15-11-14!

Seeing Change as
an Adventure
. . . with an
Appreciative Mindset
in a Mindful Way . . .

“We don’t have to change
the world; the world is
changing.
We have to change
ourselves”
(Brodhead 2010; p.6).
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VUCA
Volatile - Change happens rapidly
and on a large scale
Uncertain – The future cannot be
predicted with any precision
Complex – Challenges are
complicated by many factors and
there are few single causes or
solutions
Ambiguous – There is little clarity
on what events mean and what
eﬀect they may have
~~Center'for'Crea+ve'Leadership'

Example of VUCA
UBER started in 2009,
by 2015 in 63 countries
Skype for video calls;
Google search engine …
What are other VUCA/disruptive
changes have you observed
or experienced
or anticipate?
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Map for Session

!

Why we can benefit from seeing change as an
adventure

How to bring an appreciative mindset in a
mindful way to your work – exploring with the
E.P.I.C. framework

What – together we will discover some skills and
practices need to fuel our approach to change?

Session Payback:
Increase your R.O.E.

!
!

Return On
Energy
… through
Positive
Engagement
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Principles for
Engagement
!

! Take care of yourself
! Take care of each other
! Take care of this place
! Be a tall poppy

Play with the mess.
“Play is the basis for cultivating
imagination and innovation”
~~John Seely Brown

Introductions
!!

What would you like to
take away from this
workshop?
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WHY

Why we can benefit from
seeing change as an

adventure!

Burning Platform to Burning Ambition

5!

15-11-14!

Source Google Images !

Photo source: Google Images, movie Chasing Ice!

We need clean, renewable
sources of energy in the
physical world

Climate Change is Real!

???
I feel ….
Excited
Adventurous
Confused

Overwhelmed
Unsure
Engaged

Stretched
Stressed
Left out

Out of steam
Uncertain

The Case for Generating Healthy, Renewable Energy
in our Organizations and in our Communities!
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Climate & Culture

SOQ Definition of Organizational
Culture and Climate
Culture and Climate are two related –
but very diﬀerent concepts

CULTURE

CLIMATE

The values, beliefs,
history, traditions, etc.,
reflecting the deeper
foundations of the
organization.

Recurring patterns
of behavior, attitudes, and
feelings that
characterize life in
the organization.

What the organization
values

What organization
members experience

(Roots of the tree)

(Environment the tree grows in)

Source: Situational Organizational Questionnaire
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Why focus on climate?

“Climate aﬀects organizational and psychological
processes such as communication, problem solving,
decision making, conflict handling, learning and
motivation, and thus exerts influence on the eﬃciency
and productivity of the organization, on its ability to
innovate, and on the job satisfaction and the wellbeing that its members can enjoy.”
~~Dr!Goren!Ekvall,!a!renowned!climate!researcher!and!creator!of!SOQ!Assessment!

The Power of Human Energy
!

!

“Passionate, positive human
energy can provide a
counterbalance to the disruptive
negative forces of an age of
unprecedented change.
Through it comes confidence,
inspiration and the power to

!

transform things for the better.”

Angela Ahrendts!
Senior Vice President
Appleʼs Retail and Online Stores
Source: Google Images!
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What is
Appreciative Inquiry?
AI is . . .
! A strength-based
approach to change
! Finding the best in people
and the world around us –
“positive core”
! Co-creating preferred
images of the future

Noboru Kitahama !

Noboru Kitahama !

! Purposefully identifying
and focusing on what we
want more of

HOW

to bring an appreciative mindset in a
mindful way to your work
Exploring E.P.I.C. framework
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E.P.I.C.

“Surpassing the usual or ordinary, particularly in scope or size”

ENERGY

!

story telling, generative questions,
reframing

PRESENCE

responding in a mindful way

IMAGINATION

co-creating images of the future

Collaboration

working to create a healthy climate

Why Focus on
Appreciative
Mindsets?
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ROE2
!
Return On
Energy
… through
Positive
Engagement

Change Management to Change Mindset
A new leadership paradigm seems to be
emerging with an inexorable shift away from
one-way, hierarchical, organizational centric
communication towards two-way, network
centric, participatory and collaborative
leadership styles.
Most of all a new mindset seems necessary,
apart from new skills and knowledge. All the
tools in the world will not change anything if the
mindset does not allow and support change.”
!
~~Grady McGonigall and Tina Doerffer!
The leadership implications of the evolving web!
Bertelsmann, Stiftung Leadership Series!
.!
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We re biologically compelled to
create emotional contagion .
~~Shawn Anchor!

10:5 Action!

“A.I.R. ” Framework / Tool
TM

A

ppreciating &
learning from the
PAST
(Continuity)

Reflect and

Imagining and

(Transition)

(Novelty)

take action
NOW

= ROE2

co-creating an
ideal FUTURE

TM

Return On Energy through Positive Engagement
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Appreciating &
Learning from the Past
People will have more confidence
and comfort to journey into the
future (unknown) when they carry
forward parts of the past (known).
If we carry forward parts of the
past they should be the best
parts.

Bring our luggage
NOT our baggage
.!

Collaborative Mindset in a
Time of Change
Throughout our lives we have all
experienced times of challenges
or rapid change in our work and
in our life. Often these changes

" Interviewer
Interviewee #

are thrust upon us and if we
were fortunate, we were part of
team (family, group) who
collaborated, and helped
successfully navigate the
change.

APPRECIATING & LEARNING
FROM THE PAST

IMAGINING THE
FUTURE YOU WANT

REFLECT AND TAKE
ACTION NOW
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A Collaborative Mindset in Times of Change
Reflecting back upon your life or career, tell me a story about
a time of significant change, perhaps even transformational.

A time when the actions and behaviours of the group
you worked with (this could have been at work, school or
personal) had a significant and positive impact on the
work environment/climate during a time of change. As
a result of the way this group came together, they were
able to serve their clients in a ‘can do’ mindset. Highly
engaged, positively energized and together achieved a
successful outcome.
Include as much detail as you can in your story, you may want to share:
Where this took place . . . Who was involved . . . What specifically did you observe that
you believe contributed to this success? What helped to bring everyone together in this
perfect storm? What were the root causes of their success?
APPRECIATING & LEARNING
FROM THE PAST

IMAGINING THE
FUTURE YOU WANT

REFLECT AND TAKE
ACTION NOW

Leading in Times of Change
Discuss what it was that
made these stories so powerful?
What are the two or three (or
more) behaviours, skills and/ or
practices that you believe
were the root cause of this
success?
PRINT Ideas on POST-it notes
(Write a sentence Vs. one word).
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E.P.I.C.

“Surpassing the usual or ordinary, particularly in scope or size”

ENERGY

story telling, generative questions,
reframing

!

PRESENCE

responding in a mindful way

IMAGINATION

co-creating images of the future

Collaborate

working to create a healthy climate

Stories Engage, Energize Us
& Helps to Change Mindsets
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March 16, 2014 – Dubai
Fareed Zakaria Interviewed
President Bill Clinton

!
“Is it possible to learn how
to successfully work with
others?” ~~Fareed Zakaria
Storytelling
“I was taught to listen and to observe and to pay attention
and to listen to other peopleʼs stories. I was taught that
everybodyʼs got a story ….
We should teach people how other people view the world
diﬀerently from us, how other people have experienced life
diﬀerently from us. Itʼs a discipline. Itʼs a learned gift and itʼs
part of some cultures and not part of others.”

~~President Bill Clinton

Power of Story

(4 mins)
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Sven the Simcoe “Elk” at the table!
Characteristics of Sven: he has the heart of a Labrador, is the conscience of the character
in movie Frozen, Kristoff. Sven has strong moral character and always convinces Kristoff to
do the right thing.!

!

E – Empathy generates positive energy by “walking in each
others’ shoes”

L – (appreciative) Listening and asking ‘curious’ vs judgmental
questions

K – Kind vs nice (addresses challenges) builds relationships,
co-creates new knowledge & strengthens commitment to
implementation

Power of Empathy

(4 mins)
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Art of the Question

Asking questions that
inspire and motivate

Expanding Possibility Through
Positively Framed Questions
“The questions we ask, the things we choose to focus on, the topics
we choose determine what we find.
What we find becomes the data and the story out of which we
dialogue about and envision the future.
And so, the seeds of change are
implicit in the very first question we ask.”
- David Cooperrider, 1995, Introduction to Appreciative Inquiry
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Human systems move
in the direction of
what we deeply and
persistently ask
questions about.
~~Bernard Mohr

Choice!Map!

Learn More & Download !
Choice Map at: !
http://inquiryinstitute.com/ !
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Knower (Judger) Mindset
(In Human Systems this is can be a
Win/Lose or even Lose/Lose)

Why is employee engagement so low?
What is wrong with communication?
Why are students failing?
Whoʼs to blame?

Adapted from: Change Your Questions, Change Your Life by Marilee Adams

Learner (Curious)
Mindset
(In Human Systems
this can be a Win/Win)

Whatʼs working here? and
How do we get more of that?
What can we learn from this?
What keeps us energized/engaged?
What possibilities have we not yet
considered?
Adapted from: Change Your Questions, Change Your Life
by Marilee Adams
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Switching Questions

Learn More & Download !
Choice Map at: !
http://inquiryinstitute.com/ !

Suggestions for Asking
Learning Questions
! Ask: What do I want my question to accomplish?
! Listen carefully for understanding.
! Practice Learner mindset: stay curious
! Value not-knowing
! Avoid analysis paralysis:
Do I have enough information to act?
! Ask: How would an inquiring leader handle this?
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Appreciative Questions
Are aﬃrmative.
Are generative in nature.
Build relationships
They engage heart, spirit &
mind
Are presented as an invitation
to tell stories.
Value “what is."
Help people to think in terms of
both/and Vs either/or

In Pairs:
Come up with an example
of a judging question and
change it to a learner
question …
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If you want to
change the climate,
change the conversation.
and
If you want to change
the conversation,
change the questions
you ask.”

~~Joyce Majors

Power of
Reframing
Half full
or
Half empty??
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Itʼs all about seeing the
world diﬀerently
validating and reframing

What to study ….

Itʼs not about ignoring
the negative!

Innovation &
Transformation

(Study abundance gaps)

Problem Solve

Creating an
Exceptional
Arrival
Experience!

(Study deficit gaps)

Service
Recovery!
Baggage
Problems

Source: Dianna Whitney
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Chronic Pain Analysis
On a scale of 1 to 10,
describe your comfort level?
If comfort level has decreased:
“In the past – what has
helped to increase your
comfort level?”

Tell me your story of how you found the courage and
strength to leave the abusive relationship.
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Google Images
Ghana Street Kids

Street Kids Ghana

Tell me a story of a time when you felt
really happy living in the streets.
Without shedding some of their own assumptions, the interviewers would find it nearly
impossible to meet each street child on his or her own terms and then accept that child
as he or she is in order to learn more.
~~ Mette Jacobsgaard

Creating a Safe & Inclusive School
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In Pairs:
Come up with an
example of a deficit
frame and reframe
it…

!

Generating
Relational Energy
Appreciate and look for whatʼs
Working!
Invite people to share their stories
(and tell your own stories)
Use A.I.R. framework to ask
Appreciative and generative
questions.
Be open to challenging your current
mindset.
Practice reframing.
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Appreciative Micro
Practices (AMP )
TM

!!

'
!

“We don't have to engage in
grand, heroic actions to
participate in the process
of change.
Small acts, when multiplied
by millions of people, can
transform the world.”
!

~~Howard Zinn!

Small Changes Lead to Big Impacts!
.. it is the smallest things that leaders do at the right
times that can have very meaningful outcomes.
In the research it shows that simply being told:
Thank you so much! I am really Grateful in an otherwise
ordinary email was enough to motivate more voluntary helping
behaviours.
~~The Science of Leadership, Julian Barling, Queens University
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Fixing Problems?!
Building Relationships?!

Coaching for Performance

A
I

R

A
R

I

Improving Performance

Discovering our strengths
(Trainer story)
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A
R

I

Parenting

What you focus on you
get more of . . .

E.P.I.C.

“Surpassing the usual or ordinary, particularly in scope or size”

ENERGY

!

story telling, generative questions,
reframing

PRESENCE

responding in a mindful way

IMAGINATION

co-creating images of the future

Collaboration

working to create a healthy climate
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Playing in a mindful way

Research by Professor Ellen Langer

Mindless State
An inactive state of mind
characterized by reliance on
distinctions , categories drawn in
the past:
1. The past over-determines the
future
2. Trapped in a single perspective
3. Insensitive to context
4. Rule and routine governed
Typically in error rarely in doubt
~Ellen Langer
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Mindfulness State
An active state of mind
characterized by novel
distinctions–drawing that results in:
1. Being situated in the present
2. Sensitive to context and
perspective
3. Rule and routine guided
4. Phenomenological experience of
engagement
Noticing novelty reveals uncertainty
~Ellen Langer

Joannie Rochette
Photo from Google images
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Reflections on Mindfulness
Take a few minutes to talk
about what intrigued you
about Ellen’s presentation.

What was one insight
or take away that
you might build into
your daily interactions?
Print answer on
the post-it notes.

E.P.I.C.

“Surpassing the usual or ordinary, particularly in scope or size”

ENERGY

!

story telling, generative questions,
reframing

PRESENCE

responding in a mindful way

IMAGINATION

co-creating images of the future

Collaborate

working to create a healthy climate
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WHAT

!

together we will discover some
skills and practices need to fuel
our approach to change?

“The true sign of
intelligence is
not knowledge
but imagination.”
~~Albert Einstein
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“A.I.R.” Framework / Tool

A

ppreciating &
learning from the
PAST
(Continuity)

Reflect and

Imagining and

(Transition)

(Novelty)

take action
NOW

co-creating an
ideal FUTURE

= ROE

Return On Energy through Positive Engagement

Imagining the Future

“If your actions inspire
others to dream more,
learn more, do more
and become more,
you are a leader.”
~~John Quincy Adams

APPRECIATING & LEARNING
FROM THE PAST

IMAGINING THE
FUTURE YOU WANT

REFLECT AND TAKE
ACTION NOW
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Imagining the Future
Imagine that when you go to sleep
tonight – you go into a DEEP sleep.
When you awake it is two years from now!
You are working with you clients and
colleagues and you notice that we (people in
this room) are role modeling a strong and
appreciative mindset about change.
People come to ask to help them learn
how to embrace change and generate
positive human energy to fuel at work.
What skills, behaviours or practices have
helped us to achieve this success?
What metaphor are we using to describe
our approach to change?
Capture metaphor in words or image.
APPRECIATING & LEARNING
FROM THE PAST

IMAGINING THE
FUTURE YOU WANT

REFLECT AND TAKE
ACTION NOW

Imagining the Future
Imagine that when you go to sleep
tonight – you go into a DEEP sleep.
When you awake it is two years from now!
You are working with you clients and
colleagues and you notice that we (people in
this room) are role modeling a strong and
appreciative mindset about change.
People come to ask to help them learn
how to embrace change and generate
positive human energy to fuel at work.
What skills, behaviours or practices have
helped us to achieve this success?
What metaphor are we using to describe
our approach to change?
Capture metaphor in words or image.
APPRECIATING & LEARNING
FROM THE PAST

OUTPUTS:
PRINT on Post-Its
Two or three (+/-) leadership
skills, behavours and/or
practices.
Be descriptive vs giving one word
responses.
Capture metaphor in words or
images & be ready to present

IMAGINING THE
FUTURE YOU WANT

REFLECT AND TAKE
ACTION NOW
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E.P.I.C.

“Surpassing the usual or ordinary, particularly in scope or size”

ENERGY

story telling, generative questions,
reframing

!

PRESENCE

responding in a mindful way

IMAGINATION

co-creating images of the future

Collaborate

working to create a healthy climate

“A.I.R.” Framework / Tool

A

ppreciating &
learning from the
PAST
(Continuity)

Reflect and

Imagining and

(Transition)

(Novelty)

take action
NOW

co-creating an
ideal FUTURE

= ROE2

Return On Energy through Positive Engagement
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Reducing Stress at a
Children’s Hospital
Bridge between hospital and
parking lot – as people came
and left the hospital they
experienced:
•

Music with 20 second
segments of children sharing
the story of their experience

•

Pictures / drawings by the
children

•

Quotes from families and
children

Seeing Change as an Adventure (Focus on us)
Come up with some things
for
us to do that will strengthen us –
individually and collectively to
create a healthier work climate –
with an appreciative mindset in a
mindful way.
Things that we can do individually,
collectively over the next 100 days.
PRINT each idea on a separate
post-it note
Source: Thatchenkery, T. & Metzker, C. (2006). Appreciative Intelligence::!
Seeing the mighty oak in the Acorn. Barrett- Koehler. San Francisco, CA.!
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Personal Reflection
What is one small change or
action that you will do to help
yourself and/or others flourish
in these turbulent (white-water)
times?
Be prepared to express what you
feel comfortable saying at our
check-out session.

APPRECIATING & LEARNING
FROM THE PAST

IMAGINING THE
FUTURE YOU WANT

REFLECT AND
TAKE ACTION NOW

Contact Information:
Maureen (Mo) McKenna
mckenna.maureen1@gmail.com
www.innovationworks.ca
416-921-3204
Twitter @momckenna
(I tweet what I want to recall)

''
'
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Thanks to David Cooperrider, Jane Magruder Watkins and other
Appreciative Inquiry and Positive Psychology practitioners for
generously sharing your inspiration, ideas, materials and
information.
A special thank you to Noboru Kitahama for permission to use
his photographs. http://www3.telus.net/crp/
Source of other photos, purchased from:
www.istock.com or
www.canstockphoto.com/
Or
Personal images
You are welcome to use these resources,
where appropriate, please acknowledge source
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