Appreciative Inquiry: Models & Applications

Pavitra Mishra & Jyotsna Bhatnagar

Appreciative Inquiry

Most organizational change pro-
cesses are based on problem-solving. The
focus is on ‘what is the problem or what
went wrong’. In these traditional change

This study looks at the Apprecia- Processes, one invests energy in finding
tive Inquiry literature and interven-  out or rectifying something which may
tion methods and also considers notbe very important (Knippen & Green
three cases from private and gov- 1997). Traditional approach has been
ernment organizations to critically criticized by many researchers over the
examine its applicability/ implemen-  years and a new approach called Appre-
tation methods. The study also com- ciative Inquiry (Al) has been developed
pares Appreciative Inquiry with the ~ which treats social and psychological re-
traditional Action Research ap- ality as a product of the moment, open to

proach and arrived at a model which ~ reconstructions (Gergen 1982, Gergen
is a combination of both. 1990, Bushe & Coetzer 1995).

‘ Appreciative Inquiry (Al) has been
developed which treats social and
psychological reality as a product

of the moment, open to recon-
structions

Al which works orthogonal to a tra-
ditional change process has come up in
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(Cooperrider et al 2003). In fact, Al isphysician’s leadership and organization
not (just) about the positive aspects, it isvhen it was most effective rather than
the quest for new ideas, images, theczoncentrating and sorting failures and
ries, and models that liberate our collecidentified problems.

tive aspirations, alter the social construc-

tion of reality and, in the process, make Cooperrider’s idea was also sup-
available decisions and actions that werported by numerous research findings
not available or did not occur to us befrom the fields of medicine, sports,
fore (Bushe 2007). Al should not be conbehavioural sciences, and anthropology
sidered just another organizational develthat demonstrated the power of posi-
opment intervention or tool but a philosotive images. Some of the research find-
phy and orientation to change that caimmg which influenced Cooperrider were:
fundamentally reshape the practice ofi) Research done on the “placebo ef-
organizational learning, design and develfect”, in which one to two thirds of the
opment (Watkins & Mohr 2001). Al was patients showed improvement in health
developed primarily for private sectorby believing that they have received
organizations. However, over the yearsgffective treatment, though the treat-
this intervention has been used in nonments given to them were “dummy” i.e.
profit and government organizations agould not influence their health. The
well. Education was one of the first secplacebo effect demonstrated the power
tors outside private organizations wheref mind and belief, (ii) The “Pygmalion

Al was used (Schooley 2008). studies” in which teachers were given
information about the abilities of their
Emergence of Al pupils. These descriptions were ran-

domly assigned to pupils, regardless of

The first outline of Al was developedtheir actual performance. With time, it
by David Cooperrider during his doctoralwas found that pupil’s test scores be-
study (completed in 1986) in organizagan to match up with the statements
tional dynamics at Case Western Reserv@at their teachers had been given, (iii)
University. The purpose of his study waskffects of both positive and negative
to find out physician leadership at Clevethinking on the outcome of surgery: pa-
land Clinic, which is one of the mosttients with more positive thoughts re-
highly, regarded medical centres in theovered at a faster rate, and (iv) Re-
United States. He asked physician leadsearch on learned helplessness i.e. in
ers to describe their stories of successessponse to the suggestion that people
and failures. He was attracted by the levekere unable to change their situations,
of positive cooperation, innovation, andt was found that they became apa-
egalitarian governance when they werghetic and hopeless (Cooperrider et al
most effective among physician leaders2003).
This led him to coin a new approach to
develop organizations i.e. considering The above cited studies showed that
only those data that described th@eople can be highly affected by what
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they and others believe and expect frori.
them, thus supporting basic Al thought
that focus on positive behaviour leads to
success. Since Al is concerned with
meaning and interpretation rather than
measurable facts (Reed 2007), it shares
a conceptual link with social construc-
tionist research. The notion of words are
negotiated and co-constructed i.e. the
truth is arrived by a rational and value..

free process of discovery. However the'"

challenge is in terms of ensuring that the
meanings are understood as they have
been used by the participants.

Al Principle

Al stands on five principles thatiy.

make the link between theoretical devel-
opments across a range of disciplines.
These principles were propounded by
Cooperrider & Srivastva (1987), and are
given in his initial description of Al. These
principles are:

i. Constructivist Principle: This prin-
ciple is related to social construction
theory (Gergen 1982) and on the no-
tion that our thoughts about the world
and its realities are based upon in-
terpretation and construction, rather:
than by just recording of phenomena.
Since the interpretation and under-
standing will differ from person to
person there will be multiple realities.
In Al, this principle is used in the way
that people can tell various stories in
the past, present and future and the
way these stories have the power to
shape and reflect the way people
think and act (Reed 2007).

Principle of Simultaneitystates that
inquiry and change are simultaneous.
This is because to make any change
happen inquiry is required. Inquiry
act as an intervention as the various
guestions asked helps people to think
and discover various ways of doing
things, this must be appreciated
throughout Al process.

Poetic Principle points out that an
organization’s member continually
frame their world on the basis of
which parts of their stories interest
them more and which they will like
to experiment. Thus what is chosen
makes a difference.

Anticipatory Principleexplains that
an organization member’s current
behavior is formulated on the basis
of what they perceive about the fu-
ture of the organization. If, for ex-
ample, they see that the future is full
of prospects, it will give them hope
and energy thus influencing their
behaviour in a positive manner and
vice-versa. Al therefore emphasizes
on what is right and then further
builds oniit.

Positive Principleemerges out from
various researches done by practitio-
ners of Al. It was found that the more
positive question was asked, the more
engaged and excited the members
were and more successful and long
lasting the change efforts were. By
focusing on people’s interest it is
easier to involve them in the process
and the best way to capture their in-
terest is by asking and inviting posi-
tive questions.
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Over the years, primarily two mod- Fig.

els of conducting Al have emerged: (i)
4-D model and (ii) 4-1 model.
(Cooperrider & Srivastava 1987, Watkins
& Mohr 2001)

4-D Model

This cycle has four phases, which are
as follows:

1. Discovery:People talk to one another
through structured interviews and
also by sharing stories about their

1: Appreciative Inquiry 4-D Model

peak experiences. In the processjource: Adapted from Watkins & Mohr (2001)

they discover the times when the or-
ganization was at its best. 4-|

11. Dream:On the basis of the informa-
tion collected in the discovery phase
members are requested to thinkl_
broadly and envision a desired future
of them as well as of their organiza-

tion.

111. DesignAs the name suggests, in this
phase focus is on the creation of
agreed-upon concepts and principles
in the dream phase. The participants
propose strategies, processes, and
systems; make decisions and develoi?1
collaborations that will create and™ ™
support positive change. They then
develop a detailed, concrete vision
statement.

IV. Destiny:This is the final phase which
delivers the dream as well as design.
This is an ongoing phase as partici-
pants continue to implement changes,
monitor their progress, and engage in
new dialogue and Appreciative In-
quiries.

Model

4-1 model was developed by Mohr &

Jacobsgaard (Watkins & Mohr 2001).
his model also has four phases.

1. Initiate: In this phase, key stakehold-

ers are introduced to Al. These
stakeholders understand the positives
of Al as compared to traditional
change methods. After introducing
Al, temporary structures are intro-
duced for implementation of Al.

Inquire:In the second phase, generic
interviews are conducted to identify
what each of the people think. This
phase is very similar to the discov-
ery phase of 4 D model.

111. Imagine:ln the third phase, inter-

view data is collaged and shared with
other members of the team. Based
on the interview, a set of provoca-
tive propositions are developed re-
garding the future of the firm.
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Fig. 2: Appreciative Inquiry 4 — | Model

* Introduce keystakeholders to Al theory and practice

* Create terpporary project structures {sponsor team,
core growpland educate sponsor team and core group
in Al theory and practice 1

* Detgrmine overall project focus [ topic

* Pevelop preliminary project strategy (timing,
J participation, resources, &b, )

b}

» Engage maximum I‘m:rﬁs,ll:hl-r: number of *  Condect gemﬁc interviews (this may also

organization membDErs in Cconversations that
enable exploration of &nd commitment o
whatever actions, new rgles, relationships, r
or “design” modification (he., the social * pevelgp customized interview protocol;
architecture of the organization) are seen pilopand revise protocel (often this is the
as being important to suppo, cope group with as much involvement

implementation of the rovocative pro- b¥% the steering committee as possible)
postions F

be done indhe intimate” phases as part of
core groud and sponsorteam education)

* Implement the design changes usinig an

Al-based progress review process
 Imagine r

= Collate and share interview data and pull out themes
{life- going-forces)

® Davelop provocative propositions (a grounded wision
af the desired future)

® Consensually validate provacalive propositions with as
many members of the system as possible

Source: www.change-management-toolbook.com

IV. Innovate:In this stage, provocative ii. 4-1 model subsumes design and des-
statements are shared with all the tiny phases are combined to form one
possible stakeholders and action level phase called innovate phase.
statements are prepared for imple- .
mentation. This phase is similar to the . The two models are otherwise very

two combined phases i.e. design analmilar in the implementation of Al. We
destiny o now look at three cases from the private

and government organizations where Al
There are two differences betweernas been implemented. While looking at
the 4-D and 4-1 models. These differthese case studies the challenges in con-
ences pertain to the way in which Al isducting them must be appreciated. These
administered: challenges as identified by Reed (2007)
include: (i) supporting people — engaged
i. Inthe 4-1 model there is an initiate stance rather than disengaged, (ii) people
phase where details regarding Al argetting together — collective interaction
shared with the participants. to share and explore experiences, (iii)
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_ o as a whole was not seen to be very cre-

Al is about positive engagement  ative and constructive towards the busi-
of self and organization. ness of BBC.

telling stories — the telling process and 1 h€ Director General of BBC, Greg

the language used, and (iv) positive dePYke, in 2002 felt that there was a strong

velopment — innovation and generation of€ed to change the culture of this organi-
plans for future. Al is about positive en-2ation. The low level of team work and

gagement of self and organization. 10O Ieaders_hip had to t_)e reduced. This
weaves the dreams, vision to the destin{yn0le exercise was carried out through a
statement through a discovery process &509ram called ‘Making It Happen’ using
elaborated by the first model. In the secAl principles. This exercise started with
ond model we see the linkage betweeft complex consultation exercise called
inquiry and innovation. What may be evi- JUst Imagine’. The project was led from
dent to the reader is that Al may be goth€ front by Greg Dyke who associated
ing on within our organizations at a sybhimself strongly and personally with the
conscious level. We need to bring it tgexercise. During this exercise, he was also
the conscious level and practice it in oufP!€ to develop a strong emotional con-
daily routines, in order to integrate thish€ction with a large number of BBC staff
form of learning and change, and evolvé? & reciprocative manner.

as learning communities (Kauffman &

Senge 1993). The whole exercise was very well
planned. The formats for generating sto-

Case 1: British Broadcasting ries, quotes, and ideas were well defined

Corporation (BBC) before the start of the exercise. The stan-

dardization helped in keeping record of all

The British Broadcasting Corporationth€ ideas that were generated in the six
(BBC) was established in 1922 and haf10nths of 2002 where more than 10,000
been operating eight TV channels, 5_§mployees participated in about 200 meet-
radio stations, and BBC website. It emiN9S across the globe. Attendance was
ployed more than 5,000 journalists and ¥°luntary. The number of people partici-
large number of independent minded proPating varied from 25 to 200 at one point
ducers and editors. The culture of BBCOf lime. People were asked to pair up and
was to question, challenge and critically?@ve reciprocal interviews about their
analyze any issue. There was mistrudiositive, successful, and proud moments
among colleagues and a very high levelt BBC. The specific questions were:
of personal competition. Anything was

done based on persuasion and influence. & What have been the most
creative/valued experiences in

The prevalent culture encouraged your time at the BBC?
personal level creativity but as a group ., what were the conditions that
there was no cohesion. Also, the group made that experience possible?
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c. If those experiences were to e. We respect each other and
become the norm, how would the celebrate our diversity so that
BBC have to change? everyone can give their best.

‘ Nearly 98,000 ideas were cap f. \r/]Ve arﬁ v?/?\enBv?C\:Ng:E?t thlﬂgrs
tured, analyzed, and fed back | appe en we work together.
This helped BBC in creating a new

Each of the pairs discussed their stotulture over a period of time. The initia-
ries with smaller groups of 10 colleaguediVeS continued even after Dyke left the

to filter our most powerful and affecting office.

stories. These shortlisted stories were

shared with the whole team. In the pro-@s€ 2: Federal Research
cess nearly 98,000 ideas were capture{ffganization

analyzed, and fed back to the divisional .
and pan-BBC change team for evalua- Office of Research and Development

tion and implementation. Some of thel ORD) of EnV|ror}mhenta_1I Protect_lcén
generated ideas were easy to implemeAJeNcy was established in 1972 with a
with little cost and effort. These weregMISSION to provide environmental protec-

implemented immediately. Others Weretion with sound scientific support to regu-

quite complex and difficult to address e.g'atory decision making. An independent

demand for more feedback and developc_ongressionally mandated assessment, in
ment, a flexible holiday scheme, job shagt994: concluded that the ORD's laborato-

owing, and enhanced induction progran’iies_’ which are discipline based, are not
for new juniors. The exercise also genppt”“"leIy placed to support the rest of the

erated many comments and suggestioﬁEiSSion based organization. The organiza-
regarding the value system and théion needed to be far more responsive to

behaviour in the organization. Thesechanging environmental research and re-

were classified into six aspirational val-duirements of regulatory decision makers.
ues: This could not have been achieved in a regi-

mented organizational setup as it existed.

a. Trust is the foundation of the
BBC: we are independent,
impartial and honest.

In 2002, ORD concluded that it has
to move away from the traditional hier-
archical structure towards a flexible, open,
b. Audiences are at the heart oand knowledge based organizational

everything we do. structure. ORD decided to use Al as an
organizational development (OD) inter-
vention method. The program was man-
aged by internal OD practitioners. In the
d. Creativity is the lifeblood of our first stage, a workshop ‘Optimize your

organization. interaction and expand your sphere of
influence’ was conducted. This intro-

c. We take pride in delivering quality
and value for money.
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duced the participants to the Al tools andn detail with all the employees. The
its application in the work related settingsemployees prioritized the ideas based on
As described by Elstein & Driver (2007),the shared vision created by them in the
the workshop was divided into severworkshop. This helped in evolving top
components to make the exercise memdive research agenda which made sense
rable, efficient, and effective and at thdor all the stakeholders. Thus, the Al pro-
same time force them to think aboutess in this case was also able to stream-
themselves, their colleagues, and the otine the process of selection of research
ganization differently: (i) Introduction to agenda for the group. Since individuals
both the strengths based model and exvere involved in defining the top five
amples of its application in workplaceresearch agenda, they started owning
setting. (ii) Instruction on the art of ‘pro-them and hence became more respon-
gressive inquiry cycle’, which was mod-sive.

elled on the basis of 4-D approach. (iii)

Physical experimental learning activitiesCase 3: Vancouver School District

as a shared reference for appreciative

debriefings. (iv) Brief instruction on The Vancouver School District used
Myers-Briggs personality type model toAl model to lead the change process and
enhance participant’s appreciation fomake the school as one of the best places
diverse thinking. (v) Exposure to aforlearning. For this purpose, the school
framework for ensuring progressive diastarted a district wide planning process
log. (vi) Meeting techniques for enhanc-4nvolving all the stakeholders (students,
ing individual, group awareness, fosterparents, teachers, administrators, and all
ing, divergent thinking, and promotingother employee groups). These stake-
convergence. (vii) Group role plays toholders discussed and developed a com-
provide practical experience applying thanon understanding of the school’s core
philosophy and techniques in work-re-objective over the next one year. The
lated settings. Second, workshop graduellowing year (2004-05) planning pro-
ates were brought together in an evecess was sustained and refined (Filleul
expanding community of practice to in-& Rowland 2006). This was done to fa-
crease understanding of and skill in apeilitate congruence among roles and func-
plying the model and to build a dissemitions of the organization and make them
nated network of practitioners to paralimore consistent with the broader organi-

lel ORD’s distributed power base. zational goals.
More than 200 ideas were gener- . In 2005-06, nine inquiry sites (th_ree
single schools, five groups of combined

ated and discussed in detail wit 2 L
schools, and one district school) partici-
all the employees. )
pated in the process. These were se-

lected based on the proposal that they
During the intervention, more thanhad submitted and the presence of strong
200 ideas were generated and discusseslam at the site. District support was
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provided in the form of coordinators, wh _ _
facilitated interviews and management %f-”_“s change process helped in cre-
the projects in general. These coordina-ating a group of enthusiastic, com-
tors were given two days training on what Mitted, and focused group of indi-
is Al and how will it be useful in achiev- Viduals working towards a common
ing the overall goal of the school. goal.

Each team was asked to develomitted, and focused group of individuals
answers, through stories of their own anevorking towards a common goal.
their colleagues, to two questions: (i)
what do educators do that create excepWithin &Cross—Case Analysis
tional learning experiences and (ii) what
choices and options offered in the edu- The previous section discussed three
cational setting enhance the learning excases where Al has been implemented.
periences (Filleul & Rowland 2006). BBC was a commercial organization
These stories became the basis of fuwhere as Federal Research and District
ther discussion in smaller groups. Thes8chools were like government organiza-
discussions led to filtering of importanttions. Federal research was focused on
stories which were shared with everyresearch while district education was
one. The filtered stories became the bdecused on social objectives.
sis of imagining future by each of the
participants and inspiring them. In the case of BBC, participants
were not given any training on Al in the
In the next phase, the imagined fubeginning. BBC was a commercial or-
ture was to be translated to practicafjanization driven by profit and each of
action by each of the participants by prethe individuals were also driven by per-
paring design statements. The particisonal incentives. This helped in going
pants experienced what involved in makthrough the classic 4-D model without
ing their dream true. It also helped inany discussion on the benefits of Al to
making them focused towards achievingnotivate. Rather, employees were moti-
their dream. vated to participate through ‘Just Imag-
ine’ program. Standard formats were
In the last phase, these participantprescribed which enabled management
developed innovating action plans forof large volume of data generated in the
ensuring the implementation of their deprocess.
sign statements. Since these statements
were made by the stakeholders, they In the second case of Federal Re-
were far more committed towardssearch Organization, participants were
achieving them. given initial training on Al before asking
them to share their positive stories. A
Overall, this change process helpedvorkshop was organized over two days
in creating a group of enthusiastic, comto take them through the various stages
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of Al, which was the 4-1 model of intro- a particular issue and in setting up of a
ducing Al. Within 30 minutes, they new culture. It was facilitated as Al sup-
shortlisted five research agendas from ports the idea of a complex organization
list of more than 200. This was achievedvhere ideas are generated organically
without any substantial conflict amongrather than the mechanistic approach as
different groups. reported by Hamel (2002).

In the third case, employees at the Proposition 2: In firms where there
Vancouver School experienced a mix ofs climate of distrust or hyper competi-
4-D and 4-1 models. First, some of theion an OD intervention of Al will yield
selected employees were given traininfpigher employee engagement.
on the benefits of Al and how it func-
tions before embarking on the 4-D model. In the BBC there was a culture of
The training was useful in making themmistrust, low level of team work and high
appreciate the whole process much betevel of competition. It was through OD
ter. intervention of Al that higher level of

employee engagement became possible.

The three cases, which represenAmong the various range of approaches
three different types of organizationsfor managing change and development
(profit making corporate sector, socialreported by Johnson & Leavitt (2001),
sector responsible organization, and reAl involves wide participation across or-
search organization), used Al methodjanizational members rather than a no-
effectively for their change processtion of ‘line of command’ (Reed 2007).
However, their method of applying Al Such participations are expected to yield
varied. In some cases, initial workshopbetter results in a climate of distrust or
training was conducted to apprise thényper competition.
participants regarding the positives of A
before getting into the Al process. Al involves wide participation

Based on the above cases and theof'chross organiz_ationa_l members
. : . rather than a notion of ‘line of com- \
retical discussions, we can develop a Setmand’
of propositions related to implementation
of Al method.
Proposition 3: Al triggers high level
Proposition 1: For implementing theof employee engagement in employees,
change process and as part of setting theading to higher ownership of the
vision context Al may provide strongchange process.
foundation for innovative ideas.
In the Federal Research case it was
In all the three cases it has beeifound that since individuals were involved
found that Al has helped in generatingn defining the top five research agenda,
number of pioneering ideas to deal witithey started owning them and hence be-
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came more responsive. In BBC the ini- In AR, organizational members and

tiatives of Al continued even after thepractitioners work in collaboration

project champion, Greg Dyke (the therthroughoutin order to analyze, implement,

the Director General of the BBC), leftand evaluate system level changes. The

the organization. Also in Vancouver, Almain purpose of any intended change in

helped in formation of a group of com-AR is the re-education of its clients i.e.

mitted individuals working towards achanges in the patterns of thinking and

common goal. action that are currently well established

in individuals and groups. A change in-

Proposition 4: Providing a format for tended by change agents is typically at

individual inputs enables creativity in thethe level of norms and values expressed

workplace leading to reduction in com-in action. Effective re-education depends

plexity. on participation by clients in diagnosis,

fact finding and free choice to engage in

In the case of Vancouver, a templat@ew kinds of action (Coghlan & Brannick

was given to each individual at the be2001). AR has developed as an impor-

ginning of the process. This helped intant tool in facilitating social and organi-

receiving details in a given format mak-zational change (Goldstein 1992).

ing the analysis very simple. The whole

analysis was completed within & shorkig. 3: The Eight-Step Action Research

span. The Al process led to positive Process

changes in the organization while satis-

fying each of the participants regarding |

their input. This project appears to be as

effective as the other two, where no for- \

mat was used.

Contrasting with Action Research

Al has been compared with Action \\
Research (AR) quite often by research- \
ers. In fact Action Research has become
an umbrella term for a range of orienta-
tions which shape particular research Source: McLean & Sullivan (1989)
practices (Reason & McArdle 2004).

The research activity undertaken is done Although there are several AR ap-
in conjunction withthe participants. It is proaches varying from five to fourteen
the study for the participants (rather tharsteps (McLean & Sullivan 1989, Argyris
be a study ofhem), often with the aim 1993, Barker & Barker 1994, Davis &
of achieving social change (Bradbury &Cook 1998, De Poy, Hartman & Haslett
Reason 2003). 1999, Cummings & Worley 2004). The
general approach involves data gather-
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ing, diagnosis, implementation, and evalubasic processes, underlying metaphor,
ation of the intervention. All AR models role of facilitator, role of stakeholders,
appear to be comparable to the basic presle of leaders, dominant motivation for
mises found in the Shewart cyclechange, possibility of change, and appro-
(Shewart 1939) and the AR cycle develpriate application.
oped by Lewin (1946).
Mixed Model for Al Application
Commonalities between Al & AR
While AR and traditional methods of

Both Al and AR engage real socialchange are criticized for being problem
systems and conducted in real timecentric, Al iS seen as opportunity cen-
There are no retrospective or advanctic. However, in real life, just taking posi-
data gathering possible in either of theive aspects and creating future action
methods. Both the processes are valuplans based on the collective feelings of
action, and reflection oriented. Bothall the stakeholders may not take an or-
these methods can be used for theomyanization to its best performance. As the
building. Both the methods are aimed atritiques of Al suggest, a look at the prob-
creating changes and improving organilems and diagnosis would also help in tak-
zational performance. ing the organization forward.

1 and AR both require ;ntkefgclt;f';‘ While AR and traditional methods
a olvement ot afl the SIaKenoldery change are criticized for being

and therefore respect the concept of em'problem centric, Al is seen as op
powerment and individual difference. The ortunit centrié

interactions need to be repetitive as thesé3 y '

processes tend to be cyclic in nature. The

processes are applicable to small as well Proposition 5: A judicious mix of Al

as large organizations. and AR process interventions can be
more effective in a change implementa-

Differences between Al & AR tion process than either of the interven-
tions.

AR is a problem-centric method and

is based on rational empiricist assump- As discussed in proposition 1 and 2,
tion whereas Al is an opportunity-cen-knowledge about the method that is be-
tric method and is based on socio-ratioing applied helps participants utilize the
nalist assumptions. Two of the differen-method better than without having an idea
tiating factors between Al and AR canof it. Hence, it may be desirable to pro-
be found in the assessment & feedbackide initial introduction regarding Al
and the evaluation stages, presented methods to all the stakeholders as was
the eight-step AR model (Fig. 3). Boydin the Vancouver school case. At least a
and Bright (2007) have differentiated thdgraining of some of the change leaders
two methods on the dimensions such a®ay be desirable to take the project for-
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ward in the intended direction as washange processes in any organization.
done in the case of District school. The proposed process takes the positive

side of the traditional model, Al models
Based on this thinking, we propose and AR models to develop this model.
model in Fig. 4 for implementing the

Fig. 4: Proposed Al Model for Change Management

Introduction Phase

Introduction all or some
of the stakeholders to AT
technique

Instrument
Preparation Phase

Structure the response
format

Improvement Phase Inquire Phase

Tale corrective steps ) Genn_arn: anddcust{::-mL_zded
based on the learning mterviews to develop wdeas

Imagine Phase

Lewelop coherent
themes from the 1deas

Innovate Phase

Develop actionable
plans

Implement Phase

Implement the ideas
which were accepted
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In the first step, introduction of Al as real change agents. Since it involves
provides an opportunity to bring all thepeople from all the levels of the organi-
stakeholders to the same level in termsation it automatically takes their com-
of what is the tool and what is desirednitment to facilitate the change process.
out of them in this process. The instrudt is a process in which people are asked
ment preparation phase allows for stanto live their dreams and make them come
dardization of the Al story sharing pro-true. The power of addressing issues
cesses. This allows for easy referenckom a positive lens brings hope in people
across smaller teams as well as largeand boosts their morals. It not only cre-
teams. When the number of employeeates a knowledge sharing and knowledge
may be very large, standardization wouldich culture but also lead to openness to-
help in collating them together. Inquirewards learning. This was also reflected
and imagine phases are the same as im a study done by Michael (2005) in
4-1 model phases. Innovate includes onlyhich she applied Al to figure out power
development of innovative methods forof local African NGOs and found that
the implementation of ideas at the operanterviewees: (i) were more eager to tell
tional level. At the implement level, ideastheir stories, (ii) offered dynamic and
are implemented with all the participantsunrehearsed information and (iii) spoke
The improvement phase allows not onlynore openly, with less defensiveness or
for modifying or re-looking at the pro- fear of reprisal. Thus, asking people to
cesses which were initiated but also fochange might prompt resistance but in-
looking at the change in a traditionalvolving them in creating change and mak-
manner within the ambit of Al. Thus, iting them responsible for better future of
brings a flavour of AR apart from ad-their organization evoke a spirit of coop-
dressing some of the criticisms of Aleration and coordination.

methods.
. ‘ It not only creates a knowledge
Conclusion y 9

sharing and knowledge rich cul-

: ture but also lead to openness to
One of the most important parts of . P
o . . wards learning.

any change process is ‘the people’ in-

volved in it. It has been often found that

people’s feelings and emotions are ig- Al not only smoothens the change
nored while conducting a change procesgrocess but also helps in creating a
because it is difficult to control them.shared meaning of ethics in an organiza-
However, research has found that th#on. Vuuren and Crous (2005) found that
effective handling of various psychologi-Al is a useful and powerful intervention
cal and emotional dynamics is a key tdo initiate ethical change as it is a col-
attain a transformational change rathelaborative process that creates meaning
than a temporary change. Al process hand shared dreams of an ethical future
proven itself to be able to attain this keythrough participation and dialogue by fo-
as it believes in people to be able to actusing on the positive, assumes system-
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