What is Appreciative Inquiry?

Appreciative Inquiry (AI) is a way of thinking about the world around us.  AI invites us to think about the things we appreciate, value, and are positive about the world.

AI also invites us to inquire, ask questions about what we appreciate and value.  What we want to have more of in our lives.

AI is a philosophy of seeing the possibilities in life, of seeing the glass half full.  AI is a hopeful place where change comes with wonder and encouragement for a better future.

Appreciate:  valuing; the art of recognizing the best in people or the world around us;

affirming past and present strengths, successes, and potentials; to perceive those things that give life (health, vitality, excellence) to living systems.

To increase in value i.e. the economy has appreciated in value.

Inquiry:  the act of exploration and discovery.  To ask questions; to be open to seeing new potentials and possibilities.

History of Appreciative Inquiry

David Cooperrider and his associates at Case Western Reserve University challenged the problem solving approach used by many change agents.

They wanted to focus on what people appreciated about a situation and discover how they could have more of what they appreciated.  They took an approach of discovering, through an interview process, the possibilities that were in people’s minds that could solve the issue at hand.

This transformation started in the late 1970’s and early 1980’s when Cooperrider wrote his dissertation on the AI approach to change.  By 1985 Cooperrider and an associate, S. Srivastva, published the first professional publication on AI.

Throughout the next 10-15 years AI has been shared with numerous organizations.  The results have been very positive as the AI process helped the organization “see” what it already knew it appreciated and wanted more of it in their organization.

Appreciative Inquiry Theory

Five principles guide the AI process.  

Constructionist

Understanding that organizations are living, human constructions.  Our future is not pre determined.  We have the ability to create and construct our future from what we think, say, and how we act.

Simultaneity

Inquiry and change are not separate; you begin the change process just by asking questions.  Once you ask a question, the individual(s) is not the same.  The individual will think and act differently because you have asked a question.  Questions are powerful in affecting change in people.

Poetic

An organization’s story comes with personal interpretation.  Members of the organization have their own story.  Telling that story is critical to understanding what you appreciate and want to have continued.  Storytelling is a way to understand what is important and what creative possibilities there are.

Anticipatory

Create your image of the future.  Anticipate the future for your organization or yourself.  AI opens up our creative minds to think about new ideas and ways of thinking about “old topics”.  We can look into the future and see the possibilities because our mind is not focused on fixing the current problem or the problems of the past.  We can anticipate a different future than we had in the past.

Positive

Hope, excitement, and joy are created when you look at change in a positive way.  Individuals and organizations have hope for a better way of life when you think positively about the future.  The human spirit is lifted when we talk about possibilities, hopefulness, joy, and positive images of our future.  This energy will allow our minds to create images that we haven’t imaged before.
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Framing AI Questions

AI questions will come from a positive point of view.  They will create an environment where the interview participant will think about positive changes, experiences, and mindsets.  

There are four “core” AI question/statement areas that are generally used for AI interviews including:

· peak experience or “high point”

· things valued most about _________ (you fill in the blank with self, work, organization, community, family, etc.)

· core factors that “give life” to organizing

· three wishes to heighten vitality and health

AI Sample Questions

Peak Experience:

Think back through your career in this organization.  Locate a moment that was a high point when you felt most effective and engaged.  Describe how you felt, and what made the situation possible.

Things valued:

Without being humble, describe what you value most about your self, your work, and your organization.

Core factors:

Describe how you stay professionally affirmed, renewed, energized, and enthusiastic, inspired?

Three wishes:

Describe your three concrete wishes for the future of this organization.

Other examples:

Describe a person, organization, or incident that you feel is a great example of someone being fair.  What were the circumstances that led to it?  What were the consequences?

Describe a time when you were a part of or observed an extraordinary display of cooperation between diverse organizations or groups.  What made that cooperation possible?

Resource for AI Questions:  Whitney, D., Cooperrider, D., Trosten-Bloom, A., and Kaplin, B. S.  Encyclopedia of Positive Questions:  Using Appreciative Inquiry to Bring Out the Best in Your Organization.  Lakeshore Communication, 2002.  

Conducting an AI Interview

· Two people pair up to do the AI interview. 

(If you have an extra person have three people

 team up to do an interview.)

· Have your AI questions and paper to write on with you.

· Select an area where you can focus on the interview and won’t be distracted.

· Allow enough time for the interviewee to answer all of your questions.  The ideal is to have time to respond to every question you have.

· Throughout the interview, listen carefully so you can write down ideas and phrases you hear from the interviewee.  You may want to use the direct phrase when you report back the summary of the interview.

· AI interviews will have a lot of energy and excitement.  Engage in the excitement by asking appropriate follow up questions to gain more of an understanding of the situation or story.

· Once an interview has been completed with one person, switch roles and begin the interview process from the beginning with the other person.

· Be prepared to report what you heard to the large group when you are finished with this part of the AI interview process.

· Enjoy the interview time, as it will be very rewarding.
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AI Strategic Planning Process Using the “4 D” Cycle

The Discover Phase

During this phase you will discover what you appreciate about your work, organization, community, etc.  You will ask questions/statements about the “best of what is”, what you appreciate about your organization, work, community, etc.

The following questions can be used for the Discovery Phase:
1. Describe a time when you were most proud to be a member of your community.  What was the situation?  Who was involved?  What made it a proud moment?

2. What do you believe are your community’s most significant strategic advantages?  Why?

3. Tell us about a time when you were inspired by great leadership.  What made this leadership great,  who was the leader, what did they do to inspire you?

4.  What do you value and appreciate most about 

the leadership in your community?
5.  What have you (your community) accomplished in economic development in the past four years?  How did it make you feel?

6. Think about a business you have in the community. In what ways have they given back to your community?  
7.  Name other positive things about other businesses.
The Dream Phase

During this phase you will look into the future and envision what could be.  This phase allows us to dream about the future of our work, organization, community, etc.  

The following questions can be used for the  

Dream Phase:

1. Dream about businesses your community will have in four years.  What does main street look like?  What does the industrial park look like?  How have businesses been created, retained, and expanded?  What resources were used?
2. It is four years from now and the economy of your community and the region is diversified.  In what ways is the community and region’s economy diversified?  How did it become more diversified?  Who was involved?
3. Describe your community in four years from now.  What kind of services are in the community?  How are people attracted to your community?  Why are people staying in your community?
4. If a genie appeared right now in front of you and offered to grant you three wishes for your community, what would the three wishes be?
5. It is now 2009.  Describe who is in your leadership positions.  How different are they from 2004?  What changed in four years?  Why?  How do you feel about the change?  Why?
6. Use three words to describe your community in four years from now.  Why did you pick the three words?
The Design Phase 
During this phase you will construct the community that you talked about in the Discover and Dream phases.  You will take that information and start to create the organizational parts that will create your community of the future.

The following questions/statements can be used for the Design Phase:

What should the ideal be for your community? 
 What will the community governance structure look like?  How will your community make decisions that affect the entire community? 
 What is your definition of community?  How does the community develop new leaders?  How does the community learn new things?  

How does the community enhance the economic vitality? What structures need to be in place for the community to sustain and grow economically?
What will be in place to attract and keep young people and families in your community?
The Destiny Phase 
During this phase you will create an action plan of how to transform your community into the organization you described in the discover and dream phase and created in the design phase.

The following questions/statements can be used for the Destiny (action planning) phase:

What are the action items that we need to cover to create the community of the future? 
Who will volunteer to work on an action item?

How important are the various action items?
  Are there critical ones to work on first, second, etc.?  
How do we deal with sustainability of the plan, making sure we come back to it and keep working on it?
What additional resources will you need to create the community you described in the Discover and Dream phases and crafted in the Design phase?

What will be the time frame to accomplish the action items?
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