated from the period called the Enlightenment (approximately the mid-18th Century).
                In reaction to the dogma of religion when the arbiter of truth was the church, the
                Enlightenment—no doubt influenced by the ascendancy of “pure
                science” typified by Newtonian thinking—shifted the focus for judgments
                about morality and what is real to the individual. People began to make judgments
                based on what was conceived to be “objective, scientific
                evidence” about what was real and what was true. This search for truth led
                to the belief that there were underlying rules and structures that defined the
                “right” way of doing things. There was also the assumption that
                this “right” way could be discovered.

            This enlightened thinking and scientific focus impacted the arts and
                architecture, literature, the social sciences, indeed, every sector of human
                endeavor. The belief during this period, and by many today, is that there is one
                all-embracing principle that, if we could discover it, would explain the world. We
                are much like the scientists climbing the mountain of questions about the origins of
                the universe that Simon Singh (2004) describes in his book, Big
                    Bang: The Origin of the Universe. He quotes American astronomer Robert
                Jastrow, speaking of the role that the struggle between science and religion has
                always played in this discussion. Jastrow describes a scientist climbing to find the
                answer to his conundrum: “He (the scientist) has scaled the mountains of
                ignorance; he is about to conquer the highest peaks; as he pulls himself over the
                final rock, he is greeted by a band of theologians who have been sitting there for
                centuries.” It will not be one person or one group that discovers a
                predetermined truth about reality. It will be, instead, a continuous and perhaps
                endless dialogue among us all.

            “Post-modernism” rejects the idea of an underlying
                structure and of an underlying truth. Instead of one grand design, post-modern
                thought embraces the idea of multiple and contextually determined
                “realities.” Social constructionism is a formative theory of the
                post-modern idea. Social constructionists argue that our world is shaped by the many
                dialogues and discourses that we have with each other—conversations in which we both
                selectively make sense of our past and present, experience, and history and create
                shared images of what we anticipate in the future. Appreciative Inquiry takes this
                one step further into an intervention process based on the power of dialogue
                generated by inquiry itself, that is, the power of the questions we ask. It is with
                those questions that we shape our destiny.

            As Cooperrider (1995) says:

            “The most important thing we do as consultants is
                inquiry. We try to read situations, we do organizational analysis and diagnosis. It
                all starts with inquiry. The key point is that the way we know is fateful. The
                questions we ask, the things that we choose to focus on, the topics that we choose
                determine what we find. What we find becomes the data and the story out of which we
                dialogue about and envision the future. And so, the seeds of
                    change are implicit in the very first questions we ask! Inquiry is
                    intervention.”

            At the crux of AI is the choice we make in the first question we ask.
                For example, an organization wanting to heal the wounds of racism can (1) inquire
                into instances of racism in the workplace with the idea that once we are really
                clear on what racism looks and feels like and what causes it, then it can be
                eliminated, or (2) the organization can choose to inquire into instances of
                exceptionally good cross-race working relationships and the conditions present at
                those times, creating images of desirable relationships. The practice of AI is
                founded on the theory that the very act of inquiry causes the system to shift in the
                direction of the inquiry by evoking anticipatory images that are created in the
                dialogue that is part of any inquiry. AI chooses the positive inquiry precisely
                because it leads to positive images that, in turn, create a positive future.

            The Power of Image

            With this understanding of the shift in the theories about
                social knowledge, about what is real and true, and about the power of language to
                create reality, Cooperrider turned to research in a wide range of social sciences to
                understand more fully the impact of positive images in the creation of the future.
                And he began to tie this into his thinking about the impact that these new theories
                could have on organizational change theory and practice. In his story, from our
                interview with him in 1999, he says:

            “I decided to refocus my dissertation on Appreciative
                Inquiry. Then, of course, we had to explain the ‘why’ of this
                phenomenon. We did this by bringing together a multidisciplinary group in a
                conference at Case. The purpose of that conference was to explore the relationship
                of image to action; to understand where the positive images come from and how they
                are developed. That conference provided the basic material for my chapter
                ‘Positive Image: Positive Action’ in the book Suresh and I
                edited called Appreciative Management and
                    Leadership.”

            The information on that research and from “Positive Image;
                Positive Action” form the basis of this discussion of the role of image in
                our lives. Taking research from widely diverse fields such as medicine, sports,
                behavioral science, and anthropology, Cooperrider thoroughly documents the phenomena
                of the relationship between our images and our behavior, between what we believe to
                be true and what we create as truth.

            For example, since the mid-1950s, Western medical science has become
                aware of the power of the mind to heal the body. This concept has always been the
                basis of healing in Eastern cultures. The split in mind and body that began with the
                Greeks, was reinforced by the Newtonian paradigm, and dominants in Western thought
                and behavior even today, is giving way to a greater understanding of the mind/body
                connection. Scientific experimentation and documented data are increasing and the
                belief in the holistic nature of the “self” is becoming
                mainstream in major scientific research institutions as well as in the daily
                press.

            What does this have to do with Appreciative Inquiry? AI is, in part, the
                art of helping systems create images of their most desired future. Based on the
                belief that a human system will show a heliotropic tendency to move toward positive
                images, AI is intentionally focused on the generative and creative images in a
                system that can be held up, valued, and used as a basis for moving toward the
                future. The research that follows is abundant and well documented, a fact that was
                not the case a decade ago. As with social constructionism, our intention here is to
                give a very brief description to familiarize practitioners with the roots of AI
                while, at the same time, providing citations of resources for those who want to
                explore these ideas in greater depth.

            In the middle of the last century, research began in earnest on the
                impact that the language we used and the images we created had on our mental and
                physical health and well-being. These studies are useful in helping us make the
                cognitive leap from our world of parts to a more holistic sense of the cosmos. It is
                hard to imagine that we are only now, in the West, taking seriously the notion that
                our minds are indivisibly connected with our bodies, but that has been the case.
                Following are examples introduced by David Cooperrider in his original writing about
                AI. The examples come from studies of positive images and positive thinking in four
                different areas.

            The Placebo Effect: The Power of Our Own Images of
                Ourselves

            Perhaps the best-known studies of the impact of our minds on
                our bodies are the widely documented placebo experiments that began in the
                mid-1950s. Although the placebo phenomenon has been controversial, most of the
                medical profession now accepts as genuine the fact that anywhere from one-third to
                two-thirds of all patients will show marked physiological and emotional improvement
                in symptoms simply by believing that they are being given an effective treatment,
                even when that treatment is just a sugar pill or some other inert substance.
                Further, the effect is even more powerful if the doctor prescribing the medicine or
                treatment also believes that it will help (Beecher, 1955; White, Tursky, &
                Schwartz, 1985).

            Norman Cousins (1981) popularized the notion that a person’s
                mental state impacts health. In his book, Human Options,
                he writes of the therapeutic value of hope, faith, love, will to live, cheerfulness,
                humor, creativity, playfulness, confidence, and great expectations, all of which
                contribute to a healing system for the body. A landmark experiment was undertaken by
                Simonton, Creighton, and Simnton (1981) at their clinic in Texas, where they
                documented an unusually high rate of recovery from “terminal”
                cancer by patients who worked to resolve their psychological issues and practiced
                positive imagery. Bill Moyers created a whole series for the Public Broadcasting
                System on the power of the mind to heal the body. Almost daily new books and
                articles appear documenting studies or proposing theories about this connection
                between our mental processes and our mental and physical well-being.

            The Pygmalion Studies: The Impact of
                Another’s Image on Us

            A set of experiments called the Pygmalion studies, carried out
                in classrooms with schoolchildren, demonstrate the power that another
                person’s image of us can have in shaping our performance. In these
                studies, teachers were told that one group was made up of students who were not very
                intelligent, tended to do poorly, and were often not well-behaved in the classroom,
                while the children in the second group were bright, hard-working, and successful.
                The teacher believed these to be the facts while, in actuality, the division of
                students into the two groups was entirely random. Within a very short time, however,
                almost without exception those labeled low potential were performing poorly and
                those labeled high potential were excelling.

            In observations of the teacher, researchers discovered that the teachers
                responded to students in line with what they believed about a student’s
                potential and ability. If the teacher thought that a student was smart and
                competent, body language was encouraging, verbal exchanges were supportive, and the
                teacher made allowances for the student when he or she did not perform well. On the
                other hand, the teacher’s interactions with those thought to be less
                capable were much more terse, perfunctory, and dismissive.

            Long-term follow-up to the studies showed that the effects of this image
                held by the teacher affected the students far into the future. (By inference, the
                same effect can be anticipated with images held by parents, bosses, and other
                authority figures.) Furthermore, it was proven that the image that the teacher held
                of the student was a more powerful predictor of a child’s performance than
                IQ scores, home environment, or past performance. So damaging were these experiments
                to the students labeled “poor” that the scientific community
                discontinued them.

            Positive Thinking

            In another set of studies, behavioral scientists looked at the
                ratio of positive as opposed to negative thought patterns in people facing major
                heart surgery. The studies demonstrated that those who approached the operation with
                a feeling that the doctor was the best, the medical techniques were proven and safe,
                and their chances of being well again were excellent recovered at a much greater
                rate than those who approached the operation with fear and concern. In these
                studies, it was concluded that the desired ratio of positive thoughts to negative
                thoughts is approximately 2 to 1 (Srivastva, Fry, & Cooperrider, 1990, p.
                109). With a 2 to 1 ratio, there is a marked difference in the level of well-being
                that a person experiences.

            Metacognition: Using Our Internal Dialogue for Positive
                Impact

            Evidence suggests quite clearly, especially in the arena of
                sports, that we can learn how to create positive images for ourselves that will
                impact our performance, our health, our sense of well-being, even our relationships
                with others.

            There are many examples in the sports arena of the power of the positive
                image in creating success for athletes. Books such as Jack Nicklaus’ Golf My Way argue that the positive affirmation
                (“I’m going to hit it down the middle of the fairway,”
                rather than “Don’t hit it into the woods”) causes the
                whole body to respond to what the mind imagines is possible. Paradoxically, most of
                us believe that elimination of failures (negative self-monitoring, that is,
                “No, not the woods”) will improve performance when exactly the
                opposite appears to be true.

            With this kind of scientific evidence emerging, it makes sense to
                rethink our approach to organization development. It is not hard to make the
                connection between the research and people’s lives in an organizational
                setting. The Pygmalion studies suggest that performance appraisals that focus on
                people’s shortcomings, particularly if the appraisals come from one who
                has power over the person being appraised, is likely to assure that the employee
                will not perform well in the future. The placebo studies document ways that the
                power of our minds can keep our bodies healthy. It is not an unreasonable connection
                to make that an employee who holds self-images of competence and success is much
                more likely to be high-performing. And the power of our inner dialogue to impact out
                behavior suggests that the cynicism so prevalent in Western culture is quite likely
                to be a self-fulfilling prophecy. Taken to the organizational level, if we accept
                that there is at least a possibility that we socially construct our world and a
                reasonable amount of evidence that we have the power to create what we imagine, it
                follows that a process for facilitating organization change would consciously focus
                on empowering employees to believe that they can make a difference; reward leaders
                who know how to empower others; and focus the energy of the system on the positive,
                generative, and creative forces that give life and vitality to the work.

            Social Constructionism + The Power of Image = AI in
                Organization Change

            As we know from research on the power of image (Srivastvra,
                Fry, & Cooperrider, 1990), human beings are strongly impacted by these
                anticipatory images of the future and in a myriad of ways ranging from physiological
                responses at the individual level to the creation of new strategies and organization
                architectures, we collectively create the very future that we anticipate.

            This view of how we shape our future gives
                us a whole new way of understanding the process of change in an organization. Rather
                than being limited to the traditional view of change as an event that has a
                beginning, middle, and end (as in, for example, Kurt Lewin’s model of
                Unfreezing-Changing-Refreezing), we now see change as a continuous process, ongoing
                in every conversation we have, in every inquiry we make, in every action we take to
                “know” or understand something about our organization and/or
                about the world. Hence the notion of AI as a philosophy of knowledge.

            Within this social constructionist perspective, aided and abetted by the
                research on the power of image and the role of language, discourse, and dialogue in
                creating those images, we realize that some very significant doors open up for us as
                we pursue transformative change in our organizations. Specifically, since all change
                processes begin with framing an issue and collecting some data to give us a better
                understanding of the issue, we become aware that in the very act of doing these
                preliminary activities, we, even at that moment, are engaging in the process of
                socially constructing our futures through the choices we make about how to
                “frame the issue” and the dialogues we have as we make inquiries
                into those issues. For example, we can choose to frame an issue as,
                “What’s keeping us from being able to get our innovations into
                production faster?” or we can choose to frame the issue as, “In
                those exceptional periods, when our new product development process is moving at the
                ‘speed of light,’ what conditions, factors, or contributing
                dynamics are present?” Our choice in this initial framing is fateful, as
                either frame will start a snowball of dialogues, inquiries, and the resultant
                anticipatory images of the future.

            Social construction theory says, in essence, that we create reality
                through the conversations that we have. Therefore, an alternative theory of
                organizational intervention would suggest that a fundamental precondition for all
                organization change work—whether focused on process innovation, stakeholder
                relationships, business strategy, organizational culture, diversity, the capability
                to adapt and improve, team effectiveness, etc.—to shift the flow of “issue
                framing dialogues” in the direction of health rather than pathology. This,
                then, shifts the flow of dialogues that result from the inquiries from an analysis
                of moments of malfunction to a holistic understanding of moments of optimal
                performance. The choice to focus on moments of optimal performance is driven by the
                theory that our daily dialogues and our conscious use of inquiry are powerful
                interventions in and of themselves.

            What Good Are Positive Emotions?

            In addition to the original research that underlies AI theory
                and practice, in the decade between the publication of the first edition of this
                book in 2001 and the research that underlies the second edition, a major body of
                research has emerged on the importance of positive thinking and action to our
                well-being as human beings. The origin of this exploration was Martin
                Seligman’s book about the importance of positive emotions. A graduate
                student at the time, Barbara Fredrickson, began to do research on the power of the
                positive in human behavior and won, in 1998, an award for her outstanding paper on
                the subject. Over the past decade, the impact of her research has legitimized the
                Appreciative Inquiry process in major ways. Her research asked the question:
                “What good are positive emotions?” and the answers she found as
                a result of her research have led to a major shift in how we understand the powerful
                positive impact that experiencing positive emotions have on our bodies and
                behaviors.



            Case Story

            
                Living Well with Dementia: Creating a
                    Regional Strategy for the East Midlands

                By Julie Barnes and Jill Guild

                
                    “If you are saving for a rainy day, you need to
                        recognize it when it comes.”

                

                
                    Heather was so relieved to have the diagnosis and to know,
                        for sure, what was happening to her. At fifty-three, it was hard to imagine
                        the future with Alzheimer’s disease, but now she and her family
                        could face it together and “start living again.” For
                        them, this means enjoying the time they have together, traveling,
                        celebrating, and doing things they might never have done, while they can.
                        Dave, her husband, left work and together they are living their life to the
                        full, including campaigning for greater national and local awareness of
                        dementia and better services. Creating great times and memories for their
                        future; making a major contribution to services; and, in doing so, impacting
                        positively on Heather’s well-being and the progress of her
                        dementia.
                

                 Focus of the Inquiry

                Creating a vision for living well with dementia in
                    the East Midlands, UK. This story describes and demonstrates the power of
                    discovery and dreaming in creating compelling visions for the future.

                There are currently 700,000 people in the UK with
                    dementia whose care costs £17 billion a year. In the next thirty years, the
                    number of people directly affected by this condition is likely to double. In
                    August 2007, the government announced a program to develop the first National
                    Dementia Strategy and Implementation Plan for England. Published in February
                    2009, this ambitious strategy aims to support people with dementia and their
                    careers in living well with dementia.

                This is an important challenge for everyone
                    involved. Dementia can result in a progressive decline in multiple areas of
                    function, including memory, reasoning, communications skills, and the skills for
                    carrying our daily activities. Alongside this, individuals may develop
                    behavioral and psychological symptoms such as depression, psychosis, aggression
                    and wandering, creating risks for the individual and challenges for caregivers.
                    Family caregivers of people with dementia are often old and frail themselves
                    with high level of depression and physical illness, and a diminished quality of
                    life. Dementia is a terminal condition but people can live with it for seven to
                    twelve years after diagnosis. There are growing numbers of people of working age
                    with dementia whose medical, social, and care needs are different from those of
                    older people.

                 The Client

                The NHS Development Centre is part of the East
                    Midlands Strategic Health Authority with responsibility for improving services
                    and building partnerships across the multiple agencies who are delivering child,
                    mental health, and offender healthcare. The East Midlands region covers rural
                    and urban areas in five sub-regions including five local councils and nine
                    primary care healthcare trusts from Northampton to Lincolnshire. Approximately
                    4.3 million people live in the East Midlands, with a range of minority ethnic
                    populations and 700,000 people aged sixty-five and over.

                Responsible for implementing the dementia strategy
                    in its region, the client was committed to creating a process with people with
                    dementia and their caregivers at its heart, not just consulting about
                    predetermined proposals but supporting them to create and lead the development
                    of the strategy themselves.

                 Client Objectives: What Were the Best
                    Possible Outcomes Articulated by the Client?

                It is in this context that the East Midlands
                    Development Centre decided to use Appreciative Inquiry in developing its
                    regional strategy for helping people to “live well” with
                    dementia. With people with dementia and their caregivers at the center of this
                    work, it has developed an innovative and leading-edge approach to creating a
                    vision and strategy for the region.

                The regional support team planned and scoped the
                    project with internal and external stakeholders, including people with dementia
                    and their caregivers. The team produced data packs of the known
                    socio-demographic characteristics of the localities and a diagnostic screening
                    tool to help service commissioners and providers map their current activity
                    against the seventeen key objectives outlined in the National Dementia Strategy.
                    This work started to indicate where current resources were focused and where
                    they might be needed in future. A plan emerged to run five commissioning
                    workshops in each sub-region using a structured process of
                    “strengths-based lean thinking” in which local people would
                    work together to identify what was needed and to decide how to make it happen.
                    This was supported by CSED, a national team at the UK Department of Health,
                    tasked with supporting efficient working across the National Health Service.

                The lead client was determined that this process
                    would only start after the regional vision was created by those most affected by
                    dementia. Having worked with Appreciative Inquiry before, she knew that this
                    would be a uniquely enjoyable, creative, and powerful way to unite people in
                    tackling this strategy together; in creating a shared, compelling vision; and
                    making sure that every voice was heard. The team’s aim was to work
                    with people with dementia and their caregivers in co-creating a vision for
                    living well in the East Midlands and to take this vision into the planning and
                    commissioning of local services. Their greater wish was that, by using
                    Appreciative Inquiry, the “living well” would begin at once,
                    through the appreciative conversations and new ways of thinking and talking
                    about how we live and what helps us to live well.

                 What Was Done: Who Did What? A Summary of
                    How the AI Process Was Used and What Occurred in Each Phase of the Process

                Between June and September 2009, regular meetings
                    were held with people with dementia and their caregivers to discover what it
                    means for them to live well with dementia and to start envisioning for the
                    future. Using appreciative questions to structure their conversations, this core
                    group of people “discovered” and
                    “dreamed” together, and some took the questions out to other
                    caregivers and people with dementia in their local areas. The group co-planned a
                    wider summit meeting for the autumn and some people spoke at this meeting,
                    either in person or via video clips. The membership of this group changes each
                    time, with a consistent core of people who come to every meeting.

                 June 2009

                In June 2009, an invited group of ten people with
                    dementia and their caregivers, together with caregivers from third-sector
                    organizations, came together to start talking about what this work might look
                    like and to begin conversations about what living well with dementia means to
                    them.

                We began by inviting people to introduce themselves
                    and say what they were bringing to the meeting—of themselves and their
                    experience. We quickly learned that everyone had an important connection to
                    dementia, both personally and professionally. Even the practitioners there had
                    stories of mothers, fathers, in-laws, grandparents—people in their lives who had
                    been touched by dementia. “We’re in it together”
                    emerged as a powerful quote from this first meeting.

                We invited people to talk in pairs about what living
                    well with dementia means to them and to tell stories about times when they
                    experience this. Initially this was a challenge—this is not the usual kind of
                    conversation about dementia, where people watch their loved ones
                    “disappear,” where the demands of caring are rarely matched
                    by external support and where frustration and emotion runs high. Living well
                    with dementia is a contradiction in terms to many.

                Yet when we started to tell each other stories, we
                    found the high points, the joy, the laughter, the love. Carol told us about a
                    riverboat trip that she and her mother had taken, where the relief of sharing
                    the care with others for just that afternoon meant that “we could be
                    mother and daughter again.” Stories of life in residential care homes,
                    where elderly people who had been neglected, lonely, and isolated in their own
                    homes were now surrounded by support, were eating well, and staying warm, so
                    that relatives could focus on building their relationships and being with the
                    person rather than struggling to keep him or her safe and well. Stories where
                    having an early diagnosis and active follow-up from the consultant meant that
                    people with dementia could start living again, managing their condition,
                    learning new skills, and doing things that they had never imagined doing
                    before.

                We “dreamed” together of ways in
                    which this campaign could be communicated to others and of what it would be like
                    if everyone was talking about “living well” with dementia.
                    We shared ideas about taking this “discovery” out into their
                    communities, using the same questions and particularly the invitation to talk
                    about times when people are living well with dementia. We talked about media
                    opportunities to share these stories and to keep the message going out, raising
                    awareness, which itself is one of the national strategy objectives. The seeds of
                    an idea to have a larger day or summit meeting with professionals and
                    stakeholders across the region were discussed for later in the year, after more
                    work had been done with people with dementia and their caregivers.

                This small group of people agreed to be the core
                    group for this project and undertook to meet again in July, bringing with them
                    one or two friends or colleagues so that we could continue these discussions
                    with a larger group of people. We undertook to write up the key messages from
                    this first meeting and to present this to the next gathering.

                 July 2009

                At this meeting we planned to outline our process,
                    share the messages from the previous gathering, and continue our discovery
                    conversations. We also planned to do some group dreaming or envisioning of what
                    “living better” might look like, to prepare people to carry
                    out further discovery interviews, and to plan together for the summit
                    meeting.

                Like all best-laid plans, this was a day that went
                    its own way, responding to the needs and wishes of the people who came. Already
                    one facilitator down, the lead client was struck by swine flu. Undaunted, the
                    day began with about fifteen people from different parts of the region; some
                    people had been before and many were here for the first time. As the
                    introductions began, more and more people arrived until there was standing room
                    only. There were people with dementia and their caregivers; elderly people
                    caring for their husbands, fathers, and mothers; care workers and people from
                    the voluntary (third sector). People who had been working in this area for many
                    years, and even someone who had just heard that her mother had been diagnosed
                    with dementia and didn’t know where else to turn! Everyone listened as
                    people told their stories and explained why they had come to this meeting.

                As people left the room to carry on their
                    conversations in pairs, we moved to a bigger room, smoothly transferring people
                    and belongings to the comfort of a new location. Energy was high as people came
                    back into small groups to share their stories and to draw out the common and
                    different themes of what is at the heart—the positive core—of living well with
                    dementia.

                Here are some of the things they told us:

                
                    People with dementia and their caregivers tell us
                        that they can live well when they:

                    
                        	Are met, treated, and respected as
                            individual people without labels

                        	Are accepted, listened to, and involved
                            in what happens to us

                        	Have an early diagnosis with active,
                            smooth, quick follow-up

                        	Have appropriate medication and
                            monitoring

                        	Know what is available to us when we need
                            it through appropriate information

                        	Are supported to be independent, take
                            risks, and lead active lives

                        	Have choices about the quality services
                            we can receive

                        	Can share our experiences with people who
                            know what we are going through

                        	Have access to planned and unplanned
                            respite care

                        	Focus on what we can do, rather than on what we can’t

                        	Can laugh together

                    

                

                Amid the high energy and positive stories were some
                    heart-breaking ones. Tears were shed of sorrow, loss, and grief at the impact of
                    this terrible condition. Anger and frustration about the lack of resources and
                    the hardship of caring for loved ones at home alone rose up and were
                    respectfully heard by everyone. As the facilitator, I made the decision to stay
                    with the stories and the emotions and to let go of the planned agenda—what was
                    happening in the room needed to be heard and acknowledged, and this is what we
                    did.

                At the end of the day, people left with their
                    discovery interview packs and we had barely spoken at all about the summit
                    meeting. Aware that we had not done as much as we had planned, I was reassured
                    by the feedback from the client’s side that this had been an important
                    meeting and they were very happy with what we had achieved. On reflection, this
                    was one of the key learnings for me—that appreciating and valuing all the
                    stories and all the emotions is a powerful part of the Appreciative Inquiry
                    process. What needs to happen will happen if I, as a facilitator, can be open
                    enough to trust the people involved and can co-create an environment in which
                    people feel they will be listened to in their pain as well as in their joy.

                 September 2009

                During the summer, I heard from some of the
                    caregivers about the additional discovery interviews they were doing and the
                    power of these conversations in bringing people together and inspiring them to
                    take part in this process. We set up a meeting in September to share more of
                    these stories and to talk about how we would take these forward into the
                    regional summit. We also told people that we would be filming the meeting and we
                    invited people with dementia and their caregivers to tell their stories on
                    camera. We wanted to use some of this film at the regional summit and also to
                    create a record of the whole process for teaching and awareness-raising.

                At the September meeting, we were back to fewer
                    numbers, including some of the people who had been most vociferous at the last
                    gathering. We had typed up the stories we had gathered and posted these around
                    the room. We invited people to take a walk around and to talk in pairs about the
                    stories that had most impact on them, looking for the “sticky
                    stories”—the stories we must tell. We talked together about the
                    structure and content of the regional summit meeting, including who should be
                    invited and who might want to tell their stories, either in person or via the
                    film. Through the day, individuals and couples also told their stories to the
                    camera and it was a credit to the young camera crew who captured sensitively
                    even the most painful subjects, and kept focusing on living well.

                There was a growing sense of fellowship in the group
                    and changes for individuals since the last meeting. One lady in particular had
                    taken concrete steps for herself, her husband, and her family with great impact
                    on their lives, on her feelings about her situation, and her own sense of
                    self-esteem and empowerment. She subsequently told us that “Over the
                    sessions and with each one being different, I feel I have gained information and
                    confidence.”

                In the afternoon, we used the positive core of the
                    stories to dream together about “living well—living better”
                    with dementia, using creative materials to create powerful visions of the
                    future. Here is one example of what was created that day.

                 Flourishing Services—Strong Support

                
                    This picture for the future (Figure
                    
                        2.1
                    
                    ) was created at the discovery meeting on 11 September
                        2009, by people with dementia and their caregivers. The person with dementia
                        is at the heart of the tree. The solid trunk represents a consistent pathway
                        for everyone. At its centre, the consultant is the gateway to early
                        diagnosis, assessment, information, support, and services. Arrows in all
                        directions show the complexity of the relationships and the importance of
                        clear, focused communication. The flourishing services are shown as fruits
                        of the tree, which people with dementia can access, and there is a gold star
                        when the system works well for individuals and their careers.
                

                
                    Figure 2.1. A Compelling Vision for the
                        Future

                    
                        [image: c02f001]
                    

                

                By the end of this meeting, we had planned the
                    regional summit meeting and talked through who was going to speak and the
                    stories we would tell. We agreed that the focus would continue to be
                    “living well with dementia” and our purpose to create a
                    vision for the regional strategy. We agreed that our
                    “sticky” stories would be made into posters for the summit
                    room and that collated stories would be placed on each table so that newcomers
                    could read about living well with dementia. Now we were bringing together a much
                    wider group of stakeholders, including care workers and managers, commissioning
                    managers, local counselors, medical consultants, nurses, occupational
                    therapists, social workers, third-sector groups from across the region. Limited
                    only by the size of the venue we knew there would be up to 150 people there and
                    we talked about how to support people with dementia and their caregivers at such
                    a large event and whether they wanted to speak in person or to tell their
                    stories on the film. Both options were taken up and we undertook to edit the
                    film so that stories could be shared during the day, as well as having two live
                    presentations at the beginning, one from a person with dementia and one from a
                    caregiver.

                 Sharing the Story, Peer Support

                Later that month, I joined an Appreciative Inquiry
                    foundation training course in Lincoln as an apprentice trainer. There was an
                    opportunity to present current projects for reflection with colleagues, which
                    proved to be a great moment for this work. I told the story, and together we
                    talked through the questions we might use for the summit. Keeping the focus of
                    living well, the important addition was to start the inquiry with a question for
                    everyone about what living well means to them, right now. Having widened our
                    conversations to what is important for us all, we then focused back into what
                    living well with dementia means. This felt like a
                    really significant reminder to aspire for the best for everyone regardless of
                    condition and to harness what we all know and experience in creating a
                    compelling, desirable, and stretching vision for the future.

                The other gem from this discussion was the
                    introduction of table facilitators to support participants and the overall
                    process through the day. This was my biggest summit so far, and I was working
                    with my personal challenge of how best to facilitate the day. With smaller
                    groups, I encourage groups to self-organize and facilitate themselves; and I
                    build in time for feedback to the whole room, using microphones and asking
                    groups to present their material. With this size and the diversity in the room,
                    this wasn’t so practical, and I was working on letting go of my need
                    for the whole room (and me) to hear everything, trusting that the conversations
                    at the tables were the important ones. The idea of table facilitators came from
                    a desire to support these conversations as well as the people at the table and
                    to ensure that key messages were captured by the table and posted for everyone
                    to see.

                Volunteers from the training group as well as
                    officers from the regional support team and long-standing colleagues with an
                    interest in finding out more about AI came as facilitators. They were briefed in
                    advance with a written outline of their roles and expertly warmed up with humor,
                    gifts, and minimal instructions on the morning by my co-facilitator, Lesley
                    Wilson. This innovation worked well, providing support to the participants who
                    were new to AI; to the people with dementia and caregivers in keeping their
                    voices at the centre; to me as the facilitator, freeing me up to keep seeing the
                    bigger picture; and to the facilitators as a learning experience.

                 October 2009

                On 2 October 2009, 180 people from across the East
                    Midlands and from all parts of local health, social care, and community services
                    came together with people with dementia and their caregivers to continue this
                    inquiry and to create a regional vision for living well with dementia.

                Building on the discovery work with people with
                    dementia and their caregivers, the summit inquired into what it means to live
                    well with dementia and what it will mean to live even better; creating images
                    and words for a compelling future—creating a live vision for the regional
                    strategy. Participants worked together, telling and listening to stories about
                    living well—powerful and inspiring stories of times when people felt most
                    valued, most connected, and most supported.

                From the stories, we identified the essential
                    elements of living well—the things that contribute to full lives—and we used
                    these to create our visions for the future—how it will look when everyone is
                    living as well as they possibly can, with the information, people, and services
                    that will support them to do this. The day was recorded by film and by
                    photographs.

                Working with this large group, we heard powerful
                    stories from people with dementia and caregivers and impassioned pleas to
                    improve services and make a real difference with this dementia strategy. Working
                    with people they’d “like to know better,”
                    participants had conversations in pairs and small groups about what it means to
                    live well and for the future. We posted table feedback about the key themes and
                    the positive core of living well with dementia and invited people to walk and
                    talk around the gallery. After lunch, we invited people to work in their
                    sub-regional groups for the dreaming and design sessions in preparation for the
                    sub-regional workshops. Here was an opportunity for local people to start
                    co-creating together, getting to know each other better and to forge what we
                    hoped would be constructive and long-lasting relationships that would assist
                    them in the next stages. People who dream together, stay together, and this was
                    how we set it up. Some sub-regions had several tables and everyone threw
                    themselves into the creative process of dreaming for a future in which the
                    positive core of living well with dementia was amplified, achieved, and the best
                    it could be.

                Rather than taking formal presentations of the
                    dreams, we invited people to visit each other’s tables, walking and
                    talking, world-café style. The ensuing session was a sight to behold as people
                    talked and exclaimed, proudly presented their dreams, and laughed and imagined
                    together. As a concession to my longing for the whole room to catch a glimpse of
                    the whole, we did a final run around the room with the microphone, hearing some
                    of the provocative propositions that accompanied the visions. Here are some
                    examples:

                
                    	
                        Look at me, not the label
                    

                    	
                        My life, my choices, my dream
                    

                    	Pick and mix—we are with you for the journey

                    	
                        From deflation to elation to celebration
                    

                    	
                        From stranded to boarded to sailing
                    

                    	
                        Breaking down barriers
                    

                    	
                        A real deal for real people
                    

                    	
                        The only way is up
                    

                    	
                        Living, achieving, holding
                    

                    	We are as good as we are
                            because we listen to people with dementia and their carers—they are the experts and we never forget this

                

                In the final session, the sub-regions reflected on
                    what they had achieved, their next steps, and what they would be taking forward
                    into the detailed planning and commissioning process. The day ended with a
                    powerful call from one of the caregivers to everyone to keep up the momentum of
                    this work, to “avoid wasting everyone’s time,” and
                    to make sure that real changes were made as a result. A final clip from another
                    caregiver asking only to be respected and supported brought the day to a silent
                    and moving close.

                
                    Outcomes:
                    What results were achieved for the business, for members of
                        the organization, and for customers or other stakeholders?
                

                “People with dementia and their caregivers have
                    been at the heart of our discovery in the East Midlands and will continue to
                    lead us in creating the services and support systems for living well with
                    dementia. This regional strategy begins with powerful visions for the future
                    when people with dementia and their carers are living well; visions to which
                    people in the East Midlands are aspiring and are now starting to create. The
                    stories, pictures, and quotes that follow describe what living well means and
                    what people with dementia and their carers value most.” (Regional
                    Strategy November 2009, p. 5)

                The visions, provocative propositions, and key
                    messages from the summit were collated into the regional strategy report—a
                    document intended to inspire and set direction for the sub-regional workshops
                    and local commissioning. It has been sent to everyone who came to the summit and
                    to the key commissioners and senior staff in the sub regions.

                Rather than picking one vision, the report contains
                    five or six key pictures (Figure 2.2) that express powerful successful futures and lives lived well with
                    support for all.

                
                    Figure 2.2. Simply the Best—Created at the
                        Regional Summit
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                One particular statement (Figure 2.3) was chosen by the client to
                    represent their whole work and this now appears on everything that is connected
                    to the ongoing work.

                
                    Figure 2.3. Vision Statement Created at the
                        Regional Summit, October 2009
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                Over the next six months, these powerful images and
                    words are inspiring local commissioners, practitioners, people with dementia,
                    and their caregivers as they come together for the sub-regional workshops, to
                    design and start creating local services based on what people with dementia and
                    their caregivers value most in living well. This work is being filmed and will
                    be made into a complete DVD of the whole process, and there are still
                    discussions about creating a book of the stories we have gathered and a
                    traveling exhibition of the visions that were produced in order to keep raising
                    awareness about dementia and inspiring conversations about living well. This is
                    just the beginning … !

                And the core group of people with dementia and their
                    caregivers continues to meet to review their progress and to tackle specific
                    design topics, for example, recently creating prototypes for information packs.
                    As well as participating in the commissioning workshops in their own areas, they
                    are keeping an eye on the whole process and are central to decisions about the
                    strategy and the next steps. They have given their blessing for this story to be
                    submitted as a case study.

                
                    Learnings:
                    What worked especially well? What wishes do you have for
                        the next time?
                

                Reflecting on this story has been a moving reminder
                    of how much can be achieved in the most unexpected ways from working with
                    Appreciative Inquiry, at personal and professional levels, as well as for the
                    whole systems that step forward to work together. It is a way of working and
                    being that liberates people, unleashing their talents, creativity, resources,
                    and best selves to the common good. As a facilitator, I follow the Watkins
                    mantra of “planning tight, hang loose”—co-creating the
                    conditions and environment for people to work together and then
                    “getting out of the way” so that they can do it for
                    themselves. As with every AI I have ever been involved with, I stand enthralled
                    and humbled by what is created and designed.

                I have been particularly struck by the determination
                    of the client to keep people with dementia and their caregivers at the heart of
                    this work. Her energy and leadership in bringing together the project, the
                    people, and the mission has been crucial to its success.

                The courage and generosity of the people with
                    dementia and their caregivers in talking together, in sharing some of their most
                    difficult stories, and in trusting us with a process they were sometimes unsure
                    about has been inspiring; what has been achieved is a real tribute to them.

                I particularly liked the way that this project
                    created its own momentum while giving time for the people with dementia and
                    their caregivers to build their confidence through the series of meetings and
                    the development of their stories and visions. This was important modeling for
                    the professionals and practitioners who work with service users and caregivers
                    all the time, but rarely keep them central to such an important planning
                    process.

                I have observed first-hand the powerful impact for
                    individuals of working in this way, as change really does begin from the first
                    questions we ask. The appreciative questions and our focus on the positive
                    created an energy and momentum for this work, which in itself was healing and
                    nurturing. Friendships have been formed and individuals empowered to take charge
                    of their own situations.

                I learned again about the value of appreciating
                    every contribution, especially the anger and frustration, and the importance of
                    working flexibly so that everyone can be heard and acknowledged. When we look
                    for the best in AI we are not turning away from the difficult and the painful—we
                    want to learn from them and understand what helps us to survive the tough times
                    too.

                Finally, I learned about letting go of my need to
                    know what is happening in the room and to trust that the conversations that are
                    happening are the important ones. The people in the room are responsible for
                    taking this forward so it is what they are saying to each other that is
                    important. What I need to contribute is co-creating and holding the creative
                    space in which they work in the best ways they know.

                Wishes for next time? Maybe to create something even
                    bigger and better—an aircraft hangar rather than a ballroom for the summit, with
                    greater numbers and representation from the whole system? To not be limited by
                    my own imagination, trusting that this process brings the right people with the
                    necessary energy and creativity to the table and then generates a whole lot more
                    momentum for change and action.

                
                    
                        Author’s Contact Information
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                    Appreciative Inquiry Facilitator
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