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APPRECIATIVE ALCHEMY 4
 Introduction
 In what ways could a positive approach to leadership, using principles derived from
 Appreciative Inquiry (AI), promote better functioning and problem-solving in small groups and
 work teams, and what is the role of the leader in facilitating this appreciative approach?
 Appreciative Inquiry, or AI, is a method of organizational development that looks at what
 is “right” with a particular group or organization rather than what is wrong – a focus on the
 positive (Magruder, Watkins and Cooperrider, 2000).
 Since the inception of organizational development 50 years ago, much has been done to
 analyze workgroups and teams (Druskat and Wolff 2001, Forsyth 2006). Group and team
 functioning has become more critical to the flattened, less hierarchical, more collaborative
 twenty-first-century workplace (Bennis 1999, Fiero and McGee 2000). More recent research on
 Appreciative Inquiry in teams has revealed that it is an effective problem-solving model, leading
 to high levels of team functioning (Peelle 2006).
 Though “organizational psychology” as such was invented post-World War II, and
 “Appreciative Inquiry” as a concept by a specific name was formed late in the 20th
 century, “a
 positive, non-coercive approach to leadership” has probably been around as long as there have
 been humans living in groups. For instance, Clark (2002) studied historical hunter-gatherer and
 horticultural societies. She found that a positive, inquiry-focused, democratic approach to
 leadership was found in most of them, and extrapolated from this back to prehistory, concluding
 that for most of human history, collaborative, positive-focused leadership was the norm.
 The author of this paper found three reasons for conducting research in the area of
 Appreciative Inquiry. First, creating a more effective group process helps to make team projects
 work better for everyone concerned. Most workers have been part of ‘disastrous’ group projects
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 and look back with an “If I had known then what I know now…” – it appears that many people
 would benefit from becoming more “team literate.”
 Second, Appreciative Inquiry is an effective problem-solving tool – not just happy
 positive-thinking pabulum (Magruder Watkins and Cooperrider, 2000). Personal experience
 working with consultants who are AI practitioners has encouraged this researcher to study the
 affect of AI on current work groups. This researcher has seen a rather disjointed group really pull
 together and become inspired under the focus of a positive approach.
 Third, groups and teams are the future of organizational development in flatter, more
 collaborative twenty-first century organizations (Fiero and McGee 2000). And, an increasingly
 diverse and globalized society means that workplace teams are becoming ever more diverse
 (Glaubach Librizzi and Cadario, 2000). Thus, I believe that an effective and positive approach to
 group process will be of tremendous benefit to workplaces.
 Much of AI literature focuses on organizations (Whitney and Trosten-Bloom, 2003),
 though there are examples of research on team and group AI practices (Peelle, 2006). I wish to
 extend and refine small-group and team AI research and demonstrate how an effective leader,
 coach or facilitator by keeping the focus on the positive, can enhance the functioning of the
 group.
 This research should benefit anyone who works with groups and teams – especially team
 leaders. If a positive approach (rather than a problem-focused one) benefits team functioning,
 this is something that managers and team leaders would want to know and possibly put into
 practice in their own workplaces.
 Using a qualitative ethnographic approach, the researcher will observe two small groups
 or teams with leaders who implement an appreciative approach. Observing and documenting the
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 groups in an ethnographic manner will offer firsthand observation and experience of how
 appreciative inquiry works in small groups and teams, as well as how an effective leader or
 facilitator makes the difference.
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 Literature Review
 There has been much written about teamwork, appreciative inquiry and leadership. New work is
 constantly being produced. Because the subject of this paper is how leaders make appreciative
 inquiry work as a facilitation method in groups and teams, the researcher will review teamwork,
 appreciative inquiry, and leadership.
 Teamwork
 As Kouzes and Posner (2002) put it, “We’ve yet to encounter a single example of
 extraordinary achievement that’s occurred without the active involvement and support of many
 people” (p. 241). Cummings and Worley (2005) define a team as, “a group of interdependent
 people who share a common purpose, have common work methods, and hold each other
 accountable” (p. 232). Teams can consist of three people or several hundred; however, for the
 purpose of this study, “small” teams of from three to twenty-five people will be considered.
 Twenty-first century organizations are, at least in theory, based around teamwork. And,
 with globalization and immigration, teams are becoming increasingly diverse (Gibbons and
 Brenowitz 1995; Glaubach Librizzi and Cadario, 2000; Goleman, Boyatzis, and McKee, 2002).
 The hierarchical organization inherited from the industrial revolution has been replaced by a
 “fast, flat and flexible” organizational structure (Fiero and McGee 2000).
 Process observation – how to know what a group is doing
 Process observation is an important part of organizational interventions. What is “process
 observation?” As defined by Cummings and Worley (2005), process observation is “a method of
 helping a group to improve its functioning, usually by having an individual watch the group in
 action and then feeding back the results…The group (or individuals) then use the data to improve
 its functioning” (p. 667). Formal process observation as a part of organizational development
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 came into being after World War II, when organizational development became a recognized
 science (Alban and Scherer, 2005, pp. 81-105).
 Leadership and emotional intelligence
 With this surge in literature on groups and teams comes a bumper crop of publications on
 leadership. Kouzes and Posner (2002) identify successful leadership as a leader playing the part
 of coach, mentor and inspiration. Daniel Goleman, a psychologist, has explored leadership as it
 relates to social and emotional intelligence (Goleman, 2006; Goleman, Boyatzis and McKee,
 2002). Goleman brings a neuroscience background to his research on leadership, stating that
 humans are hardwired to be sociable and take their cues from others (2006, p. 4 and appendix B);
 therefore, a team leader’s attitude is contagious. A cheerful, hardworking leader inspires his or
 her team to be similarly hardworking and cheerful.
 With this social intelligence perspective, the idea of leader as dictator has been
 superseded with the idea of leader as coach (Goleman, Boyatzis, and McKee 2002). The wave of
 corporate scandals in the early 2000’s produced disenchantment with the 1980’s style
 “charismatic” dictatorial leader (Anonymous 2003, p. 5-8). Sloan (2008) in her “strategies for
 becoming a smarter leader” by using appreciative inquiry noted that humility and a willingness
 to listen to others was a key trait in effective leadership.
 Servant Leadership
 The pioneer of the concept of “servant leadership” was the late Robert K. Greenleaf who wrote a
 seminal publication, Servant Leadership: A journey into the nature of legitimate power and
 greatness (1976). Greenleaf sums up the idea of servant leadership thusly: “the great leader is
 seen as servant first (p. 7).” Greenleaf’s pioneering book called for a widespread return to
 community and called for servant leadership on the part of team leaders and CEOs.
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 As delineated by Spears (1998), the values behind servant leadership are founded in
 emotional intelligence: listening, empathy, healing, awareness, persuasion, and stewardship (pp.
 4-7). This is a coaching style of leadership, unobtrusive and humble rather than flamboyant.
 Appreciative Inquiry
 Appreciative Inquiry, or AI, is a whole-systems approach, grounded in systems theory
 and social science, which seeks to create change in organizations by focusing on the positive. AI
 is based upon the idea that we move in the directions we create – by focusing on the positive,
 leaders can move their groups in a positive, upward direction, and this feeds back on itself,
 causing what interview participant P1 called an “iterative feedback cycle.” (Cooperrider,
 Whitney, and Stavros, 2003). The concept of AI assumes that focusing on the good things about
 the group or organization, and what is going well, provides a stronger impetus to transformation.
 Emphasis on the positive creates a feedback loop whereby more change for the better is
 generated. “AI is based upon the simple assumption that every organization has something that
 works well and these strengths can be the starting point for creating positive change”
 (Cooperrider, Whitney, & Stavros 2003, p. 3).
 AI was originated by organizational development expert David Cooperrider PhD, who in
 1986 as a graduate student co-authored an article titled, “Appreciative Inquiry in Organizational
 Life” in the publication Research in Organizational Change and Development (Salopek, 2006, p.
 21; Watkins and Mohr 2001, p. 16). This article arose out of research and inquiry Cooperrider
 had been conducting since 1980. Cooperrider felt that there was not enough emphasis on the
 positive in organizational development and intervention (Watkins and Mohr 2001, pp. 15-17).
 Rather than just focusing on problems, Cooperrider wanted to know “what gives life to the
 organization” (Salopek, 2006, p. 21).
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 Watkins and Mohr’s (2001) timeline of the history of AI, tracked Cooperrider as he
 continued to develop AI after completing his doctoral dissertation on the subject in 1986 and
 publishing his article in 1987. Cooperrider went on to hold a workshop and later a roundtable
 about AI, continuing to refine and develop the method through the next two decades (pp. 15-21).
 With the growth of the positive psychology, mind-body connection, and other allied movements
 in the late 1980’s through the 1990’s, AI increased in popularity (Salopek 2006, p. 21).
 As an organizational intervention, AI is based first in “social constructionism,” which is
 “the idea that a social system creates or determines its own reality” (Cooperrider, Whitney, &
 Stavros, 2003, p. 13). The four steps originally formulated by David Cooperrider, are called the
 “4-D Cycle:” Discovery (the appreciative interview), Dream (collaborating to envision what is
 possible), Design (the action plan), and Destiny (also known as Delivery, which is bringing the
 organization into alignment with the design) (Cooperrider, Whitney, & Stavros 2003).
 There have been modifications to this process by other AI practitioners. For instance,
 Faure (2006) favors a “four-I” process of initiating, inquiring, imagining and innovating as
 “more business friendly” (p. 26). Kelm (2005) uses a process she calls AIA (Appreciating the
 present, Imagining the ideal, Acting in alignment) (pp. 161-179)
 Appreciative Inquiry in groups and teams
 AI was originally designed to be a system-wide intervention (Whitney and Trosten-
 Bloom, 2003). Keers (2007) found that applying AI caused “a leap in employee satisfaction,” at
 a European mobile communications company called “02”; the number of employees who
 thought that “02” was “a great place to work” went from 60% to 72% over the three years of AI
 implementation (p. 11).
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 However, with the growing popularity of AI and the realization of its effectiveness,
 research has been conducted into its efficacy with small groups and work teams. For instance,
 Peele (2006) compared Appreciative Inquiry with another problem-solving strategy, Creative
 Problem Solving or CPS, in six cross-functional teams of six people apiece. “The findings of the
 study supported AI as a more effective intervention with which to enhance post task group
 potency and group identification” (p. 461). The study also found that AI and a more conventional
 problem-focused intervention were complimentary, rather than opposing, models.
 Peele established AI to be more effective because it enhanced group cohesiveness and
 effectiveness; “inquiry into positive experiences and best practices foster positive images of the
 future and a self-fulfilling prophecy of hope and optimism” (p. 452). AI “primes participants
 with achievement goals while simultaneously pointing to exemplars of superior performance” (p.
 452), thus motivating and energizing team members.
 Also, during an AI performance team members share positive stories about their work
 and past experiences with one another. This gives group members a positive image of their
 fellow team members, “convey[ing] in a nonconfrontational and indirect manner their desired
 roles and roles they wish others to play, and discover each other’s unique competencies” (p.
 453). AI makes team members look good to one another and put their best foot forward, and thus
 leads to a positive reinforcement – teams expect good performance from one another, and
 expecting good performance and teamwork leads to actually getting it (positive reinforcement).
 Peelle found that AI fosters team competence by offering “solutions grounded in
 participants’ experience” through stories of their own past experiences and best practices (pp.
 459-60) rather than “conjectured and speculative solutions” (p. 459). This, ironically
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 conservative, basis allowed team members to be confident of success – it has worked before and
 therefore can work again.
 Finally, rather than offering solutions at the end of the team session as in CPS, “AI teams
 weaved each team member’s best practices and peak experiences into an inclusive, shared,
 coherent, and compelling provocative proposition” (p. 460) that acted as an empowering
 narrative for the teams. The use of AI allowed the teams to develop “a culture of commitment
 and discipline” (p. 97).
 Whitney, Trosten-Bloom, Cherney and Fry (2004) cite research (Marcial Losada and
 Emily Heaphy, in Whitney et al, 2004) about performance in teams. “High performing teams had
 an average P:N [positivity vs. negativity] ratio of 5.8 to 1 and were balanced (1.1) in I:A [inquiry
 vs. advocacy] and O:S [other vs. self comments]” whereas “low performing teams were highly
 negative (P:N 1 to 20), more advocacy oriented (I:A 1 to 3) and very self oriented in their
 interactions (O:S 1 to 30)”(p. 4) A positive, AI approach does offer concrete benefits in terms of
 team effectiveness and performance.
 Leadership of AI Teams
 Whitney et al. offer a detailed process for how to implement AI in teams, including
 exercises and questions. The authors write that it takes time for a team to build the “camaraderie
 and trust” needed to function effectively and do AI (p. 10). AI is also not a matter of just telling
 one’s team to “think positively” – there is a process and steps to take which this book describes
 in detail.
 Sloan (2008), the founder and CEO of Karlin Sloan and Company, a consulting and
 coaching firm, identifies the characteristics of a “smarter leader” for the twenty-first century:
 working from the positive, letting go of being “an expert,” embracing curiosity, and practicing
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 the art of inquiry (p. 65). Today’s company is less hierarchical and “we need skills and
 intelligence related to connectedness” (p. 65). Corporations are also complex, and need leaders
 who can deal with complexity.
 Sloan declares Appreciative Inquiry to be an invaluable asset for today’s team leader. She
 presents strategies for developing the appreciative mindset: engage your appreciative eye, let go
 of expertise, embrace curiosity, and ask the right questions. She also tells the reader to look at
 their leadership in context of their system/organization, and to “develop smarter people around
 you” (p. 66).
 Sloan notes that some teams can be resistant to applying the appreciative approach. On
 p. 76 she has a “leading from the future” exercise to break old patterns and get the team on a
 future-oriented path. Sloan states that AI does take time, patience and “constant practice” (p. 77)
 but the end results are worth it.
 Sloan stresses the role of the leader in applying the appreciative inquiry approach to team
 development. A good leader will keep the group focused on the AI approach, steering them away
 from negativity. Most of all, a good leader leads by example and applies the appreciative
 approach and outlook to himself or herself first. A good leader, in today’s non-hierarchical
 workplace, is one who leads by example and develops the talents of others. Sloan’s ideal of
 leadership harks back to the servant leadership ideals of Greenleaf (1976). Appreciative inquiry,
 emotional intelligence, and servant leadership all have similar bases of positive, non-coercive,
 connective leadership.
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 Methodology
 This project utilized, a qualitative method of data collection, ethnography, to produce a
 study of appreciative inquiry (AI) leaders, observing how they facilitate their groups and what
 contributes to their success. Cresswell (2003) defines ethnography thus: “the researcher studies
 an intact cultural group in a natural setting…by collecting primarily observational data…[T]he
 research process is flexible and typically evolves contextually in response to the lived realities
 encountered in the field setting” (p. 14). The ethnographic method itself consisted of a
 combination of process observation and interviews.
 The researcher chose ethnography as the most effective method of studying effective AI
 leaders. A work team or group can be thought of as a “cultural group in a natural setting.” The
 method of process observation was chosen to allow study of these cultural groups in their natural
 settings.
 Data Collection
 The qualitative research design consisted first, of a formal semi-structured interview
 process, in which the researcher asked three selected participants (consultants who use AI in
 their group facilitation work) to answer certain pre-defined questions (Appendix C), along with
 possible follow-up and clarifying questions that arise as the information from the participant
 unfolds. The interview may be modified as it is delivered, to fit the participant’s unique
 experiences.
 Second, three groups whose leader uses AI interventions were observed at different
 times. As stated, permission to observe the leader and the group were obtained from the group
 leader. The researcher created a checklist of elements (Appendix D) to watch for and carefully
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 observed the leader’s interaction with the groups and how she operates in facilitating it. The
 researcher then wrote up her findings and reported on them.
 Interviews
 Participants were interviewed individually. Each interview was recorded in its entirety,
 with the permission of the participant, and it was transcribed by the researcher. The researcher
 reviewed the data, developed codes, and defined emerging themes and relevant categories. Data
 was compared and contrasted and conclusions were drawn.
 Each participant was interviewed once, with the possibility of a follow up phone call for
 clarification or expansion of a thought or view expressed by the participant. All questions were
 be open-ended and were asked in a non-leading, neutral manner that allowed the participants to
 express themselves in their own words. Participant questions are listed in Appendix C.
 Interview Questions
 Primary questions were highlighted. The others were follow-up questions that will be
 asked if the interviewee does not address them in her response to the primary question.
 Additional questions may have been asked, depending on the interviewee’s own story and
 responses.
 Group Observations
 The researcher sat in an unobtrusive place and took notes as the facilitator worked with
 the group. Then the researcher transcribed the field notes and coded them into a Word document
 which is accessible only to the researcher. The researcher will not participate in the activity of
 the group.
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 Site
 The sites for this study were at a location suitable for the participant, either their own
 office or the office of the researcher, or alternatively, by telephone, with the participant and the
 researcher in their respective offices or homes.
 Data Analysis
 This was an exploratory study. Data from interview transcriptions and field notes were
 categorized and coded. Interviews were transcribed and field notes maintained. The researcher
 paid particular attention to patterns that may develop, and applied additional codes and
 categories accordingly, if applicable.
 To commence, three observations and three interviews were conducted. They then were
 analyzed to discover whether or not additional questions were necessary to improve the data, and
 if any additional observations or interviews needed to be conducted.
 Each interview was analyzed separately. Upon completion of observations (3) and
 interviews (3), the data was cross-analyzed. Similarities and differences were noted. Patterns
 were coded (using open coding) to identify common themes.
 Each of the participants was described, and quotes taken from their interviews were
 applied to illustrate common themes and responses.
 The field notes will be transcribed and kept on a computer file accessible only to the researcher.
 Participant Introduction to Project/Invitation to Participate
 Participants will be invited to participate in the proposed study via email invitation:
 1. After identifying the potential list of participants, an individual email was sent to each
 potential participant (see Appendix A). Candidates were invited to respond to the researcher
 directly, via email or telephone, if they choose to participate.
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 2. Participants who responded affirmatively to the invitation to participate were
 contacted by the researcher directly, via phone or email, to confirm that they meet the criteria for
 participants, and if so, to schedule an interview date, time, and location. If a phone interview
 was to be conducted, the researcher confirmed the preferred phone number where the participant
 could be reached. If an in-person interview was to be conducted, the location for the interview
 was determined and agreed upon
 Informed Consent
 Human participants were protected in accordance with the ethical standards taken from
 the APA Code of Conduct (1992). A consent form (see Appendix B) emphasizing confidentiality
 was forwarded to the participant for their review, prior to the scheduled date of the interview or
 observation and was discussed in detail beforehand. The consent form included a clause
 explaining that participation in the study was voluntary and that participants were free to change
 their mind at any time, even after signing and submitting the consent form. The form confirmed
 that the information provided during participation in the study was held confidential and
 anonymous.
 Leaders who were interviewed or observed in person were given a copy on site, and
 asked to sign it prior to the researcher’s proceeding to the interview or group observation. The
 researcher verified that the participant understands the documents and the process. Participants
 were given time to read and sign the consent forms. The researcher assigned participant numbers
 to each participant to insure confidentiality and anonymity. All coded notes and participant
 identifications remained anonymous.
 Data was stored in a secured, confidential location, accessible only by the researcher and
 a third-party subscriber. All data and notes were kept in a locked cabinet in the researcher’s
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 home office for the duration of the research process. All tapes and notes of interviews were
 destroyed upon completion of the final paper.
 Debriefing Procedures
 At the conclusion of the study, individual participants were given the opportunity to
 debrief with the researcher. Each participant was given time at the end of their interview session
 to ask questions or express any concerns they may have had. The researcher responded to their
 questions and concerns at that time. If, at any time after the interview, session participants
 wished to address any outstanding issues or questions regarding the interview or final report,
 they were to call or email the researcher directly to schedule a follow up session. A summary of
 findings were made available to them, upon request.
 Participants were invited to contact the JFK University Project Advisor if they had
 questions or requests for additional information regarding this study and the interview process:
 Sharon Mulgrew, M.P.H. – Organizational Psychology Research Coordinator/JFK
 University
 Email: [email protected] Telephone: 510-450-0378
 Researcher Bias
 The researcher conducting this study had a bias toward the intervention of appreciative inquiry,
 due to personal work with AI leaders as a graduate assistant and advisee. In addition, the
 researcher was, herself, transitioning into the consulting field with a special interest in AI and
 practiced AI interventions as a graduate student. The researcher recognized that it was in her
 best interest to remain neutral in order to learn more from other perspectives and remained open
 to all data as it is presented. Due to the criteria of the research method, bias awareness is
 particularly important, and an awareness of that bias was maintained by the researcher, by
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 feedback from the advisor and practice of self-awareness. The researcher also asked her
 participants about, and included in the paper, some of the challenges faced by AI practitioners
 and situations where it might not be best to use AI.
 Because written consent could not be obtained from the groups that were observed,
 consent was obtained from the leader and from the group through the leader, that is, the leader
 agreed to be observed and the leader asked the group previous to the observation to give their
 permission to be observed. All identifying information was deleted or changed to ensure
 confidentiality.
 Limitations
 The findings of this study were tentative. The sample size and procedures for participant
 selection were appropriate for qualitative research. They were not, however, due to the small
 scope of this study, support generalization to a larger population of Appreciative Inquiry
 practitioners.
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 Results
 The purpose of this research project is to explore the characteristics and methods of
 effective group and team leaders who apply Appreciative Inquiry (AI) as a method of
 intervention with their teams. The researcher used an ethnographic approach with interviews and
 observations. The end result will be an increased understanding of effective AI leadership
 qualities and how group and team leaders can develop and apply them in their own work.
 The information was gathered by the researcher using three (3) interviews and three (3)
 observations of small group meetings. One participant (P2) was interviewed but not observed,
 and a second participant (P4) was observed but not interviewed. Two interviews, and all three
 observations took place in person, and one participant (P2) was interviewed by phone. Informed
 consent was obtained from all participants, and confidentiality observed.
 Participant Table
 Participants Years
 experience
 Size
 of
 team
 fac.
 Self or
 company
 employed
 Demographics
 P1 30 years 10 Self LGBT Caucasian female
 P2 16 years 15-
 20
 Self Biracial female
 P3 11 years 5-7 Company Caucasian female
 P4 15+ years 4-6 Self Caucasian female
 Common Themes from Interviews
 Several common themes were found during the interviews. The participants reported a personal
 connection to AI, being introduced by work colleagues or, in the case of P1, hearing a
 presentation by David Cooperrider himself. Particpants reported an immediate, positive
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 emotional response – as P2 put it, she “fell in love.” They saw that AI worked, and promoted a
 team spirit and group bonding among their team-mates. Participants also mentioned that AI helps
 team members take responsibility for their own actions (as opposed to putting all the
 responsibility on the leader to solve their problems and tell them what to do).
 Introduced to the Concept by Work Colleagues
 “I experimented at work, then I went to an AI training where David Cooperrider and
 Diana Whitney were presenting. “I fell in love at first sight…and at the end of my training, I
 made a commitment to myself that I would start my own AI business.” (P1) Two of the three
 interviewed participants (P1 and P2) recall being introduced by work colleagues. There seems to
 be a common thread in this that it was a person-to-person experience that led to the “falling in
 love” with AI. (P2: “I loved the spirit and power of AI.) This can be seen as an idea of
 “relationships” as opposed to “concepts.” Personal experience appears to be key. In addition, P1
 was privileged to attend a workshop where two of the presenters (David Cooperrider and Diana
 Whitney) were founders of AI. Seeing these two founders present on AI firmed up her
 commitment to the method, as well as giving her a most positive early experience.
 Immediate Positive Emotional Response
 Two of the participants had personal experience with AI being delivered as an
 intervention method and mentioned an immediate positive emotional response when describing
 their introduction to AI. “I fell in love” (P1), “I loved the spirit and energy of AI” (P2), The
 participants were emotionally drawn to AI and this “falling in love” was what led them to use it.
 There was no mention of reading about AI or “thinking” this would be a good idea.
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 Personal Connections and “Falling in Love”
 A common thread in the interviews was the idea of “love” and “relationships” in
 connection with AI. Participants were introduced by work colleagues (as P1 introduced P2), and
 felt an emotional, “falling in love” response to this method. AI was not something they read
 about in a newsletter or online; it was something they, personally, experienced as part of a team
 or group themselves.
 Demonstrated Effectiveness of AI
 “It is easier to start and make connections with positive, rather than negative, principles.”
 (P3). “Gets people motivated, and a more positive response.” (P2) P1 and P2 also got to see how
 AI worked first-hand from their work colleagues, and saw its effect. This actual experience (not
 just theoretical) with AI made the participants see how effective it could be.
 Team Spirit and Group Bonding
 All three participants mentioned “team spirit” and group bonding as a positive for using
 appreciative inquiry. AI appears to create group cohesiveness – people working together. People
 feel good and unite for a common purpose. AI works as a motivator to get team members
 working, and can work well even if people aren’t getting paid – they can be “paid in
 appreciation” if they need to go above and beyond their job description or take on volunteer
 tasks. P1: AI “aligns individual interests with those of the group”. P2: “Because people can open
 up and be vulnerable with their colleagues, it allows people to build deeper relationships.” P3:
 “Using positive principles brings the team together and builds a solid foundation for work and
 cooperation. People feel more motivated.”
 Facilitating using AI gets team members to think in terms of the group rather than their
 own self-interest – they invest in the group outcome. P1: “AI energizes people, creates bonds
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 among people, helps them to make interpersonal connections in ways they may not have before,
 and aligns individual interests with the interests of the group or team or organization.”
 AI creates a deeper purpose for the group and helps align individual interests with those
 of the team or organization for which they are working. It transforms “what’s in this for me?”
 into “what’s in it for us?” creating a stronger, more cohesive group that is more than the sum of
 its parts.
 Energy
 Also mentioned by interviewees was “energy.” AI leaders report that using AI boosts the
 energy level in their group or team. The team members are motivated by the positive energy and
 atmosphere to work hard (especially if this involves volunteer tasks or working above and
 beyond one’s regular job – P3). AI “makes people feel empowered and uplifted” by this energy
 boost (P2)
 Taking Responsibility, Focusing on Solutions
 “People start to ask, ‘What am I going to do? What am I going to take responsibility for?’
 and start to see changes from an individual-behavior standpoint” instead of blaming or focusing
 on external forces” (P1). “Using appreciative principles helps find a solution instead of just
 focusing on the problem” (P3). According to these leaders, using AI enables group and team
 members to focus on taking responsibility and action for change. Instead of waiting for a leader
 to tell them what to do, they take action. Instead of focusing on problems, AI helps team
 members focus on solutions. P1 also mentions “stay[ing] conscious” and “aware” – instead of
 reacting automatically and instinctually, AI group members are conscious and tuned-in to their
 group, team and environment.
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 Iterative Feedback Cycle
 P1 refers to AI as creating an “iterative feedback cycle” – the more AI is used, the more attuned
 and conscious people become, which makes them more positive in their outlook, and so on. This
 creates a positive, upward spiral of energy that interconnects.
 Challenges AI Leaders Face
 According to interviewees, AI “is countercultural” (P1), and “requires a huge paradigm
 shift” (P2). The concept of looking at what is working and going well for a group, instead of
 looking for what is wrong and pinpointing problems to be solved, is a new one for many people.
 American business culture is trained to problem-solve. Appreciating what is working and
 looking for what is right can be a shift for people. As P1 put it, AI “requires a change in mental
 habits.” P1 went on to say that this is not always easy – for the teams or their leaders. P1
 mentioned one project she worked on, introducing AI to a warehouse. The senior management
 “loved it…but thought it had no place in the workplace” – it turned out that empowered,
 independent thinking, problem-solving employees with initiative didn’t work as well in a
 warehouse as docile employees who did what they were told. P1 also said that AI, done well,
 “requires personal responsibility on everyone’s part” and not everyone (leaders or team
 members) wants to assume that responsibility.
 P2 and P3 mention the dangers of glossing over problems and pretending they do not
 exist. P3 put it in terms of demoralizing the team if problems are ignored; P2, who does diversity
 training, notes that people from traditionally disenfranchised populations may need to work
 through issues of anger and feeling pushed aside; “issues of pain” (P2) cannot be solved with
 positive language.
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 Paradigm Shift
 AI “is a huge paradigm shift” (P2), “countercultural,” “requires a change in mental
 habits” (P1). US business culture takes pride in problem-solving, and so people want to look for
 problems to solve. Rather than seeking out problems to solve, AI looks for what is working. This
 requires a change in mind-set for both leaders and group members. P1 pointed out that once AI is
 explained to people, people “get it immediately.” This connected with the finding that two of the
 three leaders interviewed were introduced to AI through co-workers. They were “introduced to it
 and liked it immediately.” People actually experiencing AI (as opposed to reading about it or
 making assumptions) appear to be receptive to it.
 Issues of Pain and Negativity
 P2, a diversity trainer who specializes in disenfranchised populations (LGBT, people of
 color) noted that “issues of pain” necessarily can’t be resolved with positive language. “It’s hard
 to talk about painful experiences, issues of power and privilege with an AI focus. It can be a tool
 for change but it is not appropriate when talking of issues of pain.” It is necessary, according to
 P2, for members of historically marginalized populations to feel safe in expressing their anger
 and frustration, and raise difficult issues of institutionalized racism, sexism and homophobia,
 without being shut down.
 P3 related that “Using positive principles can make it easy to gloss over things going
 wrong and ignoring problems until it is too late. This can be demoralizing for the team and
 promote passivity.” While this is different from the issues of pain faced by disenfranchised
 populations, the common denominator was that AI and focusing on the positive cannot come at
 the expense of facing negative issues and painful truths.
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 Vulnerability and Trust
 P1 said that AI requires “a level of vulnerability and trust” in a group or team that may
 not previously have been present. Relating to P2’s notes about diversity issues, if diverse group
 members cannot trust one another (for personal or historical or societal reasons) then it can be a
 challenge for a leader to use AI methods. AI may then need to be introduced gradually, “under
 the radar,” according to P2. Trust is often lacking in groups – especially of people new to one
 another, or in diverse groups where historically marginalized populations may have valid
 personal reasons for not trusting authority, or non-marginalized (male, white, heterosexual,
 college-educated) group members or leaders.
 Emotional Intelligence (EQ)
 Interviewees referred to “emotional intelligence” or “EQ” in the sense of Goleman,
 Boyatzis, and McKee (2004). “Understanding,” “empathetic and listen to others” (P3), “I try to
 create a feeling with my group that we’re friends,” (P2), “My non-reactive presence, I can
 accept pretty much anything that’s said without making a judgment or having an automatic
 reaction. Calmness and centeredness.” (P1). All three of these leaders mentioned “emotional
 intelligence” related qualities as an important asset in their leadership.
 Transparency – living out one’s values
 P1 stressed that the most important characteristic she had as a leader was that she
 practiced AI 24/7 – what she called “being AI.” “AI is just about how you are being as what you
 are doing” and “As a leader, AI is at least as much about how you are being as what you are
 doing,” P1 said. This transparency is also tied in to EQ; transparency is a characteristic of
 successful leaders in general (Goleman et al 2004, p. 254).
 All of the interviewees practiced AI in their everyday lives, though P3 called it a
 “personal practice of gratitude.” P1 said that: “All change starts inside. I lead by modeling, and
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 use myself as the instrument of change. Integrity is important to me – I wouldn’t ask anyone to
 do anything I am not doing myself.” And also, “I am AI – I practice what I preach.” P1 noted
 that she “wouldn’t ask anyone to do anything I wouldn’t do myself.”
 According to P2: “I apply AI with my family business and in my personal life. On days
 when I feel down I try to find the silver lining. We move in the direction of the images we create
 for the future.”
 Energy
 P3 stated that her “good energy” is one of her leadership assets; P1 noted her “calm and
 unreactive presence.” The observer, in the group process observations, noted that the group
 seemed to “feed off of” or react to the energy of its leader. The leader set the tone for the group
 by her calmness, empathy, and willingness to listen.
 Asking and Listening
 P1 reports that she “[asked] appreciative questions…what is working” and P3 cited her
 “listening” skills as important factors in their leadership skills. Asking questions and listening are
 two sides of the same coin – they require that a leader connect with his or her group members
 and collaborate with them. This induces a collaborative (vs. hierarchical) leadership style and
 ensures the leader and members work together and communicate.
 Other qualities of AI leaders
 One was to hold unconditional regard and respect for group members even if one didn’t
 get along with them personally. (P1: “Inquiry is important. Asking questions, and holding
 unconditional positive regard for each group member even if you do not agree with them.”)
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 A second was asking the right questions and being open to feedback. (P1: “Inquiring in
 ways that help bring their strengths to the surface.” P3: “ask questions; P2, “Openness to
 feedback)
 Third, collaborative rather than hierarchical leadership helped the process. (P3: “…do
 not monopolize the group. And remember it’s not about you, it’s about your team.”) P1:
 “Appreciative Inquiry was introduced to the U.S. Navy, spearheaded by an admiral who wore
 plainclothes, no rank, when he was implementing it. His project was called “Leadership at Every
 Level.” And also “AI also requires a leader to show up as a whole human being and not hide
 behind their role as leader. Requires a reframe of leadership – no more dominance, a completely
 different way of relating.” P2: “It is important to have openness to feedback.”
 Effective AI leaders also knew when and where to apply this method. P2: “[One has to]
 meet people where they are right now.” P1: “I wouldn’t introduce AI into an organization with
 very top-down leadership without a solid commitment to change on the part of the leaders. You
 want to know what change means to them as individuals and get clear on it BEFORE you start
 AI.”
 Finally, as P1 put it: “AI, done well, really requires self-responsibility on everybody’s
 part.” Everyone, from leaders to group members, must take responsibility for group outcomes
 and be active, rather than passive, participants.
 “We Move In the Directions We Create”
 P2 stated that she applies AI in her thinking because “we move in the directions we create
 for the future”. P2’s business employed family members (the researcher knows this having done
 a Field Experience with her company in the past, and through personal knowledge of the
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 company) so she did not separate her work and personal life; she found it helpful to apply AI to
 her personal and family life as well.
 The Leader is a System, Too
 Whitney and Cooperrider (2000) entitled their article on AI, “An emerging methodology
 for whole system positive change.” The researcher concludes that a leader is a system, too – and
 a wholistic, day-in-day-out, life-wide practice of AI is important to AI leadership. Having
 worked with both P1 and P2 in work settings, the researcher can attest to the fact that they apply
 what they learn as AI leaders in their personal life. P1’s AI seminars are for applying to personal
 as well as professional situations.
 “Integrity is important to me – I wouldn’t ask anyone to do anything I wouldn’t do
 myself” says P1. Again, this is a “leader as whole system” approach. This leader felt that her
 living, breathing example of gratitude and integrity inspires her clients, and inspires respect from
 them as well.
 Reframing – Make Lemonade from Lemons
 All of the participants said it was important for an AI leader to “reframe” in order to keep
 the group focused on the positive. P3 “use[d] positive language to reframe” a negative statement.
 P1 asks her group, “would you be open to a reframe?” P2 states that she “tries to pull the group
 back and reframe.” By “reframing,” my participants mean taking negative language “this project
 stinks!” and re-stating it as positive “this project has challenges that can be overcome.”
 Asking Questions to Reframe
 P1 noted that her willingness to ask questions was one of her most important leadership
 characteristics. P1 and P3 both asked questions of their groups in order to get them to reframe –
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 “what do you really mean when you say X?” For example, in another question 12, P1 told me to
 not think of “pitfalls” but rather “challenges” in implementing AI.
 Practicing What They Preach and Exchanging Energy
 P1 states that the most important thing she can do as a leader “is to focus on the positive
 myself. A positive approach built on a positive upward spiral of energy.” The leader sets the tone
 for and contributes energy to the group so it is very important for the leader, herself, to be
 positive, in order to keep the group focused on the positive. The group takes its cue from the
 leader.
 Using an Opening Activity
 P2 found it helpful to use a positive-focused opening activity for her groups “to get off to
 a good start.” The researcher sees this as part of the “energy focus” that P1 mentioned. With a
 positively-focused opening activity, the tone is set and the group’s energy turned in a positive
 direction, creating another upward spiral. This also united the group for a common focus. The
 researcher having personally experienced working with P2 and P1 saw how an opening activity
 unites participants, enables them to relax around one another, and got the energy flowing; the
 researcher also observed this when she observed P1 lead her group
 The Misconception of AI “Pollyannaishness”
 Two interviewees – P1 and P2 – reported that a misconception (and P1 especially
 stressed “misconception”) that AI was “Pollyanna BS” (P2) was a major challenge for AI
 leaders. This is because P2 noted that “Problem focus” is a natural approach in US society and
 focusing on the positive doesn’t always come naturally” and that people can be skeptical that an
 AI approach will really work. P2 is a diversity trainer and consultant, and she observed that in
 her work with historically oppressed groups there is also skepticism of a positive approach on the
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 misconception that it “means there is no room for negativity.” P2 noted this also in the answer to
 the question “what are two or three challenges for AI leaders?”
 P1 said “there IS room for difficult and challenging experiences” in AI, it’s the approach
 and dealing with them that makes the difference. For example: when the interviewer asked her
 the question about AI “pitfalls” she immediately reframed this as “challenges.” “What can I learn
 from this” and “What can I do differently” P1 uses as reframing phrases and questions.
 Reframing of Leadership and Responsibility
 P1, throughout the interview, replied to this question and a previous question (q9) with
 the answer that AI requires responsibility on the part of both leaders and group members. And,
 believe it or not, companies don’t always want responsible, initiative-taking employees –
 sometimes a company just wants obedient employees who do as they are told without much fuss
 or initiative. As P1 relates it, “AI encourages people to think for themselves and take
 responsibility for their own actions, so in a very top-down workplace where employees are
 expected to obey orders, AI can be very disruptive.” P1 relates that when AI was introduced to
 the U.S. Navy (traditionally a hierarchical organization) it was an admiral (a ranking officer)
 who introduced it. She notes that “it’s important to have buy-in” of senior management for AI
 leadership, and that she wouldn’t introduce AI to a top-down, hierarchical type organization
 otherwise. Having employees take the initiative and think for themselves “can be very
 disruptive” says P1.
 P1 goes on to say that an AI leader cannot hide behind leadership and must show herself
 “as a whole human being.” In other words – as the researcher interprets and discusses this – AI,
 far from being “happy feel-good Pollyanna BS,” is actually a demanding form of leadership – far
 more demanding than traditional Frederick Taylor command-and-control leadership. It can be
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 dangerously easy to have a leader who commands and a work team who obeys (cite reference).
 But AI requires hard work and self-responsibility on the part of both team members and leaders.
 Group members learn through AI to take the initiative and work on their own; “the drive to
 achieve results” and “ability to take initiative” are key components of social and emotional
 intelligence according to Goleman et all 2002. In turn, leaders must be responsive to their group
 members and relate to them as equals, with respect, as in “servant leadership” (Greenleaf). AI is
 a “whole system approach” (Cooperrider and Whitney 2000), therefore, all the parts of the group
 system are affected by implementing AI. P1, again, “AI can be very disruptive”; it is not a
 smiley-face platitude or a way of smoothing over very real problems in a group or team. I see
 this as potentially being very positive but it can also rock the boat. Cooperrider and Whitney
 2000 note that AI “require[s] high levels of participation and cooperation” and that the typical
 ratio of monologue to dialogue during an AI summit is 10% monologue, 90% dialogue.
 Earthing the Big Dreams
 Greene (1988) notes that the coagulation or “solidifying” one’s dreams and goals – what
 she refers to as the alchemical coagulatio – can feel like “limitation and even imprisonment,”
 because “the moment you concretize something, you have cut short its potentiality” (p. 307). P1
 describes this process: “The transition from the Dreaming phase in the 4D model to the Design
 can be a challenge; high energy generated in the Dreaming phase can be a challenge to earth in
 Design.” P1 referred to the “4-D” process of Appreciative Inquiry (Discovery, Dream, Design
 and Destiny – Cooperrider and Whitney 2000). Discovery – who are we? What are our
 competencies? What recourses do we bring? And Dream – What do we envision for the future?
 What do we wish to have happen? Design is the get-down-to-work phase where the visions put
 out in Dreaming and Discovery are crafted into a practical application (Cooperrider and Whitney
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 2000). Like the graduate student who sits down at her computer and crafts a thesis out of the
 interview material she has gathered, this can be a challenge, especially to intuitives who may be
 more likely to be drawn to AI in the first place. P1 noted that the “high energy generated in the
 Dreaming phase can be a challenge to earth in Design”. P1 also stated that “’Destiny’ is not
 solely action planning; it is how do we create a learning environment in the Peter Senge sense.”
 “How are we going to stay conscious and adapt to what we see in the system around us?”
 Ensuring Participation by All Members
 P3 came up with a different challenge, that of letting one person monopolize the group.
 The researcher sees this as another example of “whole systems” and “lack of hierarchy” that
 makes AI effective. If one person dominates the group, that dampens the energy and means that
 the others in the group cannot contribute as well they might.
 Observation questions
 In addition to interviewing AI leaders, the ethnographic approach called for observation. Four
 different groups were observed at different times. The observer noted conversations, body
 language, physical settings and process. The following observation questions were designed to
 fill in demographic and setting observations: great table
 Question # 1-8
 (Process
 observation
 questions)
 P1 P3
 P4
 When and
 where did this
 group meet?
 July 30, 2008, public cultural center,
 California
 Large Silicon Valley
 IT/communications
 company, August
 13, 2008
 Private school
 (preschool
 through 3rd
 grade), October
 3, 2008
 What was the
 physical setting
 of the meeting?
 A small “yoga room” community
 center. Minimal furnishing. Had
 open windows that allowed for
 natural light and ventilation.
 Company
 conference room.
 Small room with no
 windows. There was
 School
 kindergarten
 classroom.
 This was a
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 Participants sat on plastic chairs or
 cushions on the floor (they brought
 their own cushions). Leader brought
 her own easel, paper pad, and pens.
 a large table and
 chairs; participants
 sat around the table.
 There were
 telephones and
 wireless connections
 for laptops as well
 as a timer for the
 facilitator.
 large room
 with windows.
 The
 participants sat
 around a low
 table designed
 for children in
 small chairs
 designed for
 children.
 How long was
 the meeting?
 Two hours One hour 2 ½ hours
 What was the
 purpose of the
 meeting?
 “Secrets to Inner Balance” – an
 Appreciative Inquiry workshop,
 designed to help people achieve
 peace and gratitude in their personal
 lives
 Inter-office, team
 meeting, made up of
 employees who
 were working
 on/coordinating the
 large annual staff
 retreat. This was a
 check-in and
 progress meeting for
 the team.
 A “first check
 in” of the
 school year for
 aides and
 teachers
 What was the
 size of the
 group?
 4 people total – 3 participants and
 leader
 6 people physically
 present, plus 2 on
 conference call, for
 a total of 8
 4 people
 including
 leader
 What props
 such as posters
 and handouts
 were used, if
 any?
 There was a handout, designed for
 participants to take notes (each of
 the three main points in the
 workshop with space between for
 notes). Leader used poster board and
 wrote notes and observations.
 Members took notes
 on their laptops.
 Leader used a timer
 None.
 However, food
 was provided
 (and consumed
 with
 exclamations
 of eagerness
 such as “This is
 good!” “This is
 not going to
 help my diet!”)
 What is the
 composition
 (age, race,
 gender) of the
 group?
 Four women
 1 white, one biracial (Asian/white),
 one Latina
 Ages 30 to late 50’s
 Two men, 6 women
 One Asian, five
 Caucasian, two race
 unknown
 6 age range 30 to
 mid 40’s
 2 age unknown
 (The “unknowns”
 were the telephone
 Four women
 Three
 Caucasian
 One Asian
 All age range
 from early 30’s
 to mid 40’s
 One of the WF
 was not
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 participants) American born
 (was born in
 Sweden)
 What are the
 demographics
 (age, race,
 gender) of the
 leader? Was
 the leader
 similar or
 different to the
 majority of the
 group?
 Leader: Caucasian female, late 50’s
 Similar to rest of group
 Leader: Caucasian
 woman in mid 30’s.
 Similar to rest of
 group
 Leader:
 Caucasian
 woman in late
 30’s. Similar to
 rest of group
 What questions, concerns, or comments did the leader make to the group?
 The AI leaders observed all asked open-ended questions of their groups. P2 listened more
 than she talked. P1 shared anecdotes of her personal spiritual practice with the group. P4
 solicited feedback from her group. P1 led a group which was new to each other and convened
 especially for the purpose (a workshop), P2 and P3 led groups whose members all knew one
 another beforehand.
 Spirit of Inquiry
 One commonality noted with all three observed leaders is that they asked open-ended
 questions of their groups – that require more than a “yes or no” answer. In an article devoted to
 “leaders of the future,” Sloan (2008) noted that asking questions and soliciting feedback are
 hallmarks of being a “smarter leader.” A crucial part of AI leadership is, in fact, inquiry, as in
 Appreciative Inquiry. One of the four-D phases in AI is “Discovery” and centered around asking
 questions (Whitney and Cooperrider 2000). The leaders appeared to use a collaborative,
 coaching, democratic style of leadership (Goleman et al. chapter 4). Whitney, Trosten-Bloom,
 Cherney and Fry (2004) in their book about using AI in small groups and teams, talk about “the
 power of questions” and “emphasis on questions over answers” in AI leadership (p. 2). All the
 leaders asked questions of their groups.
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 Yes, But What Kind Of Questions?
 The questions observed were of the action-oriented and open-ended variety. That is, they
 called upon the person being asked the question to take action about something in particular, and
 they needed more than just a “yes or no” answer – they needed dialogue. This created a positive
 stream or flow of energy in the group, and from the group to the leader. The questions the leader
 asked appeared to get the group motivated and energized. For instance, P4 asked the following
 question to her group to start with: “What is going well for you so far?” P3 told her group how
 much the top management loved the event that they had organized (that was recently completed)
 and then asked what the team could do to make the “wrapping-up” of this project, as well as the
 next year’s event, as successful as it had been so far. P1 asked her group to visualize a time when
 they felt successful and accomplished, then asked them “What were the ingredients in this? What
 can you reproduce in the future to bring more success?”
 “Thank you for sharing!”
 P1 shared personal information with her group, both anecdotes from her own life and AI
 practice and her personal, spiritual practice. Whitney et al (2004) talk about building a
 foundation of trust and respect in AI group leadership. When P1 shared personal information
 with her group (who did not know one another beforehand), this appeared to increase visible
 signs of trust – the group’s body language relaxed. Also, this encouraged participants to open up
 and share anecdotes from their own lives.
 When Teammates Know One Another – Or Not
 P3 and P4 were working with teams of people who either all knew one another
 beforehand and had been working at this project for which the meeting was called for months
 (P3) or with people who knew one another as co-workers beforehand, even though this was their
 first meeting (P4) (Personal communication from both leaders). On the other hand, P1 was
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 working with a group new to one another and the leader (convened for a specific purpose, a
 seminar). Noted that P1’s sharing of personal information appeared to facilitate group closeness
 “forming” in her group – there was a notable relaxation of body language and willingness to
 talk/converse when P1 had done this. P3 told jokes that got her group laughing – they were
 obscure to the observer, but readily accepted by the group who appeared to find them hilarious.
 This also raised the energy of the group. P4 did not tell jokes but she invited her group to share
 positive anecdotes with her opening question, “What is going well so far?” There was a notable
 relaxation of group body language with this and they opened up and shared stories. People
 appeared very eager to tell what was going on.
 Listening and Soliciting Feedback
 P3 listened more than she talked – 70% listening to 30% talking. P4 specifically solicited
 feedback from her group members “What do you think?” Rather than monopolize the group they
 drew out their team members and solicited contributions from them. Whitney et al (2004) state
 that “involving all members in the dialogue” (p. 14) is a crucial part of appreciative team
 building, and Goleman et al (2002) ch 4 include this as part of their “leadership repertoire”.
 Rather than “hide behind the role of leader” as P1 put it in answer to an interview question, the
 observed leaders solicited and received feedback and input from their group members.
 P1 led the group that was new to one another, and as a result (see other observations) the
 group interacted much more with her as a leader than the groups P3 and P4 led who knew one
 another. However, this leader did not “dominate” the group – she knew how to listen, and listen
 actively to show that she was interested in what they had to say and to draw them out. This was
 successful. The group responded warmly and positively to the leader, and comments received
 after the event included “She’s fantastic!”
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 What is the ratio of leader-initiated to member-initiated discussion?
 In these groups the leader initiated at least half the discussions and in one case, a group
 activity. However in two of three cases the leader then spent more time listening than talking.
 A Good Leader Initiates, But Listens
 The AI leaders observed initiated at least half of their group discussions. However, P3
 and P4 spent more time listening than talking. That is they would initiate a discussion or ask a
 question and then spend the next ten minutes listening to feedback from the group member or
 members. P3 and P4 facilitated groups whose members knew one another beforehand. P1, on the
 other hand, did most of the initiating and the talking in the group – but the group was formed
 specifically for her to give a seminar and did not know one another beforehand. I conclude that
 different techniques work in groups depending on whether they know one another well, and have
 worked together before, or not. P1 led a “one-off” group whose members did not know one
 another, and met for a one-time purpose (her seminar); P3 and P4 led on-going work groups.
 Therefore a leader needing to take more of a dominant role in groups like those of P1 makes
 sense (Goleman et al 2002). With the groups that were on-going, the leader ratio to group
 member ratio initiated discussion was half and half.
 The two leaders P3 and P4 who led ongoing groups also listened far more than they
 talked, at least 70:30 listening to talking. Even P1 who took a more managerial role was sure to
 stop and listen when a group member was talking. Again, AI is called Appreciative Inquiry for a
 reason; asking questions is the foundation of the paradigm and practice (Magruder Watkins and
 Cooperrider 2000).
 Fun and Games
 Another of the participants, P2, who was interviewed but not observed, said in response
 to an interview question (#11), that she found leading a group activity contributes to group
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 cohesion and is a good way to start off a meeting. P1 did just that, facilitated an activity, though
 she did not do this right at the beginning. She did this halfway through the meeting. The group
 members did not know one another beforehand, and appeared positively disposed to the activity
 and observed was a positive “energy flow” around the group (body language) after the activity.
 Leaders were Attentive
 The observed leaders were at least 90% and more often 100% attentive to their groups,
 not having their attention focused elsewhere while listening or contributing.
 The observed leaders were attentive and focused on their groups – not fiddling on their
 BlackBerries, staring into space or exhibiting other inattentive behaviors Whitney et al speak of
 “open and honest communication” and “listening to understand” (2004). The observed leaders
 interacted with their groups all or almost all of the time. Their gestures, body language, facial
 language and questions were encouraging of feedback and participation.
 Paying Attention Pays Off
 One characteristic of effective AI leaders is the close attention they pay to their groups. If
 any of the observed leaders took her attention away from the group, it was to take notes. Each
 leader, whenever a group member spoke, focused intently on that group member. When
 addressing the group as a whole, the leaders made eye contact with all their group members, non-
 verbally “including” them in the discussion.
 How much did the group members interact with one another?
 Again, as in q11, it appears to make a difference in group interaction if the group
 members were strangers to one another gathered together for a specific one-time purpose (P1 led
 this group) or were coworkers holding team meetings who knew one another already and were
 meeting for an ongoing purpose (P3 and P4 led these groups).
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 Group Interaction
 With P1’s group, they interacted with one another about 25% of the time. They interacted
 much more with the leader. P3 and P4 were facilitating co-worker groups. These groups
 interacted with each other a majority (P3’s group 75%) or all (P4’s group 100%) of the time. No-
 one exhibited fidgety or inattentive body language or behaviors like checking PDA’s.
 Use of Humor
 P1 especially told jokes and used humor when interacting with her group. The groups
 facilitated by P3 and P4 told jokes with one another (the group members) which the leaders
 encouraged by smiling, laughing, and joining in. I conclude that humor functions as a positive
 energy conduit and flow and is one of the key ingredients in keeping an AI group together and
 happy. Whitney et all 2004 note that “humor gives life to human systems” and includes an
 exercise in team building about the “jokes that bind” a team together (p. 49). AI is above all a
 systems approach, and if a group or team can be considered a “system” (and it can) then a
 healthy sense of humor infuses it with life energy.
 P3’s use of humor appeared to be very well received by her group. This created a positive
 energy flow where the group members would laugh, then tell jokes or make comments intended
 to be funny themselves. It also appeared to keep the group moving forward, and focused on the
 task at hand.
 Both P3’s and P4’s group interacted with a lot of laughter. They told jokes to one another
 – sometimes the jokes flew thick and fast while all the participants laughed. I conclude that an
 effective leader encourages humor and laughter when facilitating her group or team, especially if
 they are co-workers. The humor did not stop the group from accomplishing things, as the groups
 all left with the members stating their satisfaction.
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 Cheerful, upbeat body language
 Communication is 90% nonverbal (Goleman et al 2004). These leaders, all three of them,
 used positive nonverbal language to back up the encouraging, open words and questions they
 used for their group members. All of them smiled most or almost all of the time. They used
 humor. Their body language was also expressive, animated, and open.
 Leaders are Calm
 P1 stated in the interview that one of her qualities was that she was “calm” when
 interacting with groups and that this was an asset to her leadership. The observer noted that she
 was always calm and grounded when interacting with her group (who, again, did not know one
 another).
 Use of Open-Ended Questions
 The observed leaders used a majority of open-ended questions (that required more than a “yes”
 or “no” answer from the participant) and often served to facilitate further questions and
 discussion. P1 and P4 used almost all open-ended questions (90%); P3 used fewer but still two-
 thirds of hers were open-ended. Her closed-ended questions appeared to be used to move the
 group along and keeping it from getting stuck in one topic.
 Questions are Positively-Focused
 All the observed leaders appeared to use a predominance of open-ended questions over
 closed-ended ones; and positive comments to negative ones. P3 also clapped and cheered
 throughout the meeting.
 It appears that both open-ended and positive-focused questions are vital to an AI meeting.
 In their book on facilitating teams with AI, Whitney et all 2004 noted that successful groups had
 a preponderance of: positive to negative questions, inquiry over advocacy, and other vs. self
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 comments (p. 4). The open-ended, positive focus of the observed groups would appear to
 facilitate this spirit of inquiry and selflessness.
 If it was necessary for the leader to turn the discussion from a negative to a positive focus, what
 questions, discussions and/or tools did she use?
 The AI leaders used reframing questions and statements to bring focus from the negative
 to the positive. Example – “What could you have done differently when…?” “What would you
 do differently if this happens again?”
 Action-Oriented Reframing
 There were times when the observed leaders had to turn a negative discussion into a
 positive one. Two leaders, P1 and P4, used what I will call “Action Oriented Reframing.” They
 specifically asked their group members what the members would do differently if such a
 situation arises again, and what they might have done differently if they had a “do over” in the
 past. This fed the responsibility back to the group member – the leader didn’t solve the problem
 for the group member, but asked the member what they would do. As P1 noted in the interview
 “AI, done well, requires self-responsibility on everyone’s part.” The AI leaders were asking their
 group members to take action and responsibility if a negative situation came up. This appeared to
 be empowering to the group. The group members were receptive and very active at thinking of
 different scenarios.
 P3 also reframed but not in such an explicitly action-oriented way. However, she did
 make comments to focus the discussion and the group’s attention on the positive. She also told
 jokes – again, this shows the importance of humor in AI leadership.
 How did the group react to this?
 These leaders appeared successful in turning the group’s focus to positive from negative
 when they needed to. P3 and P4 both knew their groups - P1 did not but she is an experienced
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 facilitator (interview notes) of 20+ years and was very good at responding to the energy of her
 group. The group member whom she refocused appeared empowered by this, as indeed did the
 whole group. There was a visible relaxation and upsurge of energy, smiles and comments from
 the group.
 P3 and P4 were also successful with their reframing. As I noted in q17, P1 and P4 used
 “action oriented reframing” – asking what their group member would do to change such a
 situation. As observed, this both shifted the responsibility for change back onto the group
 member and empowered him or her to take action.
 Closing conversations and discussions
 The leaders did not leave their groups empty-handed or just send them away. All
 endeavored to close their group meetings on a positive note. P1 actually had the group physically
 high-five one another which, I noticed, was very uplifting and enhancing on the energy level –
 the group which had been so reserved with one another at the beginning cheered and hugged.
 All three leaders focused on “action” in some way. P1s closing exercise was partly about
 how each group member was going to take action in her life – in line with Kelm’s (2005)
 Appreciate, Imagine, Act trilogy. AI focuses on the positive and what someone can do to change
 their situation. All my leaders sent their groups off with a focus on the positive. Two, P1 and P3
 said “good job!” to their groups. P1 and P4 specifically told their groups to take action on
 something (related to work or personal life) when they left.
 P4 specifically said to her group that she was going to follow up to get feedback from
 them in a few weeks. She also told them that they were welcome to come to her with any
 questions or concerns they might have.
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 These leaders did not simply dismiss their groups or cut off contact. Rather the closing of
 the group meeting was a prelude to further action for the group. Also the leaders made it clear
 that they would stay connected to their groups.
 Forms
 None of the group leaders passed out evaluation forms at the end of the meeting. This does not
 appear to be an AI leader repertoire at least with the leaders observed.
 Group feedback
 All leaders were thanked by their group members after the meeting. P3’s group promised
 to keep in touch with her regarding their progress. P1’s feedback was positive – “You do that
 very well, P1!” “P1 rocks! She’s amazing!” One group member commented on how well P1
 drew out the group members (remember, they were all strangers to one another) and got them to
 participate.
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 Discussion
 What can be learned from interviewing and observing AI leaders to find out what is most
 effective in small group and team leadership? First of all, effective AI leadership ties in closely
 with both Goleman et al’s idea of “leading with emotional intelligence” (2002) and Greenleaf’s
 concept of “servant leadership” (Greenleaf 1976).
 Emotional Intelligence (EQ)
 Daniel Goleman, a psychologist with a neuroscience background, has explored leadership
 as it relates to social and emotional intelligence (Goleman, 2006; Goleman, Boyatzis and
 McKee, 2002). The cornerstones of emotional intelligence are described in Goleman, Boyatzis
 and McKee, 2002: self-awareness, self-management, social awareness (which includes empathy
 and service), and relationship management (which includes inspiration, conflict management,
 being a catalyst for change, and developing others) (Appendix B). The AI approach incorporates
 EQ as well (Whitney et al 2004), a phenomenon they describe as teams “teeming with emotional
 intelligence” (p 62).
 Servant Leadership
 Servant leadership works on the principle that leadership is not all about the leader, but
 rather about those whom he or she serves as leader. Organizations that are driven by servant
 leadership “align their structures, systems, and management style to support the empowerment of
 their people” (Covey 1998, p. xii).
 The pioneer of the concept of “servant leadership” was Robert K. Greenleaf, who wrote a
 seminal publication, Servant Leadership: A journey into the nature of legitimate power and
 greatness (1976). Greenleaf sums up the idea of servant leadership thusly: “the great leader is
 seen as servant first (p. 7).” Greenleaf writes, “Caring for persons…serving each other, is the
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 rock upon which a good society is built.” Greenleaf’s pioneering book called for a widespread
 return to community service and spoke of the ways in which not just people, but companies, can
 be servant leaders too. The concept of “Servant Leadership” overlaps somewhat with Emotional
 Intelligence, as service and developing others are included in EQ (Goleman, Boyatzis and
 McKee, 2002, Appendix B).
 How “AI” were the participants, leaders and groups?
 Effective AI leaders, first of all, are persons of integrity. They practice in their personal
 lives what they preach in their group leadership by having a personal practice of AI. They focus
 on their group members as they talk, and are genuinely listening to them as they speak. They ask
 positive and open-ended questions of their groups. They use humor. And they do not try to “push
 the river” – that is, they do not avoid negativity but rather reframe it to focus on the positive
 aspects and/or learning experiences of the negative emotion or action.
 These leaders “fell in love” with AI. Two of the interviewees were introduced to AI by
 observing and talking to co-workers. To these leaders, AI is not an intellectual process but an
 emotional one; they put themselves into their work and help their groups with positive energy. It
 is interesting to note in light of contemporary US gender stereotypes that all the observed and
 interviewed leaders are women; however, David Cooperrider, a man, was the founder of AI.
 Leaders P1 and P2 use a designated, formal process of AI in their leadership, P3 and P4
 use what P3 called “positive, appreciative, gratitude approaches to leadership” without using the
 formal four-step AI process.
 The AI approach to team building as described in Whitney et al (2004) emphasizes
 inquiry – “the power of questions (pp. 2-3). The observed leaders consistently asked open-ended
 questions. Whitney et al state that high-performing teams show a balance of inquiry and
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 advocacy, whereas low-performing teams have little inquiry and much advocacy (p. 4). Part of
 this inquiry means that whoever asks the question, listens sincerely and with full attention. The
 leaders who were interviewed stated how important listening was; leaders who were observed
 listened more than they talked.
 It’s not just inquiry that is the foundation of AI – its appreciative inquiry. “High
 performing teams had an average P:N [positive to negative] question ratio of 5.8 to 1” (Whitney
 et al 2004, pg. 4). That is, almost six positively-based questions were asked (by or to leaders) to
 every negatively-based one.
 The AI leaders interviewed and observed also placed an emphasis on energy. They were
 energetic people who used physical processes (clapping, cheering, ‘high- fives’) to energize their
 groups. According to Whitney et al (2004), “Without a doubt teams that celebrate their successes
 have more successes (p. 47).
 Forming Emotional Connections with Others
 This emotional connection begins with the leader her-or-himself. Interviewees use such
 language as “I fell in love” (P2) with regard to AI. These interviewees were attracted to AI first
 and foremost on an emotional, not intellectual or calculating, level. In addition, interviewees
 mentioned personal practices whether around “gratitude” (P3) or actual AI (P1 and P2). P1 put it
 that she would not ask anyone to do something she did not practice herself. Rather than
 detaching who they are from what they do, the leaders interviewed integrated their practice of AI
 into their whole lives – what P1 called “being AI.”
 Positive Energy
 Using AI to facilitate their groups created positive energy. Interviewees reported doing
 opening activities and raising energy by use of applause and “high fives;” observed leaders did
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 the same – clapping, cheering, and ‘high-fiving’ one another. Instead of lecturing to passive
 observers, leaders energized their groups.
 Focus on the Positive
 Focusing their teams on the positive led, according to interviewees, to more effective
 solutions. Groups and teams took more initiative and self-responsibility in their interactions with
 each other and their organizations. Focusing on the positive gave team members a sense of
 energy and purpose.
 Active Listening
 Observed group leaders were, above all, active listeners. All of the participants spent 90%
 or more of their time focusing intently on their group members. Not a one was fiddling with her
 BlackBerry, taking a cell phone call, or staring off into space. This sense of being listened to
 appeared to facilitate greater ease and contribution on the part of group members – it was as if
 they were valued for their contributions and felt that the leaders had respect for them and their
 ideas.
 Asking, “What will you do to achieve this goal?”
 The AI leaders consistently urged their team members to set goals and achieve them. P4
 would ask her team, “What are you going to do to achieve this?” and reminded them that she was
 going to check in with them to offer support and motivation. The leaders encouraged their team
 members to set goals, motivated them to be “go-getters,” and nurtured their teams toward this
 end.
 When AI might not be appropriate
 Given that AI appears to be such a positive method of leadership, where is it NOT
 appropriate to use it? Participants mentioned the importance of getting “buy-in” from senior
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 leadership or getting senior leadership themselves to use it, as crucial. Dilbert need not apply
 with AI; this method appears to create more initiative and decision-making on the part of group
 members. If senior leadership wants obedient employees who do what they are told, AI might
 not be the best choice for a leader. P1 mentioned an experiment in AI leadership in a warehouse
 setting – the senior leadership loved the AI but thought “it had no place in the workplace” in a
 setting where workers mostly did what they were told. The spirit of inquiry, advocacy, and
 empowerment of employees may sound terrific, but may not be what the leader or the company
 really wants. In P1’s warehouse setting, for instance, the leaders wanted docile employees who
 would do “grunt work” and do as they were told, not try to come up with new innovations or
 ideas.
 Another issue, brought up by P1 and P2, is trust. When team members know and trust
 one another (as evidenced in P3’s group, which had been working together for some time and
 were at ease with each other, cracked jokes, made eye contact and other observed indications that
 they trusedt one another) it is much easier to implement a process like AI, which requires team
 members and leaders to open up and allow themselves to be vulnerable. P1’s group were all
 strangers to one another (they were attending a seminar given by P1) so she had to work harder
 with them to get them to participate. However, they did know what they were supposed to do and
 that this was an AI seminar, so they were not entirely unprepared.
 P2, a diversity consultant and herself a woman of color (and therefore a member of a
 historically marginalized group) noted that diversity can lead to mistrust. Members of
 historically marginalized groups may need to be able to express anger and frustration, as well as
 address issues of racism, sexism, and homophobia that majority-group members may not want to
 hear or know how to receive. Majority-group members may feel attacked (“I’m not racist!
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 You’re too easily offended!”) or fail to realize their privilege (“Heterosexual privilege? White
 privilege? That’s poppycock – I’m white and straight and I grew up poor, and I put myself
 through college, nothing was handed to ME on a platter!”). These kinds of issues can make it
 very hard to implement AI in a mistrustful group that is convinced that “AI is Pollyanna BS”
 (P2).
 Recommendations for Leaders and Companies
 Even if full-on AI is not appropriate in a leadership setting, energizing a group or team
 (via an opening activity, applause, etc.) may be. Active, intent listening are methods any leader
 can apply in order to more effectively facilitate his or her group. Full-on AI is quite effective as
 well, as long as leaders want team members to fully participate in decision making. But any
 leader can listen well and energize his or her group through physical activity. For team leaders
 who want to empower their group for success, asking positive questions, setting goals, and
 motivating one’s team members to achieve their goals are important things that the interviewees
 and participants did with their own teams. Asking your team members “What do you want to
 achieve?” “How will you go about doing this?” and “How can I support you in your goals?” are
 vital to creating an empowered team.
 A work team is more than the sum of its parts. Ideally, a leader creates a positive
 feedback loop with his or her team members. The team leaders interviewed did this through a
 positive focus – thus my project title of Appreciative Alchemy. Through the power of AI, the
 leader and her team became more than a group of individuals – it became a team, greater than the
 sum of its parts. AI acts as alchemy to jell together a set of individuals and make them into a
 whole, and higher, manifestation.
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 APPENDIX A
 Sample e-mail invitation to identified participants:
 SUBJ: Invitation to Participate in Study: Making Requests
 I am a graduate student in Organizational Psychology at John F. Kennedy
 University. As part of the requirements for the completion of my Master’s degree, I am
 conducting a small qualitative research study on women executive directors and making
 requests. I am requesting your consideration to participate in this study.
 The proposed study will focus on the impact of nonprofit culture on making
 requests from the perspective of female executive directors in the sector. The study will
 be conducted through a series of individual interviews with executive directors; each
 interview is expected to be of 45-60 minute duration and will be tape recorded. Study
 participants will be asked to describe their own experience making requests and how the
 nonprofit culture might impact how (and if) they make requests. Data gathered in
 interviews will be analyzed and interpreted with the goal of enabling a more complete
 understanding of how the nonprofit culture impacts (if at all) the practice of making
 requests.
 Participation is completely voluntary and you are free to change your mind at any
 time and choose not to continue. Should you choose to participate, all information you
 give during the interview process will be confidential and your individual contribution
 will be anonymous. All data collected during the *process will be stored in a secured,
 confidential location accessible only by me. I will also make a copy of the summary
 project report available to you at your request.
 Thank you for your consideration. I sincerely hope that you will choose to
 participate! If you have any questions or would like to talk with me please feel free to
 contact me at 925-609-8263 (home) or 925-482-4616 (cell).
 Crystal Di’Anno
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 APPENDIX B
 Informed Consent Form
 My name is Crystal Di’Anno. I am currently a graduate student in the Masters of
 Organizational Psychology program at John F. Kennedy University in Pleasant Hill,
 California. The research project is a requirement toward the completion of my Master’s
 degree. This research project is being conducted under the advisement of Sharon
 Mulgrew, M.P.H. – Organizational Psychology Research Coordinator. She can be
 reached a [email protected]. or 510-450-0378.
 Project Summary: The proposed study will focus on the impact of nonprofit
 culture on making requests from the perspective of female executive directors in the
 sector. The study will be conducted through a series of individual interviews with
 executive directors; each interview is expected to be of 45-60 minute duration and will be
 tape-recorded. Study participants will be asked to describe their own experience making
 requests and how the nonprofit culture might impact how (and if) they make requests.
 Data gathered in interviews will be analyzed and interpreted with the goal of enabling a
 more complete understanding of how the nonprofit culture impacts (if at all) the practice
 of making requests. You may also be contacted by phone at a later date for clarification
 or follow-up necessary to insure accuracy of the data.
 Data gathered in interviews will be analyzed and interpreted with the goal of
 enabling a more complete understanding of how the nonprofit culture impacts (if at all)
 the practice of making requests.
 Voluntary Participation: Participation is completely voluntary and participants
 are free to change their mind at any time and choose not to continue even after signing
 this consent form.
 Confidentiality and Anonymity: All information given by study participants is
 confidential and individual contributions are anonymous. All data will be stored in a
 secured, confidential location accessible only by me and a third-party subscriber. Each
 participant will be identified on the tape by first name and participant code only.
 Availability of Results: A Summary of the results of this study will be available
 to participants upon request after completion of the study.
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 Consent: I hereby consent to participate in the above research project. I
 understand that my participation is voluntary and that I may change my mind or refuse to
 participate or withdraw at any time without consequence. I may refuse to answer any
 questions or I may stop the interview. I understand that some of the things I say may be
 directly quoted in the text of the final report, and subsequent publications, but that my
 name will not be associated with this study.
 Participant Signature: ____________________________ Date: ____________
 Name: (Please Print) ____________________________
 Witness Signature: ______________________________ Date: ____________
 Name: (Please Print) ____________________________

Page 58
						
						

APPRECIATIVE ALCHEMY 58
 Appendix C – Interview Questions
 1. How long have you been facilitating groups and teams?
 2. Do you work in business for yourself or for a company? How long for yourself, and how
 long for a company?
 3. How long have you used Appreciative Inquiry in your facilitating work?
 4. What led you to the practice of AI? (or appreciative positive principles)
 5. How large is the average group or team you facilitate?
 6. What are the two or three best parts about using AI to facilitate groups and teams?
 7. What are the two or three most challenging parts about using AI to facilitate groups and
 teams?
 8. As a leader, what two or three characteristics in yourself do you find most important in
 your facilitating work?
 9. What are some of the other important characteristics of a skilled AI leader, in your
 opinion?
 10. How do you apply the practice of Appreciative Inquiry in your personal life? (Find out IF
 they do first)
 11. What methods do you employ to keep the group you are facilitating focused on the
 positive?
 12. What are some of the pitfalls for an AI group and how does a leader avoid them?
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 Appendix D – Observation Questions
 1. When and where did this group meet?
 2. What was the physical setting of the meeting?
 3. How long was the meeting?
 4. What was the purpose of the meeting?
 5. What is the size of the group?
 6. What props (such as posters and handouts) were used, if any?
 7. What is the composition (age, race, gender) of the group?
 8. What are the demographics (age, race, gender) of the leader? Was the leader similar or
 different to the majority of the group?
 9. What questions, concerns or comments did the leader make to the group?
 10. What is the ratio of leader-initiated discussion to group-member initiated discussion?
 11. Approximately how long did the leader spend in interaction with the group (out of all
 group interaction)?
 12. How much did the group members interact with each other?
 13. What were the leader’s expression, gestures and tone of voice when interacting with the
 group?
 14. What were the group member expressions, gestures and tones of voice when interacting
 with the leader or the rest of the group?
 15. Did the leader use open-ended questions to facilitate or closed questions?
 16. What was the ratio of positive facilitations to negative ones by the leader?
 17. If it was necessary for the leader to turn the discussion from a negative to a positive
 focus, what questions, discussions, or tools did s/he use?
 18. What were the group’s reactions if the leader did this?
 19. If the leader did a closing discussion or conversation, what was it?
 20. Did the leader pass out any evaluation forms at the end of the meeting?
 21. Did the group give the leader any feedback as to her performance or facilitation?
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