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Abstract

This chapter explores the power of appreciative inquiry in sugaining postive changeby
creating an on-going &onvesationd convagenceOaroundthe continuousy evolving
future and direction for an organization. A corporate convesationd map was created
from nineyears of changedaareveaing thecentrality of languagein creating and
sudaining change Awareness of the corporate conversationd streams and theintentiond
and postive influendng of these streams hd ped sustain the changeprocess over this
extended period. Thisinfluence comes at theindividud level by developinga
commitment for appreciative leadership princplesand at the corporate level by
incorporating appreciative design elements into the organizationd structure.

Introduction

Background

Thetwo of usworked togeher for over nineyears (Mike primarily as an organizationd
OnsderOGand Jim as an organizationd utsiderQ on the formation and expandon of a
joint venture called Vision Chicago which was formed to undestand and encourage the
processes tha enable large collaborative partnershipsto address domein-level issuesin
theurban context such as housng, education, employment and violence in the city of
Chicago. The context for theresearch is World Vison, alarge, private, volunteer
organization (PVO) opeaating relief and development efforts tha impact 85 million
people in over 100 counties. Like many PVOs, World Vison@missionisto bring relief
to areas experienang intense suffering fromwar, famine, genodde and naural disasters,
and to develop the capacity of communities interested in extending ther reach to
sugainable agriculture, health, education and finandal self-sufficiency. Success in these
environments requires collaboration across dividing lines of culture, religion, geography,
sector, and econonic status Consquently, PVOslike World Vision are ideal
organizationsin which to study innovaive approaches to system-wide changein diverse,
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complex environments. In this sense the case meets the criteriafor an Gextreme caseO
(Dutton & Dukerich, 1991;Eisenhadt, 1989.

Duringitsfirst nineyears, Vison Chicago mobilized a nework of over 1500
organizationsresulting in more than $6 millionin direct aid, $13millionin donded
produds, and 12,000volunteersto invest in a shared postive image of thefuture. In June
1994,Vision Chicago was recognized by the Courcil of Founddionsas oneof eight
"Modds of Hopé' for its pioneering work in rebuilding Americas cities and in June
1999,won the Best Practices AwardOby HUD.

Very early on, Vison Chicago became a hugesuccess story, and World Vision began to
replicate themodd in other cities aroundthe US (New Y ork, LosAngdes,
MinneapoligSt. Paul, and Seattle). Theinfluence of Vision Chicago and these other
Vision Cities began to be felt in World Vision® corporate officesin Seattle when World
Vision® CEO called for anew Qegiond structureOto suppot the promise of theVision
Cities. World Vision used appreciative inquiry in many ways throughoutthe formation of
Vision Chicago, the Vision Cities, and the new regiond structure, and we were aways
amazed at the power appreciative inquiry had in this highly complex environment to
unify people arounda commondirection for thefuture. It broughttogeher people tha
were rich and poor, black and white, northerners and southerners, close to home and far
away to discover oneanother@ strengthsand to find agreement for collective action

Y et, afew years after we laundhed theinitial appreciative inquiry process, we discovered
tha implementing the organizationd visioninitiated by appreciative inqury became
more difficult. We began to experience relationd stress and staff fatigue At timesit
seemed as if we were going backward rather than forward. Amongthe different parties
involved, words such as QvarOand GampsObegan to replace AnvitationCand
howitality. OExcluson competed with induson. Wha was wrong began to get more
attention than what was right. Before long we heard critics say tha while appreciative
inquiry is apotent force to hdp people find common groundand envision a shared future,
it does not sudain forward movement. We were faced with the questions If appreciative
inquiry is so good so effective, why is changeso hard? We had experienced the amazing
power of appreciative inquiry, butisit susainable? Nothing we had ever experienced
could move our complex organization forward like appreciative inquiry, butcould it stay
the course?

While much research and literature has been completed on appreciative inquiry as an
intervention (Barrett, 1995;Bushe, 1998 1999;Bushe & Codzer, 1995;Cooperider &
Srivastva, 1987;Ludana, Cooperider, & Barrett, 2001) nonehas explored the specific
topic of sustainability of change tha islaunded by an appreciative intervention.

A Word on Sudainability

In thesodal condrudtion paradigm, changenather freezes nor moveslinearly. An
organization no soone sets its course then the conversation shifts, diverges, grows or
diminishes; the map of changeisnolonge valid. Asnaural systems tend toward
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entropy, soda systemsin alinguistic framework tend toward cacophony.Organizations
dream and work toward postive futures, but we cannotpredict the precise moment when
tha visonwill berealized. When it does emerge, we do notknow how longit will bea
valid present. Consequently, sustaining change for usisintentiondly moving towardsa
defined future yet remaining poised and responsve to the surprise of the future.
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Summary of Findings

Findingsin this case study reveal tha appreciative changeis susained by shgping the
corporate convasationd streams and by extending appreciative inquiry from aonetime
or periodic intervention techniqueinto a continuots philosophical approach facilitated by
leadership development and organization design (see Table #1).

Tablel: Principlesfor Sustainability

Shaping the Conver sation Appreciative L eadership Appreciative Organizational
Design
1. Listen to the Conversational 1. Believeinthe 1. Use Processes to Develop
Streams Possible Shared Vision & Goals
2. Join Conversations of 2. Approach Others 2. Develop Appreciative
Possibility & Opportunity with Unconditional Leadership
Positive Regard
3. Attend to Conversational 3. Radically Include 3. Design for Structural
Cross-influence & Balance Others Inclusion
4. Enfold Voices of the Whole 4. Continuously 4. Use Processes for Continual
System Move Toward Appreciative Inquiry
Others

5. Pursue Continual Meaning-
Making

6. Expand Conversations with
Written Documents

Shaping the Conversation

Languayeisthetool by which we develop appreciative leadership and appreciative
organization design elements. Thefollowing practices will shagpe conveasation at both the
individud and organizationd levels:

1. Listeningto thedomnant discourse and other conversationd streams
|dentifying the sources and pahs of variousstreams, exploring conveasationd capillaries
tha influence the streams, and interpreting ther directionsand relative strengths revea
thevision, theobgacles, thedirection, the development of the changeprocess.

2. Joining conveasationsof possibility and oppatunity
Aswe focusonthebest, engaging in conveasationsof success, hopeand possibility, we
tend to movein thedirection of adesired future, attracting others to thevision, drawing
outimagination and creativity.

3. ldentifying and attending to convesationd cross-influence and baance
Awareness of the convasationd streams and their cross-influence enables usto Qle-
persondizeOdiverging and potentially competitive convasationsand to determinether
postive or negdive impact on owr own convasationsand initiatives.

4. Continuousy enfolding thevoices of thewhole system
By induding a broad spectrum of stakeholders and building shared meaning, we are able
to access more information and move more quickly while building commitment and
pursuing innovdion.
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5. Continudly pursuing shared meaning-making as people join and leave
convasations

Enfolding an ever-inareasing numbe of voices improves the qudity of changebut
requires on-going efforts to devel op shared meaning and collective action, as people enter
and leave organizationd life.

6. Expanding convesationsof possibility throughwritten doauments
Written communication pieces extend the convasation by sparking additiond and future
dialogue Actionfollows languayefor alonge period of time as a new comprehengve
vocabulary and set of imagesis created.

Appreciative Leadership
Thefollowing prindples devel op appreciative leadership or incorporate appreciative
conceptsinto one@ persond intention and commitment:

1. Bédlief inthepossible
Leades need to bdieve tha postive changeis posible and tha thar vison for thefuture
isreal because Gauthenticity cannotbe fakedO When we conssiously connet to our
ultimate values they become part of usand spill out horizontally in our actionsand
relationhipsin our organizations

2. Unconditiond postive regard
Unconditiond postive regard flows out of abdief tha all people have intringc worth
and tha each stakeholder can provideavaluable contribution to the development of a
shared vision. People contribute when they bdieve they are valued and that they will be
heard.

3. Radica induson of others (into theconveasationd stream)
Induson mug bea continuousact because people enter and leave organizationd life.
Indusonrequires an invitation, persond howitality, affirmation, and respect based on an
unoonditiond postiveregad. Indusontha isradical iscarried to its farthest limit:
induding people when it goes beyondthe cod of time to the cos of self-sacrifice.

4. Continuousy movetoward otherswith postive inquiry, even during conflict
Despite differences, continudly refocusng on thevalue of theother andinquiringinto
their hestOoffers a platform from which to recreate meaning and collective action.

Appreciative Organizational Design
These design elementsindudethefollowing:

1. Processesfor developing ashared vison and gods
A rich organizationd vision, created througha collaborative process, is much more likely
to beimplemented and sugained.

2. Effortsto develop appreciative leadership
Leadership training tha indudes skill development in convening awide rangeof
stakeholders in convesationsto explore the best of the past, utilizing processes to
develop ashared vision, and engaging in thetask of organizationd design builds
appreciative leadership. Training should also develop the ability to shgpe convasationd
streams as well asto strengthen relationd competence.

3. Organizationd structure that encouragesinduson
Structural indusonfacilitates cross-level, cross-divisond participaionin corporate
convasationd streams and is mog powerful when it islocally-rooted, self-organizing,
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and coupled with some capacity for wholenessN a shared degpening of learning, common
purpose, and prindples.
4. Processesfor continud inquiry into the postive core

From a structural vantage point, thefour phases of appreciative inquiry need to be extended
into the continuouscycles of the organization with repeated formal and informal
interventions Continud appreciative inquiry affirms tha inquiry is intervention, that there
isasdf-reinforcing, synergistic relationship between creating strategy, learning throughthe
process, and produang theresults.

Methodology

Thiswas a uniqueproject tha drew from avariety of methodobgical streams. First and
foremod it was an appreciative inquiry (Cooperider & Srivastva, 1987 tha resulted in
the creation of Qyenerative theoryO(Gergen, 1982)abouttheinfluence of convesationd
convagence on sugaining postive organization change It was an appreciative inqury in
the sense tha we (the authors) used appreciative inquiry as an OD intervention
methodolbgy with theclient system (World Vision) throughoutthefull nineyears of the
project. For example, in 199394 we, alongwith members of World Vision, conduded
dozensof appreciative inquiry interviews and hed a series of large-group appreciative
inquiry summit meetingsin both Chicago and LosAngdesto create Vision Chicago. We
did the same in Minneapolig/St. Paul to create Vision Twin Citiesin 199596. From
19972001, we used a similar appreciative inquiry OnterventionQprocess to hdp World
Vision design and implement a GegiondizedOnaion-wide organizationd structure.

It was notjud theintervention strategy, however, that madethis an appreciative inquiry
project. It was also an appreciative inquiry in the sense tha throughoutthe project, at
every step alongtheway, theresponss to the appreciative questionstha were posed by
usand by the members of World Vision generated reams of QlataO(stories, quOtEsS,
themes, dreams, aspirationg tha were collected in theform of transcripts, field notes,
and other forms of communication media (reports, memos emails, videotapes, etc.).
These data were collected, andyzed, and used as the basis for the generative theory
developel in this chgpter andin othe publications(Mantel, 2001;Ludana, 2001;Mantel
& Ludema, 2000;Ludema, Wilmot, & Srivastva, 1997;Ludana, 1996)

Insder/Outsider Research Team

Althoughour study was fundamentally an appreciative inquiry leading to generative
theory, it drew from othe methodobgical approaches. We used an indde/outsder
research team (Bartunek & Louis, 1996)to counier oneof the main criticisms of
quditative research in organizationstha no matter how carefully and faithfully done the
study always represents theinterpreting perspective of only onesingle observer, andis
thussubject to idiosyncrasies. Using two perspectives hdped to mitigae this problem. It
also served to expand our access to data. Mike@ role as an organizationd insder gave
him direct experience with information, meanings, and perspectives unatainable to
anyonefromtheoutside Jm@role as an organizationd outsider (consultant and
academic) allowed him to appreciate Mike@® experience and to compare it with that of
several other informants and daa sources.
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Data Collection

Thestory of how convasationd conveagence led to sugainable postive changeover time
was built from four data sources collected over anineyear period from 19922001:(1)
semi-structured interviews with 84 people connected to the World Vision initiatives (42
from Vision Chicago; 30 from Vision Twin Cities; 12 from the Regiondization
initiative); (2) over 10,000 pages of historical doaument such as memos |etters, faxes,
emails, concept pgpers, strategy doauments, meeting minutes, magazine and newspgper
articles, and promotiond brochures, (3) notes from a series of large-group appreciative
inquiry summit meetingshdd with World Vision over the period of the study, and (4)
participant observation (Spradley, 1980)and field notes from formal and informal
meetingsand convesationswith dozensof people involved with Vision Chicago, Vision
Twin Cities, and the Regiondization effort during the entire ninemonth period. The
participants/informants for the study induded a widerangeof people fromtheWorld
Vision boad, corporate offices, regiond offices, partner organizations and donor
community.

Data Andysis
Oneof thefoundaiond prindples of appreciative inquiry istha organizationsmovein

thedirection of thar mog compdling guidingimages of the future (Cooperider, 1990)
Fromasodal condrudionist perspective, guidingimages of the future are nothing more
than paternsof convasationsor stories tha organizationstell themselves aboutwha to
expect fromthefuture. Thus our interest in this study was to track the content of
convasationsat World Vision from 19922001to discover theimplicit images of the
future tha were guiding the actionsand directionsof organizationd members. To dothis,
we developed a methodobgy tha we have chosen to labd Qonversational mappingOto
track the patternsof changeat World Vision. Once we built the conversationd map of
QWorld Vision 19922001 0we andyzed it and used the conventionsof groundel theory
(Glaser & Strauss, 1967;Strauss & Corbin, 1990)and generative theory (Gergen, 1982)
to develop our explanaion of how postive organization changecan be sugained by
managing the corporate conveasation throughacts of appreciative leadership and
appreciative organization design.

We developed the convasationd map by taking the following steps

Andyze and summarize thedaaonatimeline

Highlight magjor events

Review cross-influence of key events

|dentify convesationd epoths

|dentify key themes

Develop naratives for key themes

The hlstoncal doauments were reviewed and summarized in variousgridsand chartsfor
further andysis. Events from thenineyears of datathat received alot of attention or
energy in thethematic convesationswere highlighted (Jick, 1979 grouped, themed and
charted to create a conveasationd map of the corporate convasations Time was
represented on the horizontal axis by year (see appendix). Using second-order andysis
(Van Maanen, 1979) we looked across the conveasationd streams at particular moments
in time to see how an indvidud corporate convesation may have influenced other
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convasations Time periodswith major directiond shifts were identified and named to
reflect the convasationd character of the period. Thetimelinereflected five
conveasationd epodis 1) cacophony,?2) creation, 3) divergence, 4) compdition, and 5)
convegence. We selected key moments (i.e. highs lows, twists, turns trends and events)
from thetimelinetha measurably moved World Vision toward philosophical and
structural change

Narratives were created for these moments by following a procedure similar to that of the
open coding techniqueof groundel theory research (Strauss & Corbin, 1990) Open
codingisthepart of andysistha pertains specifically to the naming and categorizing of
phenomenathroughclose examinaion of daa. The purpos of open codingisto identify
and name conaepts or themes and then to make propostionsaboutthese themes and
relationshipsto other themes, thereby advandng the development of theoretical
knowledge(Strauss & Corbin, 1990.

While similar to open coding, the procedure used in this study differed in two significant
ways. First, congstent with acommitment to appreciation and generative theory, the
themes tha were soughtwere those that reflected the mos powerful and compdling
hopes and aspirationsof program participants. Ingead of searching for "jus any old
theme," the search was guided by the generative-theoretical questions "What is striking,
intriguing, compdling, and hopédul aboutthis daa? Wha new possibilitiesfor sodal-
organizationd theory and practice does it invite? Wha fresh vistas and vocabularies can
bediscovered tha make a transformative contribution to human thoughtand action?0
Second,the purpose of the coding was notto develop a groundel theory as such, butto
geneate a series of naratives tha would tell the story of sugaining appreciative change
in acompdling and generative way and Genrich the rangeof theoretical discourse with
the particular hopeof expanding the potential for human practicesO(Gergen, 1994.

Thenarratives were used to create astory for each of thefive epodhs Following each
story we developed a mini-method section on the specific appreciative inquiry
intervention(s) used during thetime period. Observationsfrom each epoch are woven
togdher to produce an initial framework for sugainability of appreciative change(see
table #2.

Table 2: Story Observations

Creation Divergence Competition Convergence

I Invitation & I Challenge of the I Wordsfor I Leadership

Hospitality Dominant Discourse Competitive
Advantage

I Continual I Meaning of Words I Back to Problem I Inclusion
Engagement Solving

I Expanding I Balanced Dialogue I Exclusion I Shared Meaning
Dialogue

I Continual I Organizational Design !  Change Agent I Organizational
Innovation Fatigue Design
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I Change Agents I Focuson the Best

Power of Conversational Convergence

When we began to andyze theresearch daa, we foundthe Gorporate convesationOwent
througha series of phases over time and tha these convesationd phases served asa
harbinge of decisionsand actionsto come. At first, there was Qonvesationa
cacophonyQvith multiple voices talking over oneanother with no seeming cohaence.
Andysis of the convasationshighlighted issues of identity, sugainability, survival,
oppotunity, fear, risk, mistrug, curiodty, hope compassion, service, ownership, and
creativity.

This cacophonyled to paralysis, immobilization. No oneknew howto get started. As
appreciative inquiry was introduced and voices were broughtinto the convesation,
connected, and amplified, an epoch of Gonvasationd creationCGbegan in which
relationshipswere strengthened and a common image of thefuture began to emerge (see
Figure #1). Thisled to avirtud exploson of coopeation, action, and organizing at
multiple levels and locations

Figure #1
CACOPHONY CREATION
Oa © - —
. () #1 Sustaining National Domestic Ministries
° o 0 « O » #2 Vision Chicago
O #3 New Organizational Structure — Local
O 90, ’/ #4 New Organizational Structure — National
o/

O e

Four maor convasationd streams became visible tha encompassed the multiple
organizationd levels and locations They were 1) sugaining naiond domestic ministries,
2) creating alocal partnership called Vision Chicago to increase ministry impact, 3)
visonsof anew local organizationd structure, and 4) visonsof anew naiond
organizationd structure. Pogtive changewas beng accomplished at each of these four
levelsin theinitial three years of the study.

Over time, however, environmental forces, organizationd distractions persond factors,
and thenomal upsand-downsof organizationd life began to divert our attention, andwe
entered into an epoch of @onveasationd divergence.OConversation tha had previoudy
been focused on a shared, preferred future began to take on new, unshared meaning, and
people began to pursue divergent directions An analysis of the data suggests tha these
four conveasationd streams diverged into two primary flows (see Figure #2). Thefirst
flow focused on sugaining naiond domestic programs, combining thefirst three
convasation streams to the excluson of thefourth. This stream primarily foundits
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source in the naiond headquaters. The other conversationd flow focused on creating an
inter-related organizationd structure, combining the last three conversationd streams to
theexcludon of thefirst. This stream foundits source in Chicago.

Figure #2
CREATION DIVERGENCE

#1 Sustaining National Domestic Minis- ATing National Domestic Ministries

#2 Vision Chicago /
- #2 Vison
#3 New Organi zational StructureN Local Chicago
#4 New Organi zational Structure N National \ reating the Inter-rel ated Organi zation

Theterm Qrision cities,Owhen uttered by staff at the nationd office, referred to efforts to
sugain naiond, domestic ministries. The same term, Qvision cities,Owhen uttered by
staff in the Chicago office, referred to a naiond effort to create local independent
bugness units tha were suppoted by an integrated marketing and ministry effort from
thendiond offices.

The convasationd streams continued to divergeto the point tha they separated totally
and began to develop independently. Theactivity in Chicago (i.e. Vision Chicago and
new local organization structure) was a pat of both convasationd streams but was
interpreted by one groupin the context of sugaining nationd domestic ministries and by
the other in the context of creating an inter-related organizationd structure. As these two
primary convasationd flows continued to bifurcate and the divergence went unchecked,
the conditionsfor Gonvesationd competitionObegan to develop (see Figure#3). The
divergent voices grew loude and loude and, in multiple ways, attempted to silence the
others. Duringthis phase, rivalries for access, resources, and legitimacy occurred, and
many early gansbegan to erode

Figure #3
DIVERGENCE COMPETITION

H’ USFO
aining National Domestic Ministries
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#2 Vision w| A ! I
Chicago ! HA#
ing the Inter-rel ated Organi zation . -
Regionalization

Findly, aphase of Gonvasationd convergenceOemerged when the organization
reinvested in appreciative processes, specifically appreciative approaches to leadership
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and organization design (see Figure #4). This led to a new flourishing of coopeation,
action and organizing arounda common image of thefuture. At this pointin the case
study, we began to see our organization as streams of convesationsthat rise and fall,
grow and diminish. Awareness of the corporate conversation and its shaping hdped usto
sudain the process of postive change We discovered tha once awareness of the
conveasationd streamsis developed, appreciative changecan be maintained by
intentiondly and postively influenang those streams. This influence comes at the
individud level by developing a commitment for appreciative leadership and at the
corporate level by incorporating appreciative design elementsinto the organizationd
structure.
Figure#4
COMPETITION CONVERGENCE

»

USFO -
# "o 4P
sl | !
— )

0 IR I

-
&

H* .=

#

Regionalization

\/

We suggest that appreciative organizationd change took rootfor World Vision asits
changeagents embraced appreciative leadership and the corporate conveasationd streams
conveged, produang enoughcorporate attention, will, engagement, and resources for
organizationd (re)design, the third M Oof appreciative inquiry® 4-D modd. However,
we have oberved this as part of an historical andysis of the process. When achange
agentisin thethick of change how does he or shekeep moving alongthewinding pah
of changeover thelonghaul? Tha changetakes time (Jick, 1995, often alongtime, is
notanew discovey, buthowdoindviduds and organizationsremain engaged, poised
for thepossible? What can both individuds and organizationsdo to promote
convasationd conveagence?

We propo< tha appreciative changeis sugained by shaping the corporate convesationd
streams and by extending appreciative inquiry from a onetime or periodic intervention
techniqueinto a continuousphilosophical approach facilitated by leadership development
and organization design (see Table #1).

Shaping the Conversation

1. Ligtentothedomnant discourse and other convasationd streams
Thesuganability of appreciative changebeginswith the soda congructionist
perspective tha Quords create worldSO(Ludema, Wilmot, & Srivastva, 1997) These
worldsare emerging and evolving as people enter and leave convasations The
convasationd streams tha are flowing within and aroundan organization reveal a sense
of theworld tha is evolving in tha organization. [dentifying the sources and paths of
variousstreams, exploring convesationd capillaries that influence the streams, and
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interpreting ther directionsand relative strengths reveal thevision, the obgacles, the
direction, the devel opment of the changeprocess.

Thedominant discourse at World Visionfor five of theyears covered by this study was
therelocation of its naiond office and thetrangtion of its president. These convesations
consumed the organization, as existing and new staff worked to definethar roles within
these trangtions and overshadowed the convesationsof the new locally integrated
structure (i.e. theinter-related organization), which began to beinterpreted differently by
members of variousdivisionsas they made sense of them in isolation. Ultimately,
confuson and competition resulted in hindeaed movement toward the postive vision that
had, at onetime, been shared. Being cognizant of the convesationd streams would have
increased our ability to choos which dialogueto join, influence, connect to, strengthen
or redirect (Ford & Ford, 1995;Ludeana, 200]) in order to affect thedesired outcome.
Undestanding the continuousebb and flow of conversationsurges an appreciative leader
to remain watchful, anticipaing tha shared meaning can only beachieved for a short
period of time and requires perpetud engagement.

2. Join convesationsof possibility & oppatunity
Thequestionswe ask and the dialogues in which we engage are fateful (Ludemnaet al.,
2001) People choo% the convesationd streamsin which they paticipae. At least, they
choo% the mannea in which they engagein dialogue When they choo% to focuson
deficits, engaging in the negative, decongructive conveasation stream, people tend
toward problem solving and competition. During the epoch of convesationd
competition, Vision Chicago had devolved from amodd of hopeto aconflict. Both sides
were panting a picture of thefailing ther. OHospitality, creative convarsationsand
shared planning summits were replaced with formal audits and email announ@ments.
These activities broadened and degpened the negative dialogueand focused creative
energy onraising conarnsof persond compeence, loydty, and ongong involvement of
the patticipants.

On the other hand, when people focusonthe best, engaging in convesationsof success,
hopeand possibility, they tend to movein thedirection of thar desired future, attracting
othersto thevision, drawing outimaginaion and creativity. The shared investment in
certain programs continued even during the period of convasationd competition. When
persond engagement is exercised with postive and generative conversations people
imagine, create and movein thedirection of a shared vision of wha can and should be
This postive movement forward isnotin a straight line butfollows the course of the
convasationd stream. An appreciative leader is always evaluating conveasations
refocuang the limited resources of pe'sond and organizationd attention from diverging,
competitive, and destrudtive convasationsto thoge tha focuson Qhebest.O

3. ldentify and attend to convesationd cross-influence & baance
Theandysis of thehistorical daarevealed four primary convasationd streams tha were
created, connected and amplified. These began to divert, compete and then convagefor
the creation of World Vision Chicago. The convasationd map aso reveals tha these
convasationd streams, while developing somewha indgpendently, influenced each other
to bring aboutgreater convergence or divergence for appreciative change Had we been
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attending to these convasationd cross-influences at thetime, we would have been able to
postively affect them towards convegence, rather than allowing divergence to degpen
into compdition.

Awareness of the convasationd streams and ther cross-influence enables changeagents
to Qle-pearsondizeOdiverging and patentially competitive convesationsto determinethe
postive or negdive impact onther own initiatives and convasationsand to achieve
convasationd bdance.

Conveasationd bdanceis aparadox. In adiscusson aroundthenotion of paradoxesin
organizations Smith and Berg (Berg, 1987)suggest tha typically when peoplein
organizationsare confronted with something different than themselves or disagreeable to
themselves, they separate that entity andfightagang it. Thisresultsin an even stronge
reassertion of the different entity. Theintengty of this conflict escalates as the push back
and forth continues and shifts energy fromthe desired end to a battle of the present
means Convesationd badance callsfor addiberate resistance to such antagonism.

Put simply, the paradox s, (ralk softly, to belouder.Oln order to move organizations
forward, the convasationd stream of changeneeds to be amplified enoughto become the
domnant discourse, or at least amajor discourse, of the organization withoutdrowning
outvoices of othe, perhgosdivergent, convasations Efforts to strengthen a convesation
tha creates antagonistic reactionsin other streams invites a spirit of competition rather
than oneof co-creation.

4. Continuousy enfold the voices of thewhole system
Movement towards convasationd conveagence in this study was expedited when four
appreciative processes were broughttogeher, bringing over 125people into the
convasation. Thefirst was an appreciative inquiry summit orchestrated at the senior
management level. The second was a Qvalk-about an informal set of appreciative
interviews with the naiond administrative leadership who had previoudy not
paticipaed in thedialogue Thethird was a series of appreciative inqury summits with
20 new staff and 70 stakeholders from across Chicago. Thefourth was a series of
working meetingswith 40 BBWAT Oteams from across the divisionsat World Vision®
naiond office to design anew organizationd structure.

When we induded the voices of thewhole system (Levine & Mohr, 1998)into the
changeconvesation, participants were able to 1) build an undestanding of theneed for
change 2) andyze thecurrent reality and determine wha should be changead, 3) generate
ideas abouthow to changetheexisting processes, and 4) begin to implement and suppott
the changeefforts. We discovered tha by induding a broad spectrum of stakeholders and
building shared meaning, we were able to access more information and move more
quickly while building commitment and pursuing innovdion (Deazin, Glynn, &
Kazanjian, 1999;Jick, 1995.

5. Continudly pursue shaed meaning-making as people join and leave
convasations
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Induding the voices of thewhole system into the changeconveasation sugained and
enriched it. We collectively developed a new meaning for regiondization. It moved from
bengaVison City, to astrategy for regiondization, to a metro strategy. The participants
in thedialogueshared this meaning. In order to achieve a shared meaning, those tha had
been in the convasation for a period of time needed to make space for new participants
by giving up authorship of old ideas and embracing new ideas. To develop ashared
meaning of regiondization, the conversation could not beforced into a modeof (heen
there, donetha.OThis process to affirm and build a shared undestanding required
patience and self-sacrifice and a lot of up-fronttime, but greatly improved the qudity of
theideas and the efficiency of thar implementation.

Continud meaning-making (Nutt & Backoff, 1997) sudainsappreciative changeas
people come and go in organizationd life. As voices enter or leave a conveasationd
stream, meaning changes for those involved and mug berecreated for the paticipants.
Enfolding an ever-inareasing numbe of voices improves the qudity of change
(Dannamiller & Jacobs 1992;Deazin et al., 1999;Nutt & Backoff, 19973 butrequires
on-going efforts.

6. Expand conveasationswith written doauments
Written communication pieces extend the convasation even further. The postion pgpers
and busness plansfor Vision Chicago and regiondization created words and images,
which were presented to people who had not previoudy been induded in the
conveasation. When all of these doauments were gathered into an anthology of the
regiondization conveasation, thedialoguewas extended to still more participants.
Additiondly, written communication sparked future dialogue A new comprehensve
vocabulary and set of images and ideas were created and action followed languayefor a
period of time. In this case, even ove thelongprocess of change

Conversational Convergence Through Relational L eader ship

We suggest that organizationscan sudain appreciative changeby remaining mindful of
fourinfluenang factors; bdief, regard, induson, and movement; and incorporating them
into the persond intention and commitment of its leadership (see table #3).

Table 3: Factorsinfluencing appr eciative leader ship

Influencing Factors Appreciative Leadership
Our belief for the future 1. Believeinthe possible
Our regard for others 2. Approach others with unconditional positive
regard
Our ability to include others 3. Radically include others
Our commitment to move toward others 4. Continuously move toward others

1. Believeinthepossible
Belief in thepossibleis at the core of sugaining appreciative change Theshgoeand
source of bdief in thepossible varies, butits existence enables movement toward the

14 0f 28



degpest level of our undestanding of life. Participants in theWorld Vision Chicago case
intensely bdieved tha people would be able to span thedivisionsof class, creed, and
color to create mutudly beneficia relationshipsand programs. When we actively and
continudly immerse ourselves in values such aslove, persond relationdhips creativity
and completeness we are imbued with those very same qudities. When we congioudy
connect to our ultimate values they become part of usand spill outhorizontaly in our
actionsand relationshipsin our organizations To bdieve tha those possibilities will
spring from our present or past into our future compds usto beready to greet them as
oppotunities.

Intention beginswith an intuitive knowledge of the posible, rather than thetrue notso
much the accountof tha which has hgppened as the prompting of tha which might
happen (Gagliardi, 1999) Much like amovie projection on a screen, human systems
project ahead of themselves a horizon of expectation tha bringsthe future powerfully
into the present as a causal agent (Srivastva, Cooperider, & Al., 1990) Hopdul images,
in turn, are powerful catalysts for changeand trandormation. The appreciative change
agent lives and acts out of a sense of excited anticipaion of theunexpected. By means of
inquiry into thelife-giving dimendonsof theorganization, the changeagent stimulates
collective imaginaion and aspirationsto create images of new possibilities tha guideour
action (Ludemaet a., 1997).

2. View otheswith unconditiond postive regad

Unconditiond postive regard (Rogeas, 1980 flows out of a bdief that all people have
intringc worth. As a paticipant in the organization, each person can provideavaluable
contribution to thedevelopment of ashared vison. IntheWorld Vision Chicago story,
some of the best program innovdionsand marketing approaches were sparked from
conveasationsfar outsdethe maindream of corporate convasations The people tha
generated these ideas lived in OmpoveaishedOLawndde, pastored a sububan church, or
were living outretirement onthe North Shore. They contributed because they felt tha
they would be heard.

As Quinn, Spreitzer & Brown putit, Qheleader attracts others by maintaining reverence
for them and an awareness of ther highest potentid selfO(2000) Unconditiond postive
regard grows outof aclosely hdd bdief, apostive world-and-life view. Practicingthe
wordsof appreciation contribute to the devel opment of a deeper, genuine appreciation for
each individud. However, usng appreciative language as a meansto reduce resistance to
changeor to manipulate organization members into accepting a top-down changewill not
afford the sugtainability of appreciative leadership. In other words to avoid the short-
lived, cynicism-indudng changeinterventionsdescribed in Molinsky@ (1999 or
Rousseau and Tijoriwala@® (1999)hospital case studies, appreciation has to betalked and
walked. As Groucho joked, QA uthenticity cannotbe fakedO(Bennis, 1999) Deep
appreciation engende's trugt, which enriches the conversationd stream tha creates the
future into which the organization beginsto live.

Pogtive respong to affirmation spansall levels of an organization from the persond
convasationd condud of anindividud to that of an opeaationd team and theentire
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organization. As people create, conrect, and amplify generative convasationd streams, a
compdling vison and postive gods are imagined and implemented.

Approaching people with an unconditiond postive regard and usng appreciative inquiry
awakensa set of common highe values. It reveals striking smilarity of ultimate conaerns
among people regardless of race, culture, religion or geographical location. It focuses
people on a set of shaed commonidedls. It tapsinto the mog noble bdiefs and
traditiondN values such as coopeation, respect, awareness of thediving, livingin
community, thedignity of work, hositality, judice, peace, fairness, and stewardship of
the naural environmentN that are common among cultures and gives them life. Deep and
collective exploration into ultimate concerns has the capacity to ingire hopeprecisely
because it compds usto transcend the ego, to put ourselvesin service of acause tha is
beyond usyet tha we make our own, and to movetoward Qhe best as a totalityO
(Ludemaet d., 1997).

The process of identifying these values beginsin the discovery phase of appreciative
inquiry when organizationd members explore the postive changecore within themselves
andin othes, butit is perhgps mog powerfully expressed in the dream stage when
paticipants turn ther attention to envisioning ther hopes and aspirationsfor thefuture.
It continuesinto thedesign and destiny phases as organizationd membersinvest in the
hard yet rewarding work of shgping their organizationd architectures to embodythese
values both as ameansand as an end. Thediscovery of these ideals and the
commondities between cultures has the effect of attracting a widerangeof people with
diverse perspectives to a shared vision and collective action. Appreciativeinquiry isa
radically indugve approach tha drawsin awiderangeof people and ingires human
actionin theservice of thewidest possible good.Unconditiond postive regard leadsto
investment in relationships Thisis at the heart of appreciative leadership. Relationdhips
unlike produdivity and finandal return, are notusudly a primary focusor a measured
outcome. An organization needsto defineitsrelationd competence as clearly asit
definesits managerial or finanda compeence.

3. Radicaly indudeothes (into the convasationd stream)

Indugon of othesinto our processes, teams, or conversationsmus be a continuousact
because people enter and leave organizationd life. Indugon requires an invitation. Some
people enter into the convasationd stream with asimple invitation; othersrequire an
engaging courtship. The courtship is persond and often requires consderable timeto
convince the other of yourintentions Thisis especialy true when an organizationis built
acrossthesodal dividing lines of race, culture, geography, and wealth asis World Vision
Chicago. These dividing lines are crafted in alonghistory of different language and
perspective, stegped in misundestanding and mistrug. Persond hogitality, affirmation,
and respect based on an unoonditiond postive regard are fundanental to move people
toward significant involvement in the corporate convesationd streams.

Indusontha isradica is carried to itsfarthest limit: induding people when it goes

beyondthe cog of time to the cog of self-sacrifice. Some people are notfunto indude
sometimes thereturn oninvestment may notbeimmediately evident. Persond self-
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sacrifice may berequired to build trug and to communicate that the mission of the
organizationis of greater significance than a persond agenda People are more likely to
contribute selflessly when arole modd is actingin an atruistic fashion (Quinnet al.,
2000)

In therea world, radical induson may seem foolishly optimistic. There were people
who did notrespondto ongoing invitationsfor indusonin World Vision Chicago, and
there were times throughoutthis study tha we were convinced we jus needed to cut our
losses with certain people. Althoughlimited resources, time, and energy mud be
badanced with overcoming bariersto indudon and areasonable return on therelationd
investment, we were often surprised by a person that turned from an aggressive
competitor to avaluable patner.

Continuousengagement and continud meaning making are impotrtant because people
come and people go in organizationd life. Also, the broader thediversity among
stakeholders, the more need for on-going interpretation, trandation and re-interpretation
between different groupsin order to extend the convesation. People® languayes,
backgroundsand approaches are so different tha misundestandingsemerge when they
are broughtinto relationship. Vision has to be coninuousy revisited, re-imagined and re-
crafted. As new peoplejoin in (with new idesas, resources, agendas, aspirations and
hopes) they have to benegotiated into thewhole. In order to achieve a shared meaning,
those tha had been in the convasation for a period of time need to make space for new
participants by giving up authorship of IdOideas and embracing GhewOidess even if the
old and thenew are virtudly thesame idea.

Expanding convesationsthroughwritten communicationsis an additiond methodto
indudeothers. Recalling how written communicationsbring the distribution of vision
beyondan individud @ relationd impact provides motivation to doaument ideas and
dialogues when time and resources would othewise deter us

4. Continuousy movetoward otherswith postive inquiry, even in conflict.

Despite differences, continudly refocusng on thevalue of theother andinquiringinto
their hestOoffers a platform from which to recreate meaning and collective action.
Conflict and discomfort are inheent in human relationships particularly across dividing
lines, but appreciative inquiry provides leaders with aradically smple methodto
navigae throughconflict.

Critics of appreciative inquiry purport tha it isal aboutfeelinggood In stark contrast to
this postion, members of World Vision Chicago experienced discomfort and conflict
throughoutthe process. Theinterventionitself andtheaction it insired created atype of
pressure cooka. Othe perspectives, other stories, beckoned our attention, drowning out
hopefor congructive change It was difficult for us to maintain apostive pogure.
Sometimes we failed. Our courage flagged, isolation beset us and the voices became
confugng. Thisdespite our first-hand observations of the postive power of beingin the
discovery process with others, uncertain of the outcome, yet creating something togeher.
Only by movinginto the conflictN re-engaging with appreciative questionsinto the best

17 of 28



of the past and the excellent, shared futuresN were we able to remove ourselves from
deficit-based, problem-focused mire.

Physicaly charting an organization® convasationsgives a leader a powerful roadmap to
determine how or when to movetoward others (especially outside of themanager®
immediate sphere of influence). The convasationd map hdpsaleader rise abovethe
emotion of conflict and take an objective view of the corporate convasation. Being
cognizant of the convesationd streams increases our ability to choos which dialogues to
join, influence, connect to, strengthen or redirect in order to affect the desired outcome.
Undestanding the continuousebb and flow of conversationsin the broader framework of
the organization or even thelarger environment urges an appreciative leader to remain
watchful, anticipating tha shared meaning requires perpetud engagement.

Convesdly, efforts to excludeparticipants from convesationsbroaden divergence and
create an environment for competition. As compeition for resources, visibility, and
persond postion grow, the potential for coopeative movement forward erodeand people
get worn out

When a struggle becomes persondized and devaluing, participants spend more time with
those that agree with them and begin to create meaning within more limited contexts.
This pushestheother even further away. Theothe descendsfrom beinga personwith a
different pespective to bang apersonwhois evil, intending to inflict persond harm.
Once arelationd podure of competition setsin, competing campsare inevitable, leading
to fragmentation and eventud annihilation of the other. Yet it isagradud evolution.
First, focusng on a difference creates alittle distance. Then, focusng onthedistance
reveals more differences and greater distance. Findly, campsare entrenched agang one
another, planning for war. Continuousy moving toward others, even in conflict sugains
appreciative change

Conver sational Convergence Through Organization Design

Findly, we suggest that organizationscan sudain appreciative changeby incorporating
appreciative design elementsinto ther organizationd structures. Design elements such as
maintaining openess to shared vision and gods, developing appreciative leadership,
developing intentiond, structural induson and committing to regular, on-going
appreciative inquiry into its postive core (see table #4).

Table 4: Appreciative Organizational Design
Shared vision and goals
Develop appreciative leadership
Structural inclusion
I Develop ashared knowledge web
I Golocd
I Balance openness with control
|
|
|

A

Discover and strengthen change agents
Consgtruct relational on-ramps
I Negotiate and create balanced scorecards
4. Continua appreciative inquiry
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1. Processes for developing shared vision and gods

A rich organizationd vision, created througha collaborative process, is much more likely
to beimplemented and sugained. (Bate, Khan, & Pye, 2000;Coghlan, 1998;Nutt &
Backoff, 1997a Quinnet a., 2000;Schneader, Brief, & Guzzo, 1996. Themod
compdling visionis onetha people have condruded themselves and, therefore, feel
passionae aboutimplementing. Similarly, because knowledgewithin a system comes
fromawiderangeof sources, proponets of whole system changeargueconvinangly
tha when an entire system is broughttogeher to create avision, itsimplementationis
accelerated and the changeprocess is more sudainable. Levineand Mohr report tha
Qvhen people are asked to collaborate in the creation of future realities Dif ther activities
are structured to evokethe use of new skills and behaviors Bthe participants cannothdp
but be changad by the experience0(1998) Cross-level and cross-divisiond creativity
(Deazin et d., 1999 attracts thelargest possible number of voices, produangarich and
textured vision tha improves sustainability. Traditiond busness practice leanstoward
thenotiontha visonis penned by senior leadership and then rolled outto line
management to beimplemented on the ground.This was not our experience in World
Vision Chicago. Rather, we saw tha changeefforts tha seek to draw in al stakeholders
into an ever-expanding circle of dialogueaccess a more complete body of knowedgeand
enjoy a highe level of commitment for implementation (Tenkasi, 2000)

This movement can befacilitated by a continud search for thelife-giving capacities of
everyonetha is paticipaing in tha system through creating summits tha evolve more
and more sophisticated postive questionswhich deepen the capecity of thewhole system
to connect to its postive core.

2. Efforts to develop appreciative leadership

Leadership training tha indudes skill development in convening stakeholdersto involve
themselves in whole system changeand the other aspects of appreciative leadership
developal aboveis an important organizationd design element. Appreciative leadership
isessential to sugaining appreciative change(Bennis, 1999) Appreciative leadership
reaches outto indudeawiderangeof stakeholdersin convasationsto explore the best of
the past, utilize processes to develop a shared vision, and engagein the difficult task of
organizationd design. Appreciative leaders have asense of the convasationd streams
within an organization and invest in postive conveasationsof oppotunity while
maintaining baance across the convasationd streams. They seek to develop thar own
bdief in thepossible, maintain an unconditiond pogtive regard toward others, practice
radical induson and continudly movetoward others, even during conflict, with postive
inquiry.

Appreciative leadership may exist at many levels within an organization, butwhen itis
embraced by top-level leaders, appreciative change is much easier to sugain. Throughou
this story, leadership broughttogehe the organization to imagine and movetoward a
preferred future. Theintent was notto create a strategy but rather to harnessthe
innovdion tha existed throughoutWorld Vision and its partners. While the suppott of
senior leadership did facilitate sugaining appreciative changeby assisting in bringing
aboutconveasationd convergence, it should be stated tha convagence was never a
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stationary condition. The convesation immediately began to changeform as new people
and new issues shifted it. The appreciative leader mug remain cognizant of
convasationd streams and continueto shapethem.

3. Organizationd structure tha encourages induson

With reference to onecase study, Burke noted, Orhe big picture work was done The
devil was nowin theddails. These detailsinvolved improving the systems (especially
theinformation system), eliminaing unneeded pgperwork, and changing thereward
systems. It was amatter of providing suppot andremoving bariersO(Burke, 1995) The
integration of systemsinto a changeinitiative is commonly a chdlenge However,
persond regard and radical indugon extend into an organization througha set of
appreciative design elements for structural indugon. Structural indudonfacilitates
cross-level, cross-divisond participaion in corporate conveasationd streams (Deazin et
a., 1999. We foundthe appreciative organization design to be mog powerful when it
was locally-rooted, self-organizing, and coupled with some capecity for wholenessN a
shared degpening of learning, common purpose, and prindples.

This can be achieved by hoging a globd summit or whole-systems planning process each
year or by creating a shared knowledgeweb to experience, assess, and share the total
strength of the system while empowering thelocal entity with its own self-management
practices and decison-making. To this end, anunmber of design elements emerged during
the peiod of this study.

Go local. Appreciative inquiry unleashes freedomand local initiative tha enable
sudainable solutions By pushing the decison-making point asfar outfrom the centra
leadership as posible, appreciative inquiry liberateslocal staff to innovde, energized by
the strengths assets, and resources they have identified in themselves. It allows people to
dream and design thar organizationsand thar sodal reality at thelocal level. It affirms
local culture, tradition, and ways of doingthings This has proven to beessential in the
context of internaiond organization development where local solutionsare the most
appropriate for local situaionsand where respect for cultures, differences, and globd
variety isarequired ingredient for change Thisisalso essential in busness contexts
where thelocal teamis closest to the cusomer. Within deficit-based approaches, large
scale changein globd organizationsis sugained aslongas thereis a high degree of
investment and mobilization emanating from the corporate center. However, when
corporate energies wane or attention wande's, local offices begin to focusuponevents
closer to home and therelevance or engagement of the shared object of attention declines
(Zad, 1999) This may have hgppened in World Vision Chicago when corporate attention
was turned away from regiondization toward relocation and the search for anew
president. However, re-engagement of the appreciative approach broughtthe focus of
Chicago paticipants back to the shared object of attention.

Maintain openness to discovery rather than attempting to predetermine or control the
outcome. SUCh openness may appear organizationdly inefficient, butitsvalueliesin the
readiness to sport whatever form isrequired unde theloca circumstances. Themembers
of such an organization are busy improvising and tinkering (Ciborra, 1996) Thebenefit
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of a (planCtha captures the experiences to date and provides contfort for themembers
mug be bdanced with the benefit of opennessto discovery.

Discover and strengthen the change agents and adopt processes to transfer this role from
individuals to whole systems. Unless there is some way to affirm thechangeagents, either
by giving them authority or by someonewho does have authority backing them, change
agents seem to bum out over time. It takes time to build into the DNA of an organization
the prindples of complex systems, relationd interaction, discovery and condructionin
such away tha it can runitself in a healthy way. The changeagents have to stay
postively engaged until thedomnant discourse of the organization enfoldsthe
convesation of change Asthecircle of dialogueis expanded throughcross-divisiond
visioning, new changeagents are likely to emergefrom variousarenas. Thegreater the
number of changeagents as the changeprocess develops theless vulnerable theinitiative
will beto changeagent bumout Throughmuch of this study, World Vision Chicago®
changeagents were leading with vision, not power or authority. Asthe change
convasation began to impact thedomnant discourse, however, the changeagents were
strengthened and thar role shifted fromindividuds to whole systems.

Construct relational “on-ramps” and other systems that bring participants into on-going
relational proximity. In this case study, urban vision tripsmadeit possible for
subutbanitesto build relationshipswith urban residents. Steering committees and task
forces enabled busness leaders to use ther skills to strengthen World Vision@ opaations
andthos of its patners. Theact of collaborative visoning was an on-ramp by itself.
Appreciative summits and follow-up activity were also effective on-ramps Participaion
at an appreciative inqury summit is, by design, diverse and indusve of al the
organization® stakeholders (Whitney & Cooperider, 1998. Team building around
specific projects allows for the interrelation of organization members. The conaept of
relationd competence should be promoted, recognized, applauded.

Negotiate and create balanced scorecards (Burke, 1995) for team members that clearly
define and measure the key activities required to move the mission and goals of the
organization forward. Adding scorecardsto other communication tools measures and
extendsconveasationsof success. To sudan appreciative change organizationsneed to
develop the competendes of summarizing and communicating the relational battom-line
of thar opeaationsas clearly and aggressively asthey dothdr finanda botom-line
Developing the meansto measure relationd trendsand to identify areas of success and
oppotunity for investment strengthenstherelational fabric of theorganization andyields
greater appreciative sudainability.

Individud scorecardsthat arerolled togeher to form ateam scorecard and team
scorecardstha are rolled togdher to form awhole system emphasizes the need for
indugon and therelationd impact of thewhole team. Each scorecard should indude
elements for cross-team and cross-divisond godsin order to encourage and measure
collective efforts.

Scorecards should also tie to a system of gathering and extending best practices,
breakthroughachievements and goodnews. ONew knowedgeOis an item measured on

210f 28



scorecardsat Erng & Young.Partners are assessed on how much goodnews or how
many breakthroughachievements they have shared with therest of the organization.
Rewardsare tied to thenumber of (knowledgeobjectsOtha each partner putsinto the
knowledgemanagement system.

Scorecardsneed to beredesigned, or at least reconsidered, at regular intervalsto capture
new ways of working together andto respondto innovaions The process of collectively
developing and/or reviewing a scorecard hdps members across divisionsidentify
conveasationd streams tha are diverging, perhgpsleading to competitive ends It also
reveals management or finandal systemstha limit coopeation and innovaion like the
income credit and budgeing cycle tha hindeed the domestic programs and fundraising
departments from working togeher to develop World Vision Chicago.

4. Processes for continud inquiry into the postive core

From a structural vantage point, thefour phases of appreciative inquiry need to be
extended into the continuouscycles of the organization with repeated formal and
informal interventions We need to be more vigilant aboutproviding ooger shotsOfor
appreciative interventionsafter theinitial laund (Burke, 1995) These hdp people to
avoid reverting to a problem-solving approach. As people come and gofroman
organization, thevoices changeand the convasationturns  Vision,gods and processes
arein flux asthey reflect the collective vision of the convesationdists while remaining
trueto theintent of theorganization and the practicalities of daly organizationd life.
Radical induson and continud meaning-making lead to contnuousinnovaionsand
require aflexible structure (Ciborra, 1996. Regular inquiries into the highest idedls of
the organization will inform and indudethose new to the dialogueand spin off fresh
creativity to feed theforming vision and design an appropriate structure.

Induding people in the conveasation shifts power relationsipsand generates enthusasm
by putting thelocus of inquiry in thehandsof all members of the organization and by
inviting an affirmation of the postive changecorein each. Traditiond deficit-based
approaches to organization devel opment are notoriousfor generating high levels of
resistance to change AsKanter (1992)points out, thisistruefor many reasons notthe
least of which isalack of involvement onthe part of organizationd members. Problems
are identified and solutionsdesigned (ehind closed doorsOand then imposed on the
majority of the organization. This approach, of course, violates the age-old
organizationd development maxim that Gpeople suppott what they hep to createO
(Weisbord & Janoff, 1995. Induson developsa greater commitment to responsbility or
accountbility for results. When organizationd members are engaged in the process, they
are motivated to invest unaMmmon energy into envisioning and designing strategies for
implementation and action. What is needed at thewhole system level in terms of
organization designis arapid sharing of strengths capacity, and learning coupled with
periodic summits for dialoguearoundthe deeper meaning and purpose of our work,
which creates shared meaning. When thisisin place, the organization can let go and
allow self-organizing to hgppen in terms of projects, approaches, and action.
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In this sense, appreciative inquiry produces coopeation and innovadion because it
simultaneoudy addresses strategy, process, and implementation. It affirmstha inquiry is
intervention, that thereis a self-reinforcing, synergistic relationship between creating
strategy, learning throughthe process, and produadng theresults. As people ask
themselves unconditiond postive questions they generate new learning aboutthe
resources tha make thar organizing and action possible. They strengthen therelationd
bondsneeded to trandate visioninto reality, and throughthe process they create new
levels of commitment to action. Conequently, process and results are maximized in the
same moment, and results are achieved much more quickly. The appreciative change
process is sudainable as participants in an organization remain cognizant of its
convasationd streams and seek to influence them at the levels of both relationd
leadership and organizationd design by applying the appreciative prindples suggested in
this chapter.

These general prindples applied in the context of the organization in which we worked
and studied, butwe bdieve they are generalizable and may beapplied to other
organizations We are eager to @ompare notesOwith other organizationswho have been
able to sugain postive changein environments where corporate politics, control
structures, bottom-lines and never-pefect conditionsabound.
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