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APPRECIATIVE INQUIRY
FACTORS THAT DETERMINE THE SUCCESS OF Al CHANGE PRESSES

ABSTRACT

This research concerns the change methodology Aiapinee Inquiry (Al). It can be described
as a methodology that takes a positive stance tlsndranging and developing organizations. The
main research question is: Which factors deterrtfiresuccess of an Appreciative Inquiry change
process?

Al literature, written by its proponents, providege success factors; these are summarized in
a conceptual model. The suspected success factargp@rtive management’, a ‘guiding core
team’, a ‘facilitating consultant’, ‘employee inv@ment’, and ‘positive communication’) are
evaluated by exploring the scientific literaturedamn basis of interviews with 18 people who
were involved in six Al change processes.

Scientific literature supports all success fact@scept for one: ‘employee involvement’,
which is not eliminated. The analysis of the intews indicate that a ‘guiding core team’ and
‘positive communication’ are not eliminated; thengning three success factors are supported. In
addition, the role of the consultant has to be stdpt from ‘facilitating consultant’ to ‘guiding
consultant’. Moreover, based on the interviews, sunecess factor is added to make Al literature
more comprehensive: the ‘institutionalization oé tthange process’. Therefore, the factors that
determine the success of an Al change process sangportive management’, a ‘guiding
consultant’, and ‘institutionalization of the changrocess’. The factors ‘employee involvement’,

a ‘guiding core team’, and ‘positive communicatiané not eliminated.

Key words. Appreciative Inquiry, organizational change, mgegraent, core team, consultant,

employee involvement, communication.
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1. INTRODUCTION

“We cannot solve problems by using the same kihthioking we used when we created
them”, is something Albert Einstein once said. Tlggote describes the essence of the
Appreciative Inquiry (Al) change methodology andghlights the difference with other
approaches of change processes. Since the eightaest century, Al is used to emphasize that in
every organization there are things that work amdnge can be managed through the
identification of what it is that works, and conseqtly analyze of how to further develop and
apply the things that have effect (Hammond, 1988piece of research presented in this paper
fits the field of organizational change managemastjt unveils the factors that determine the
success of an Al change process.

According to Cooperrider and Srivastva (1987) thentast between problem-solving
techniques and Appreciative Inquiry starts at thsi® Problem-solving techniques attempt to
analyze deficits. The identification of a probleeads to the analysis of the causes; after that an
analysis of possible solutions will be performend & ends with action planning: the treatment.
Al perceives an organization as a mystery to beraoadl. It starts with appreciating and valuing
("what is”); followed by envisioning (“what mightd3); after that dialoguing (“what should be”)
and ends with innovating (“what will be”).

For more than 50 years, many authors have writtiéicles and books about change
management in an attempt to help organizationamplement change successfully (Walker,
Armenakis, & Bernerth, 2007). Lewin (1947) argubdtta successful change must involve three
distinct phases: unfreezing, moving, and freeziBgilding on this model, several researchers
have described steps one can employ in implemerdiggnizational change (Judson, 1991,
Kotter, 1995; Galpin, 1996). However, these modgsnot guarantee successful organizational
change.

With regard to Appreciative Inquiry and change ngamaent quite a lot is written. According
to its proponents, Al is one of today’s most popuhange methods (Cooperrider, Whitney, &
Stavros, 2005). The question arises which factetsrthine its success?

This research contributes to the existing litemtiiecause it not only provides an overview of
the factors that determine the success of Al changeesses according to its proponents, but also
considers the scientific and empirical evaluatibthese success factors. In that way, Al literature
will be enriched.

The research objective of this research thereferétd provide insight in the factors that

determine the success of an Appreciative Inquiange process”.
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Al studies and literature can be scientific, beeals makes an observation of what is, and
may also be metaphysical, because it has idealghat might be (Cooperrider, & Srivastva,
1987). This consequently makes Al literature gsitbjective, because it is often about positive
changes. Hence, in this research there is a distmdetween Al literature and scientific
literature. Al literature is the subjective, undedl literature, written by Al proponents, whereas
scientific literature is the ‘classical’ changeefdture that claims to be objective and non-
metaphysical.

Data will be collected by literature study (secawyddata sources) and by interviews with
persons who were involved in an Al change procpeméry data sources by case studies). The
literature study aims to identify what the most ertant success factors are for Al change
processes, according to its proponents. These ®geticcess factors will be evaluated by
exploring the scientific literature and on basismérviews with people who were involved in Al
change processes. Scientific literature will bedusefind supporting evidence of these factors,
evidence that specific factors are not supportegdmgnce, or factors which can be added to Al
literature. The first part of the interviews incégl‘open’ questions, in the second part Al data
functions as input for the formulation of the quas$. The case studies can provide empirical
evidence for the success factors, eliminate sowters or provide additional factors. So, in case
of missing factors in the conceptual model, these added to the model, thus making Al
literature more comprehensive. Figure 1 on the pexfe provides an overview of the different
parts of this research.

The research question is:

“Which factors determine the success of an Appteednquiry change process?”

The following sub-questions were formulated:

» What are the success factors for Al change prosessmrding to Al literature?

* Which success factors for Al change processes w@yposted or eliminated by scientific

literature?

* Is there empirical evidence for these success factr do they have to be eliminated

according to empirical research?

* What are additional success factors for Al changegsses that strengthen the existing Al

literature?

It is possible that Al literature, scientific lisgure and experience support each other, because
the existing Al literature is also partly based smience and practice, but it is expected that Al
literature, scientific literature and the empiricalsearch do not agree on all success factors,

because they have a very different point of view.
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FIGURE 1: Research overview
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Factors which determine the success of an Al changeess

The research is performed for TNO Management Caarsisl (TNO MC), a consultancy
organization in Apeldoorn (the Netherlands). It affiliated with TNO, the Netherlands
Organization for Applied Scientific Research, wahparticular focus on quality and change in
organizations. One of the methodologies used by MNDis Appreciative Inquiry.

The next chapter provides a theoretical overviewlditerature. It explains the principles of
Al and its success factors for change, accordingstproponents. The conceptual model will be
presented after this literature section. In chafttexe the research method is outlined. Thereafter,
success factors will be evaluated by exploringsttientific literature. The fifth chapter shows the
results of the empirical research. Finally, thedssion chapter provides a conclusion, theoretical

and practical implications, and limitations, andsels with recommendations for future research.
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2. Al LITERATURE

This chapter provides a theoretical overview of femethodology and the factors that
determine the success of an Al change processrdiegado its proponents. All factors together
lead to the conceptual model, presented at theoktius section. There are many quotations in
this chapter, because Al proponents speak and wnit@teral about it. Not knowing whether

these statements are scientifically right or wraegults in many quotes.

2.1 Appreciative Inquiry

In a period of 20 years, “Al has developed fronelatively obscure process shared by a small
group at Case Western Reserve University to a migonhnique for positive change, with
applications ranging from small group team develepts to worldwide initiatives” (Sorensen, &
Yaeger, 2004: 229). Al is based on the assumptiah ‘every organization has something that
works well and these strengths can be the stgping for creating positive change” (Cooperrider
et al., 2005: 3). It is a broadly spread assumptian we can improve things by focusing on what
is not going well. “It never comes up in our mirtat the inverse also could be true sometimes
(and perhaps it is even more true). By focusingvbat goes well, we can multiply our successes
and use them consciously on a larger scale” (Vamiog, 2008: 25).

The theoretical underpinnings of Al can be tracemtkbto two central themes: the
philosophical school of social constructionism anel theory of positive expectancy (Fitzgerald,
Murrell, & Miller, 2003). Social constructionismages that people have “considerable influence
over the nature of the realities they perceive exuerience and that to a great extent they create
realities through shared symbolic and mental pseE€s(Fitzgerald et al., 2003: 5). It provides
the foundation for three of the five principles wahto Al. The constructionist principle states
that reality is socially constructed. Knowledge andganizational destiny are therefore
interwoven. As we talk, so we make. That is whypgemeed to “think of words as actions, as
powerful tools that do things” (Barrett, & Fry, Z2043). The second principle is the principle of
simultaneity. Inquiry and change occur simultangoi$he moment we ask a question, we begin
to create a change” (Whitney, & Trosten-Bloom, 2088). The moment one starts to explore a
topic, respondents recall such moments; questiansstmulate ideas and generate possibilities.
The poetic principle is the third principle that besed on social constructionism. “A useful
metaphor in understanding this principle is thamhn organizations are an open book. An
organization’s story is constantly being co-autdoréhe important implication is that one can
study virtually any topic related to human experenn any human system or organization”
(Cooperrider et al., 2005: 8).
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The second foundation of Al is positive expectaritys based on “the formidable power of
creating images of the future to stimulate andalioeganizational action” (Fitzgerald et al., 2003:
6). Positive imagery leads therefore to positivéioac On this foundation are the last two
principles of Al based. The fourth principle is thaticipatory principle. “The organization’s
collective image of the future, as projected in@ng conversations and categories of discourse,
guides what there is to notice in the present,@ndoing so, structures action” (Barrett, & Fry,
2005: 47). The last principle is the positive pijphe. It holds that organizations are responsive to
positive images and positive language. “The morgtpe the questions we ask, and the longer
we can retain the spirit of inquiry, the more ldagting and successful the organizational change
efforts” (Fitzgerald et al., 2003: 6).

An Al change process is described as comprisingt whaeferred to as the Al 4-D cycle
(Cooperrider et al., 2005: 5). The four phasesar®llows:

» Discovery: collecting data about an organizatiorsgengths, successes and special
competencies. It can be done within and across@atons and across time.

» Dream: sharing the stories and propositions irrgelgroup setting. A vision of the future of
the organization emerges: a future of what is jbessi

* Design: the creation of an organization design,easn the positive future vision.
“Participants co-construct the future” (Cooperrideal., 2005: 6).

» Destiny: the stage concerned with action plannmgJementing strategy and sustainability.

2.2 Success

Success is the outcome of a process, the targgiadr It is what all efforts are for; what they
are designed to accomplish. It may be an increasales, the development of a new product, or a
decrease in employee absenteeism (Buzan, Isra@bténo, 1999). Successful change according

to Oakland & Tanner (2007) is there when predeteechplans or goals are achieved.

2.3 Successfactors

The following factors, that determine the succdsanoAl change process, are presented in Al

literature.

Supportive managemendVithin an Al change process commitment of top nganaent is
important, and “a condition for a successful chapgeess” (Ahaus, & Van de Wetering, 2008:
125). Especially in case of large-scale intervergtiand involvement and cooperation of all

involved.
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During a change process at British Airways (Codgery & Whitney, 2005), employees
collectively and emphatically agreed upon the twseatial factors for success, and management
commitment was one of them.

Organizational leaders have to be sponsors, oritipeschange catalysts” (Cooperrider, &
Whitney, 2005: 45). Characteristic for Al changeqgesses, is that managers participate in the
process, just like everyone else. By doing so, thetythe opportunity to listen to and hear the
creative ideas, hopes, and dreams of their cole=agnd organizational stakeholders. On top of
this they have to provide the conditions, suchhesrtecessary resources which are needed to
execute the change process and to follow up orethdts of the process (Masselink, 2008).

The managers have to be curious concerning thestep®dreams of organizational members
(Cooperrider, & Whitney, 2005). And, following th® mindset, “they have to be willing to
accept the solutions developed by their employee, if those solutions do not fit their agenda”
(Masselink, 2008: 36). “They need to let go someaeties and just be curious to the results”
(Ahaus, & Van de Wetering, 2008: 111). The poweythsually have, is something to put aside
for a while, because “there is not just one trRéijerse, & De Bruin, 2008: 83).

To be supportive, trust is a key principle (Aha8syan de Wetering, 2008). What will
happen exactly, how the process will be shaped, veimat the exact outcomes are: it is not
possible to foresee that in advance (Masselink,e&Ibng, 2008). Management has to trust on the
self-steering course of the change process. Irtiaddhey have to trust their employees: trust on
their qualities, and count on “the wisdom of theved”. (Ahaus, & Van de Wetering, 2008: 110).

Management with an open mind is what supports thechfnge process most. It is an
“attitude of not knowing, of curiosity, and franlgseto what is coming” (Masselink, 2008b: 173).
Management has to allow improvements bottom up sapport this by giving people space to
launch ideas (Masselink, 2008Db).

Guiding core teamAs soon as an Al change process starts in an iaagam, it is a good
thing to establish a core team. Ideally, this grailpbe drawn from a variety of functions, levels,
and disciplines that collectively represent theirenbrganization. “Their multiple backgrounds
will promote more depth and breath of thinking. iflmultiple skills will promote creativity and
diversity in delivery of the process. Their mulépperspectives will allow them to design an
initiative that engage the most people possibleneaningful and inspiring ways” (Whitney, &
Trosten-Bloom, 2003: 109).

“The core team plans, designs, and oversees tle gmbcess” (Cooperrider, & Whitney,

2005: 47). “It is their responsibility to being suthat all members of the organization are well

A rijksuniversiteit
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informed about the process and their opportunitgsarticipate. In essence, the core team guides
the overall Al initiative and monitors its effedCooperrider, & Whitney, 2005: 48).

“The first step they (the members of the core tehmje to take in an Al intervention, is
selecting the affirmative topic. This is, in shdhe selection of the topic(s) that will become the
focus of the intervention” (Cooperrider et al., 8081). Because these people are representatives
of departments which have a direct merit in theeontes of the change process, “this is the way
to create a basis for the introduction of the cleangithin the organization” (Masselink, 2008:
37).

At British Airways (Cooperrider, & Whitney, 2005)e core team first decided whether or
not to bring Al into the organization. After thegaded to go forward, their work served as the
foundation for the whole-system inquiry that folledv During the change process, they served as
designers, champions, and supporters of the ov@raltess. Made up of line managers,
executives, employees, and the Al consultant, ‘them’s high performance served as a

benchmark for the entire initiative” (Cooperrid&r\Whitney, 2005).

Facilitating consultant. In former times, organizations would typically agaising external
consultants unless absolutely necessary. Nowadgays, generally recognized that a lack of
technical and project management expertise areebmto successful change. Many organizations
realize that their only way to gain access to sexjertise is through the use of consultants. An
external consultant can support the change proeessyalue in managing change, and transfer
knowledge (Oakland, & Tanner, 2007).

According to Lippitt and Lippitt (1978), roles ofansultant in a change intervention can be
placed on a continuum based on the activity leethe consultant. The roles range from a
process role in which the client does most of ttablem-solving to a resource role in which the
consultant does most of the problem-solving. In Imuaf conventional organizational
development (OD) practice, consultants bring neea&din the form of knowledge, tested by
practice and research, into the organization sbth@afocus is more on implementing externally
validated knowledge than on creating internallyegated knowledge (Bushe, & Kassam, 2005).
The role of the consultant in an Al interventiommsstly on the side of the process role, because
people themselves, not consultants, generate #iersywide organization analysis (Cooperrider,
& Whitney, 2005).

The consultant is the facilitator of the changecpss: introducing Al to the organization and
supporting the process. The consultant has to wegk to give the process away continually, to

support organizational members in making it theingCooperrider, & Whitney, 2005).
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According to Masselink and De Jong (2008) the clhastihas to arrange the process with “a
minimum of structures and a maximum of autonomgimmum of rules and bureaucracy, and a

maximum of independence and individual respongi{Masselink, & De Jong, 2008: 34).

Employee involvementAt British Airways (Cooperrider, & Whitney, 2005)eople agreed
upon the two essential factors for success: managenommitment is already mentioned; the
second one is involvement of the entire workfoftdas been emphasized that without either of
these, the effort would not make a bit of differentFor Appreciative Inquiry to be a viable
philosophy and tool to revitalize the culture osgian for service, whole-system involvement was
needed. Everyone, at all levels throughout thaewtiganization, had to be invited to participate
in such a way as to rally their support and invoteat” (Cooperrider, & Whitney, 2005: 22).

By using a large-scale intervention, one can beédained of richer plans, more ownership,
and a faster implementation of the change procgsksaus, & Van de Wetering, 2008: 134).
There is a rule of thump for communicating a chapgecess: three months, three weeks, three
days. It means that top-management needs threehmaat ‘sell’ a change process to the
organization, middle-management needs three weeksrtvey it; but through participation and
involvement of the employees, only three days &edad at shop floor level. “Because of these
advantages, a large-scale intervention seems tatda¢Ahaus, & Van de Wetering, 2008: 134).
Because so many people are involved, “it is easienake more rapid decisions, and to make
commitments to action in a public way, in an opexywhat everyone can support and help make
happen” (Barrett, & Fry, 2005: 110).

According to Whitney and Trosten-Bloom (2003) inxerhent of the whole system means
involving a group as diverse as possible. “At tleeyveast, include both traditional leaders and
informal opinion leaders. At best, involve a smalicrocosm of the organization, including
people from a variety of functions, levels, tenysgExcio-ethnic communities, and interest groups.
By engaging the whole system, it gives people apeeance of the power of full-voice
participation” (Whitney, & Trosten-Bloom, 2003: 105

“Al gives everyone the opportunity to share themowledge thus leading to meaningful
change” is written by Masselink (2008b: 183). Aating to him, it is not needed to let external
specialists create a vision if people who are periog the activities on a daily basis know
perfectly well which improvements are possible. &Tiisk of ‘not invented here’ is much bigger
when it is put forward by someone else, not bec#useuld not be a good solution, but simply
because people who have to use it were not invoivéite process” (Masselink, 2008b: 183).

“One of the fundamental facts about human beinggjiglity. Equality means that we each

want to share our voices. People must feel thathlge a right and a responsibility to lift up thei

rijksuniversiteit
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visions of a better world” (Salopek, 2006: 22). ‘dnsignificant Al change process, all players
provide an equal share in the change process adojects of the desired situation and the
execution of tasks which are needed to get thavidsgelink, 2008b: 171). All employees are
exceptions to the rule. No two human beings aretgxalike. “Al tries to measure each person’s
uniqueness, and people resonate and respond toMaaagement methods that see people as

interchangeable cogs create resistance to chaSgédfek, 2006: 22).

Positive communicationAl makes use of dialogue instead of problem-sohasgthe main
tool (Barrett, & Fry, 2005). “An open dialogue makie possible for people to let others listen to
their voice and to say what they want to say withremy restrictions” (Masselink, 2008b: 171). It
concerns “really listening to the stories of othewsd suspend one’s own opinion at least
temporary” (Ahaus, & Van de Wetering, 2008: 113JakKe stories of others serious, listen
carefully, and if the same happens with our storigen it is possible with respect and in a
professional way to arise new things” (MasselinkD& Jong, 2008: 34). With the practice of Al
“conversations transform one-way, top-down commation into open, whole-system dialogue.
It dramatically shifts who talks to whom about whatvolves genuine, two-way inquiry and
dialogue among improbable pairs of people (senianagers and machine operators, customers
and employees, functional departments and theigimgrcounterparts), and focuses people’s
energies and efforts on what they value” (Whitr&y,rosten-Bloom, 2003: 79).

This appreciative way through the use of positieaguage comes to action in: “the
affirmative topic choice, which puts the subjectimother perspective; the appreciative questions
during the Al interviews; and the fact that theemiewer can only ask questions and is not
allowed to discuss the answers” (Ahaus, & Van deéifeg, 2008: 124). “Positive interview
guestions bring out the best in people, inspiratipesaction, and create possibilities for positive
futures. They unleash enthusiasm within human systéecause they amplify the organization’s
positive core” (Whitney, & Trosten-Bloom, 2003: 67)

People can be skeptical sometimes. All the posttiugking and elements like dreaming and
appreciating do not always appear to be appropmategganizations. Then it is the task of the
consultant to provide a different perspective. Dgsing the things that go well in an organization.
Even then, people can be skeptical because thely they are not allowed to talk about things
that bother them. Of course people may have coscand they can share them, but “it is not
allowed to give those topics any energy. It is meketb make a positive turn, otherwise the
organization keeps focusing on that problem” (Diepaat, & Van der Woude, 2007: 1).

rijksuniversiteit
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2.4 Conceptual model

All the factors mentioned in this chapter are iné¢gd into the following conceptual model.

FIGURE 2: Conceptual model

Guiding
core team
Supportive Facilitating
management consultant
Success of an
Al change process
Employee Positive
involvement communication
iy
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3. RESEARCH METHODS

The previous chapters concerned the subject anoretieal base of this research. The
following chapter deals with the methodology unged this research. The goal of this research
is to provide scientific and empirical evidencetlué success factors according to Al proponents.
The research methods used to accomplish the literatudy and the empirical research will be

addressed in this chapter.

3.1 Literature study

The literature study consists of two parts: Alrétieire and scientific literature. The collection

and the analysis of this data will be clarified.

Data collection.Purpose of the literature study was to find outerabout Al and to identify
what the success factors for Al change processe®Basides, scientific literature is used to find
supporting evidence for the success factors. Lliteeahas been gathered using books and
scientific articles through databases on the letemdost of the American Al literature used, are
books of authors like Cooperrider, Whitney, BarrEty, and Trosten-Bloom. For example, Dutch
authors are: De Jong, Masselink, Van Domburg, \@mvetering, and Ahaus.

EBSCO Business Source Premier was used frequenitydt articles. For example, keywords
used are: Appreciative Inquiry, Al, organizatioreilange, successful organizational change,
supportive management, management, core team, rateps, consultant, facilitator, positive
psychology, and a lot of combinations between whkesthese.

PurpleSearch (a database of the library of the &isity of Groningen) was used to search for
interesting books. Then the library of Economicd 8usiness could be visited. Sometimes parts
of the book which were needed could be read onntieenet as well. Google Books and Amazon
gave the opportunity to browse a book online. Témes keywords to find articles were used to
find books.

Data analysis.To decide if an article or a book could be usedtits research, some criteria
were applied. If it is Al literature or not depenai®stly on the author(s). Authors named above
are known as Al proponents. A foreword of a bookGwmoperrider was also enough to know it
was Al literature. To select the success factocsm@ing to Al proponents, Al literature with parts
about success factors was analyzed. Six bookscamdhfticles mentioned factors that determined
the success of Al change processes. These factmes written down and counted. The five
factors cited most are called the success factmarding to Al proponents.

TR® TNO Management Consultants 13 / g‘g},ﬁi‘;ﬁg‘g’ﬁrs‘te“
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Scientific literature concerning these five succksgors of supporting or opposing nature
was analyzed approximately in the same way. Clegunaents were written down and the total
numbers of proponents and antagonists were coudteda result, the success factors were
supported (an evident majority of proponents), elated (an evident majority of antagonists), or

not eliminated (mixed results: as much propones@raagonists).

3.2 Empirical research

The empirical research concerns interviews witlsges who were involved in an Al change

process.

Data collection.The first part of the interviews included ‘openiestions, in the second part
collected data derived from the Al literature stddgictioned as input for the formulation of the
guestions. The interviews concerning some casesdaw empirical evidence which can be used
to examine which success factors are importanhilachange process. Multiple comparative
cases have been selected in order to provide malidity and overcome the vulnerabilities
associated with single case studies (Yin, 2003).

Semi-structured, open-ended, in-depth interviewseweonducted, which is known as
gualitative research. This kind of research gives dpportunity to askiow?” and Wwhy?”
questions, and therefore makes it possible to peaple’s opinions and ideas about the subject
(Baarda, De Goede, & Teunissen, 2005). By meanmtefviewing, this research adopted a
retrospective approach which means that the fo@assam looking back at how the selected cases

have been perceived.

Case selectioriWhen one is testing theoretical hypotheses itéslus use a random group of
respondents. With case studies this is not neededen preferable (Eisenhardt, 1989). In this
research six Al change processes are selectedulbarbécause of their characteristics, in an
attempt to provide a comprehensive picture of Adrafe processes. Besides, to ensure that the
cases generated the required research data, sseletion criteria were applied.

Firstly, the change process should be an Al changeess. When the consultant stated that he
or she used the method, the project could be usedcase. Only applying the Al philosophy was
therefore not enough. When the 4D-cycle was expthiand used, it was called an Al change
process.

Secondly, the interviewees needed to have enougWwlkdge of the change process and the
method used. This means that the respondent Haslwmrking within the organization during the

change process. In each case three people wergemted. One of them was the initiator for this
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change process and/or the one who led the chamagegs. The other two persons were also
involved in the process. One time the consultarg mweerviewed, because of the objectiveness he
could add in a really complex project (Case 6).

The final selection criterion was the variety o throjects. Six cases were involved that vary
on the following aspects: duration, consultantfiprersus not-for-profit, and number of people
involved. Concerning the duration: the shortesnglegprocess took one day and some preparation
(Case 2), but the longest is an ongoing processhnsiarted eleven years ago (Case 4). The
consultant leading the change process was not als@yeone of TNO Management Consultants,
but also of Play to Change: Ronald van Domburg éGgsand Alter Conflictmanagement: Chris
Bos (Case 6). A not-for-profit organization is c&@n example of a profit organization is case 2.
At case 5 almost 300 people were attending theelacgle intervention, at case 2 just 15.

Appendix A provides an overview of the people wheravinterviewed.

Selected Casefase 1: In 2006, about % years after the stathedohew organization, they
wanted to talk about the opportunities to improlve tollaboration. Their goal was to create a
common culture. Two days long, all members of ttganization (140 people) came together and
talked about that theme. The consultant was Anmret de Wetering of TNO Management
Consultants.

The second case is a small intervention guided IloyeA van de Wetering of TNO
Management Consultants. For some time they werekitig about how to develop the
collaboration. One Al day at the end of 2008 waganized to bring the 15 trainers/coaches
together to think about the core qualities of tleeganization.

At case 3 an appreciative way of internal auditmgs been introduced. Annet van de
Wetering and Wil Swinkels of TNO Management Coresulé have trained two groups of internal
auditors: one in 2006 and another in 2008. Theythankind of appreciative auditing as a way to
get auditing out off the negative atmosphere. Theye working with Al before and wanted to
apply this to the internal auditing process.

Since 1998, Al has been applied as much as pos#ilkese 4. The director wants to create an
environment where people feel empowered and valoetheir contribution. The management
style used up to 1998 can be described as reaibetdie and poor delegation. Since then, an
ongoing Al change process is finding its way witthis division.

How do | encounter my passion?, was the questiowlooh a large-scale intervention of the
fifth case. Ronald van Domburg of Play to Changealé of the 300 people work with this

question. Spread over four days in June 2008, pewple invited to inspire each other and to
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consider how to combine their passion with theirkvdn advance, facilitators were trained to
help guiding the process.

The last case is no organizational change, buaagghprocess in which several governments
and occupants of 115 houseboats were involvedsAised there from 2005 to 2006 to let the
different parties talk with each other instead ighfing. Chris Bos and Belinda van Riesen of
Alter Conflictmanagement got the opportunity todgithe process of legalization of the moorings

in the canal.

Interviews. During two months 18 people who were involved ihchange processes have
been interviewed. Participation in the research amagely voluntary. The process leaders were
contacted face-to-face, by e-mail, and by telephdihe e-mail contained information about the
research, the interviews, and about confidentiallge estimated time was an hour for each
interview, but naturally some deviations occurrBdch interview was recorded and also notes
were taken during the interviews. The interviewaese promised confidentiality. Interviews
were written out as soon as possible, and thevietgees received a copy of their own interview
to check it for accuracy and verify their respondesthis way they got the chance to give
comments and approval. This enabled the verifinatiothe findings from the interview. Validity
and accuracy of the gathered data are partly absurdnis manner. After that, the data could be

analyzed. Appendix B contains some important statemin Dutch of the interviewees.

Data analysisTo analyze qualitative data, Baarda et al. (200&8eruse of labeling: giving a
name, description, or other code to text sections.
Baarda et al. (2005) use seven steps:
Label the data
Organize labels and look for connections
Interpret and name the label structure
Determine the validity of the labeling
Define core labels

Determine the inter subjectivity

N o o bk~ w NN

Answer the research questions

The first step (the labeling process) exists ofrd@ag for an important term (label) that
characterizes the text section and is relevantafewering the research question. Organizing
labels and looking for connections (step two), nsedrat you have to look for some structure

around the total of labels. This makes it posstbleliscover possible connections between the
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different data sets. After organizing the labelss ihecessary to find out which labels are more or
less synonyms of each other. Sections with a coabparcontent are combined. This makes it
possible to interpret and name the label strudistep three). The next step takes into account the
determination of the validity of the labeling. Asranimum you need ten to fifteen interviews. In
this research 18 interviews were included, so dil&ity can be determined. As part of the fifth
step, a definition of the core labels is neededhisiresearch, the core labels were: goals, sscces
management, core team, consultant, employees, coioation, impact, satisfaction, and
different same change process. The inter subjgc(siep six) is not tested by another researcher,
but because | have discussed it with a colleaguetbalo this and because he helped me with the
first labeling, another researcher would probaldg more or less the same labels. The final step:
answers to the research question, are providdeindnclusion.

As a result, the success factors were supportedi@iviewees thought it was important and
decisive for the success to a greater or lessenpxteliminated (all interviewees stated it was
important but not decisive for the success, orimgbrtant and also not decisive for the success),

or not eliminated (mixed results: interviewees gswpporting and eliminating answers).
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4. SCIENTIFIC FOUNDATIONS OF SUCCESSFACTORS

In the second chapter, the success factors of am#@ige process according to Al proponents

are mentioned. In this chapter scientific literatabout these factors will be analyzed.

4.1 Successfactors

Are the success factors supported by scientigedture, is there any evidence that particular
factors cannot be supported by science, or are flaetors which can be added to the existing Al

literature?

Supportive managemen#ccording to Al literature, ‘supportive managemeist'a success
factor, because managers have to participate irchla@age process; they have to provide the
conditions, like the resources, which are needezkézute the change process and to follow up on
the results of the process; they have to be willmgaccept the solutions developed by their
employees; they have to trust on the self-stearmgse of the change process and count on the
wisdom of the crowd; so they have to allow improees bottom up.

In scientific literature, management support anchimitment to change play a crucial role in
success (Burke, 2002; Carnall, 2007; Greiner, 196atter, 1995; Yukl, 2002). Case study
research of Young and Jordan (2008) provides evgld#mat top management support is the most
important critical success factor for project sscand is not simply one of many factors.

For example, commitment and support for the impleiaiéon of a decision are crucial
factors. “Decisions are not complete until the 1sseey resources are applied in the appropriate
manner” (Carnall, 2007: 18).

Another example of the importance of ‘supportivenagement’ is a research to determine
whether characteristics of management driven chaegeities contribute to successful change,
conducted by Rafferty and Griffin (2000). Resultdicated that characteristics of management
and the extent and intensity of management driveange activities, had a positive impact on
organizational climate and morale. On top of tiiay got strong positive results for supportive
leadership interventions. The number and mix ofdéeship interventions adopted was
significantly positively associated with supportieadership.

Logan and Ganster (2007) tested the efficacy ofcemepment interventions on attitudes and
performance. There were positive results, but doythose who felt that their supervisors were
supportive. The effect of the intervention on cohéind self-efficacy perceptions is moderated by
perceived supervisor social support, having a Sagmtly greater effect for those participants
who report high levels of support.
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Oakland and Tanner (2007) make a case for theHattmanagement has a key role to play,
both in setting direction, inspiring change throoghthe organization and ensuring that change is
implemented.

Leadership is important according to Beer and Nol#000). They define two types of
leaders: leaders who subscribe to Theory E, andetsawho are more likely to adopt an O
strategy to change. Theory E is change based amoeto value. Those leaders manage change
top down. They set goals with little involvemenorfr their management teams and certainly
without input from lower levels or unions. Theoryiochange based on organizational capability.
Participation is what counts for those leaders.oi$f are made to get all the employees
emotionally committed to improving the company’sfpemance. Change is started bottom up.
The combination of the two theories is even befféis would be like setting direction from the
top and engaging the people below. In an Al chanrgeess, the factor ‘supportive management’
has to have the combination of the two theoriesabse managers set the direction, but allow the

improvements bottom up.

Guiding core teamAccording to Al proponents, a ‘guiding core teamm’a success factor,
because it plans, designs, and oversees the pnicess; monitors its effect; and is the basis for
the introduction of the changes within the orgatiara

In the main, all organizational change involvesséhphases: preparation, followed by the
implementation and, finally, a period of consolidat During stage one the organization
articulates the challenges that are motivating ichange. It designs a response and establishes
goals. Change efforts will fail, when the desigmpaor, according to Morgan (2001). It includes
the failure to address the underlying processes tasget the work done.

Preparation is the key to successful change, argbempson (1994), but does one need a
core team? He confirms that. A discovery team éasdills it) is a team whose members represent
all levels of management and employees from diffedepartments and processes. Their purpose
is to do a reality check on the need for changé¢erAthat, they have to describe the effects in
detail. The discovery team’s charge is to gathel amalyze information from the internal and
external environments of the organization. If tlenausions indicate a need for change, the
organization will be in alignment and ready to iempkent change.

Indeed, it is necessary that the guiding coalitreriudes members who are not part of senior
management. If the existing hierarchy were workivegl, there would be no need for a major
transformation. However, a guiding coalition doeedh some power. “In the most successful

cases, the coalition is always pretty powerful —tenms of titles, information and expertise,
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reputations and relationships” (Kotter, 1995: 62hen the coalition is not powerful enough,
sooner or later, the opposition stops the changét€K 1995).

Facilitating consultant. According to Al proponents, a ‘facilitating consuit’ is a success
factor, because they can support the change praagds/alue in managing change, and transfer
knowledge; they can let people themselves genéhnatesystem-wide organization analysis; and
they can seek ways to give the process away.

According to Zeira and Avedisian (1989) one of thences to success is fit in some aspects
between the client and the consultant. One of tieme fit in the client's perception of the
required knowledge, experience, education, andipdiise of the consultant. When the clients
thinks that these aspects are appropriate to #iiation, confidence of the client can be
increased significantly. “The better the fit betweabhe organization and the consultant, the greater
the chance that the planned change effort will sedt (Zeira, & Avedisian, 1989: 33).

As mentioned in chapter 2, Lippitt and Lippitt (B)7place a number of consultative roles
along a directive and non-directive continuum. Wihiole is appropriate depends on the needs of
the client. When a consultant proposes guidelipessuades, or directs in the problem-solving
process, he or she has a directive role. The camsuklls the client what to do and influences the
client. In the non-directive role the consultarisea questions for reflection. He or she provides
information for the client to use or not. Consedlyenvhen the client does not have the required
skills, knowledge and/or experience needed, a wieconsultant can help. When it is only
necessary to stimulate the client to make decisiension-directive consultant may be a
respondent who experiences jointly with the cligiet blocks that provoked the situation initially.
Of course, there are many roles between these mddlee roles are not mutually exclusive. A
consultant can play more roles simultaneouslywatcs from one role to another.

There are many people who call themselves congsltBat which consultant will support in
making the change process to a success? The ABGulliog Committee identified seven
elements that make up a good consultant. No mattet kind of consulting one does, certain
characteristics emerge as essential for the camulio be truly effective. It states that
characteristics of good consultants include beimged listener, being a facilitator, recognizing
the difficulties inherent in advocatirapange, respecting the expertise, knowledge, aitld ska
client, focusing on the goals of the company, amdllengness to break the paradigms (Wootton,
1995). With regard to the role of the facilitatehe says that the best consultants do not say how
to do it right, but they help people to do it betteemselves. Therefore, they have to listen

carefully and they need to recognize the problemgue to that organization. “They must be
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willing to become team members, working alongsidgleyees to solve a problem” (Wootton,
1995: 61).

A method for achieving sustainable process chaisgeslled ‘FEEL IT'. The method uses six
principles: facilitation, engagement 1, engagem2ntinkages, iteration, and technology. It
embraces dialogue and autonomy. The ‘F is of ‘cawit an able facilitator’. The facilitator
ensures that people keep their focus on the figtndeon what the group needs to create together
(Rein, 2004). This author confirms how a facilmaticonsultant is part of the change process and

the success.

Employee involvementAccording to Al literature, ‘employee involvemens a success
factor, because one can be ascertained of richensplmore ownership, and a faster
implementation of the change process; one can makenitments to action in a public way, in
an open way that everyone can support and help imappen; it gives people an experience of
the power of full-voice participation; and peoplbaare performing the activities on a daily basis
know perfectly well which improvements are possible

Many writers state that change processes requitengixe participation by members at
multiple levels of the organization during all stagof implementation (Bunker & Alban, 1997;
Greiner, 1967; Pasmore, 1994). The main assumpiuas to be that individuals “develop more
commitment to action when they have a voice indeeisions that affect them” (Greiner, 1967:
121).

A study of Dirks and Ferrin (2002) represents aenevof empirical evidence for antecedents
of trust. Participation in decision making leads it@reasing trust in leadership. Although
participative decision making is related to trusbboth direct and organizational leaders, it had a
larger relationship with the former.

One of the key principles of transformation, acaagdto Kizer is that the change process
should be broadly inclusive. He states that theagars should allow all employees to have their
say in some form of forum. What they say shoulddlen serious (Young, 2001). Eventually,
according to Pasmore (1994), participation in cleandl allow people to develop the knowledge
and skills they need to become real contributom¢@anizational success.

However, bottom up strategies are not always ssb@desAt NASA Goldin wanted the
organization to reach a consensus and then inten#lctthe public in creating an even larger
consensus for change. Unfortunately, this partinipastrategy was coupled with too many
financial costs (Abramson & Lawrence, 2001). Besjdeidespread participation does not

overcome resistance to change (Shareef, 1994).
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Bryson and Anderson (2000) examined the advantagesdisadvantages of large-group
methods used to diagnose problems and implemengekan organizations. Table 1 shows what
proponents and antagonists say about large-graemation methods. Proponents give examples
of advantages of large-group methods: why they teasliccess. Antagonists give examples of
situations in which the change process will not qaecessful. In addition, they provide
disadvantages: like the costs and the time ned&dbdn money and time restrictions are given in
advance, and these limits are exceeded, changegsex:can be evaluated as unsuccessful.

TABLE 1: Opinions about large-group methods

Proponents Antagonists
They are fast, compared with alternative They do not work if leaders are unwilling to
approaches share power and listen to participants’ views
They build buy-in and commitment from They are unlikely to work if participants are
participants unwilling to find common ground with one
another

They use dissatisfaction as a resource to They do not work when the events are not
prompt action on pressing issues or problemsocused or are focused on the wrong issues |or
problems

They prompt participants to draw on their | The issues or problems to be worked on mugt
wisdom and experience, successes and failiyiles important enough to motivate participatio

=]

They help to build coalitions for politically Events must be well planned, managed, ang
feasible change facilitated, or they will not work

They tap participants’ collective brain power| They are not effective when the wrong peop|e
increasing the amount of intelligence broughtare involved, or if too few perspectives are
to bear on an issue or problem represented

In some cases they get the whole system in tAdey can be very expensive in terms of
same place to address the same issue or | participants’ time, and in terms of money for
problem consultants, logistical support, and facilities

Extensive follow-up may be required to
implement the strategies

Bruhn, Zajac, and Al-Kazemi (2001) advise thatipgoration should be widespread and span
all phases of the change process, because respsnafetheir survey about participatian
planned organizational change were not satisfied with the extent of thparticipation.
Respondents believed that employees should be fpednd participate to a greater extent in
plannedorganizationathange, especially implementing change. Respondents were concerned,
however, that participatiomight raise unrealistic employesxpectations and that dissension,
fragmentation, and cynicism might result from frat¢d expectations.

Therefore, opinions about employee involvementoaliee mixed: some authors underline the
importance of it and state that the advantagesle@alll to a successful change process; others see

more disadvantages and think that employee invadverwill not do any good.
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Positive communicationAccording to Al proponents, ‘positive communicatiega success
factor, because an open dialogue makes it podsibfgeople to let others listen to their voice and
to say what they want to say without any restriegiat focuses people’s energies and efforts on
what they value; and it brings out the best in peomspires positive action, and creates
possibilities for positive futures.

Next to a poor design, Morgan (2001) states thatr mmmmunication is another reason why
change efforts fail. A change initiative is likeetlstart of a marathon: change will be occurring
rapidly in some units, whereas in others it wilt ewen have gotten under way. Change leaders
need to be prepared to provide the same speeehstdix times or it will not get heard. Unclear
intent can also be a communication problem. Chaeagers must explain the specific initiative
thoroughly, letting employees hear the argumentaiiol against the options that were rejected. In
addition, they must address employees’ fears: “RRegant to know why you think they can
make it through the change”, Garvin (a Profess@udiness Administration at Harvard Business
School) observes. “They also want to know how y@ugwming to help them through it”.

The previous part concerns the importance of conication in general, but Al considers
positive communication. Psychologists Fredricksom &ranigan (2005) have done research
about it and they have shown that, compared toudradestate, positive emotions broaden the
scope of attention and thought-action repertoieEgative emotions, relative to a neutral state,
narrowed thought-action repertoires. Although pesiemotions are short-lived, the broaden-and-
build theory states that the coordinated changeg pihoduce in people’s thoughts, actions, and
physiological responses have long-lasting consempsen

A paper of Di Virgilio and Ludema (2009) offers abdel how to generate energy for action
by engaging people in conversations. Positive emetbroaden the scope of attention, cognition
and action and build physical, intellectual andigaesources, which lead to increased energy for
action. Energy is expressed in the form of supgorng, money and resources, which contribute
to the success of the work. Continuous attentionaiaversations about desired futures creates
upward spirals of energy and increases the prababflsuccessful change over time.

“The thing that makes an unmanageable problemus lpelief that it is that”, is a statement
of Marshall Sashkin, Ph.D. at the George Washingtoiversity. He suggests positive thinking as
an effective tool in solving seemingly unmanagegbtblems at work. Managers have to change
their attitude towards problems, is his opinionl¢A| 1996).

4.2 Summary

An evident majority of scientific literature supp®ithe factors ‘supportive management’, a

‘guiding core team’, a ‘facilitating consultantné ‘positive communication’ as success factors in

TR® TNO Management Consultants 23 / g‘g},ﬁi‘;ﬁg‘g’ﬁrs‘te“



Success factors of Appreciative Inquiry change @sees

all kind of change processes. Concerning the faemployee involvement’ the opinions are
mixed: there are as much proponents as antagohNistsuccess factors are added according to

scientific literature.
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5.RESULTS

In this chapter the results of the research areudged. The outcomes of the interviews are
presented in three sections: the success of thegeharocess according to the interviewees; the
success factors as perceived by the intervieweetuding the five success factors: ‘supportive
management’, ‘guiding core team’, ‘facilitating cuftant’, ‘employee involvement’, and
‘positive communication’); and the ways to stremgtithe Al change methodology. The results

are visualized in graphs per subject.

5.1 Success of Al change processes

The success of the six different Al change processa be measured with a grade given by
the interviewees. Figure 3 shows the grades giyelbhinterviewees. Two interviewees were not
asked to give a grade because they did not perégias a change process (Interviewee 2 and 3,
Case 2), and one was not asked to give a gradeuseshe did not work for the company when

the change process started (Interviewee 3, Case 4).

FIGURE 3: Grades (out of 15 interviews)
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The average grade given by the interviewees of tasea 7-. At case 3, interviewees gave an
8. The two people of case 4 graded the change gsaugh a 9-. The interviewees of case 5 gave
an average of 6+. Case 6 is graded with a 7,5. @Qasenot successful as a change process,
because except for the initiator, nobody percethedntervention as a change process. Therefore
a grade is not relevant.

Respondents who gave an eight or a higher gradéanahat one can see, for example in the
enthusiasm of people, that Al works, becauseiitfmal. Appreciative change is a lot easier in
comparison to imposed or forced change, which isnbato lead to resistance (Interviewee 2,

Case 3). Another reason to be positive can batipadt on the organization. If you are successful
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in business, with satisfied customers, and you\deryhing the first time right, that is unique.
Low turnover and low sickness absenteeism are itagd¢hat (Interviewee 1, Case 4).

People who were less positive about their changeeass said that a lot of things changed in
the organization. For example, some people who wet@ved, left the organization. Then it is
hard to guarantee the continuity of the procesteiirewee 3, Case 1). Someone else said that
goals formulated at the start, were not realizede(Viewee 2, Case 5). Or stated a bit more
positive: “l think it is good, but it can be bettéinterviewee 1, Case 6).

At case 2, there was no need to change. The Alveas perceived by participants as a
familiarization with Al, but not as a change pracas such. One needs a sense of a burning issue
to create readiness to move and to call it a chamgeess, but there was no perception of a
burning issue. Secondly, you have to make some alg@ements concerning what to do with it
(Interviewee 2, Case 2). It could have been a sscéehere had been a shared sense of urgency.

Besides, there is a need for a starting pointithaown by everyone (Interviewee 3, Case 2).

5.2 Successfactors

One of the first questions asked concerned th@rfathat ensured the success of the change
process. The success factors mentioned by thevieneres were mostly related to the process and
the Al change methodology. The interaction withheather in small groups (Interviewee 3, Case
1; Interviewee 1; Case 2; Interviewee 1, Case 3t it took place outside the workplace
(Interviewee 1, Case 1; Interviewee 1, Case 5),eauation days (Interviewee 1, Case 3;
Interviewee 2, Case 3), a shared vision (InterveeweCase 4), a future orientation (Interviewee
1, Case 6), the dialogue (Interviewee 2, Caseisigning carefully (Interviewee 2, Case 3), and
discussing best practices (Interviewee 1, Casee3¢xamples.

Four interviewees mentioned success factors relatebe factor ‘supportive management'.
Interviewees told that supporting facilities (Iniewee 1, Case 1), a clear goal (Interviewee 1,
Case 1), support of the Board of Directors (Inamge 3, Case 3), the facilitation of collective
leadership (Interviewee 1, Case 4), and supporthef director (Interviewee 1, Case 6) are
important. One person talked about the factor @ueding core team’. Their preparations are a
success factor (Interviewee 1, Case 5). One e said something about the factor
‘facilitating consultant’. Hiring an external partyrned out to be a success (Interviewee 1, Case
6). Three persons mentioned they appreciated tr@viement of the employees (Interviewee 1,
Case 1; Interviewee 2, Case 1; Interviewee 1, Gasend called this a success factor. Another
three interviewees talked about aspects of theifagbsitive communication’. The positive way
of looking (Interviewee 2, Case 1), and the brightl open communication (Interviewee 3, Case

3; Interviewee 2, Case 3) were mentioned as sufaesss.
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Supportive managementThe first success factor according to the Al prapus is
‘supportive management'. In figure 4, answers afkected to the question: how important is the

support of the management for the success of thegehprocess?

FIGURE 4: Supportive management (out of 14 intersje
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The question is asked to 14 people. Eight of thanktit is extremely important and decisive
for the success; five say it is very important aedisive for the success; and one says it is quite
important and decisive for the success.

At case 1, 2, and 5, interviewees mention that gparsawere participants like everyone else.
“It was not their party, but a party of all of uhe members of the Board of Directors were just
participants. They were all present one full dayitdrviewee 3, Case 5). Like three others,
interviewee 1 (Case 1) says management has ad#aij role. It is important to offer facilities to
sustain the changes. They gave people time to aeaeld perform their tasks as a result of the
project. At Case 5, the director started every @éf the same introduction speech. He opened
and closed every day to ensure programme similéritgrviewee 2, Case 5). Some of the people
who say ‘supportive management’ is extremely imgratrtand decisive for the success, even say
“it is one of the conditions for an Al change prsgk(Interviewee 2, Case 2); “an Al change
process is impossible without managerial suppoltitefviewee 1, Case 1); and “without
managerial support you should not do it. It is a8ag so do not do it when they have doubts”
(Interviewee 2, Case 6). The one person who saittlie factor ‘supportive management’ is quite
important and decisive for the success, explaimed the factor ‘supportive management’ is
important, but less important than the factor ‘esgpk involvement’, because ultimately change
starts at the employees (Interviewee 1, Case 5).

At case 4, the director of a department uses Allihis work. He is an inspiring manager and

Al suits his personality (Interviewee 2, Case 4heTchange process of this department is
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characterized by Al. If a director uses Al that imuemployees will think and act accordingly. “It

is ‘lived’ in the department” (Interviewee 2, Cabe

Guiding core team.A ‘guiding core team’ is the second success faeiording to Al
proponents. Figure 5 shows the responses to th&iguehow important is a core team for the

success of the change process?

FIGURE 5: Guiding core team (out of 14 interviews)
Number of
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10
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important and and decisive for and decisive for decisive for the and also not
decisive for the  the success the success success decisive for the
success success

Responses vary more than they did to the previaastgpn. All answer categories are chosen
now. Within three projects the core team was caltegortant because it is responsible for the
preparations (Interviewees 2 and 3, Case 1; lreesees 1, 2, and 3, Case 3; Interviewees 2 and 3,
Case 5). To make sure the change processes wouyditded well, within two projects some
people were trained to be facilitators during thgé-scale events (Interviewees 1, 2, and 3, Case
5; Interviewees 1, 2, and 3, Case 6).

For every answer one explanation follows. Five peoghose extremely important and
decisive for the success. One of them says: “tleeaithe core team is vital. They (the core team
members) are the boosters next to the changing agenthey must ensure that it stays alive, that
the flame burns continually” (Interviewee 2, Caje 1

Four people say it is very important and decisivetlie success. One of them about the role
of the core team: “We used a lot of existing docotsend asked the consultants to look at our
protocols. Therefore, the auditors recognized tlinsang the training” (Interviewee 3, Case 3).

The one person responding with “quite important dedisive for the success”, said that a
core team is not necessary in Case there is nmoeeftr the change process. “Because there was
such a large group involved: 160 people, it wasessary. Otherwise it would take four days
certainly, now it took two days. That was alreagy@blem, because we have been closed for two

days” (Interviewee 1, Case 1).
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Important, but not decisive for the success, is amswer given by two respondents.
Interviewee 3 (Case 6) said that a core team caretyeimportant, but that the core team did not
get a really decisive role, because there was ntre@tion. If more attention was given to it, it
would be more important.

The last category is the least positive. One ofitlerviewees who called the core team not
important and also not decisive for the success Bacause people were not selected for the core
team, some of them failed. The consultants couldaga without them. The core team was not

important in this Case (Interviewee 1, Case 6).

Facilitating consultant. The third success factor according to Al proposénthe facilitating

role of the consultant. Figure 6 shows how therui¢svees think about the role of the consultant.

FIGURE 6: Faciltating consultant (out of 13 infiews;
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decisive for the  the success the success success decisive for the

success success

Five people think that the role of the consultanéxtremely important and decisive for the
success and eight people say the role of the damsuk very important and decisive for the
success. This result has to be interpreted withiamaubecause they did not respond to the
guestion how important the role of the ‘facilitaficonsultant’ was, but how important the
consultant (the person) was in this Case. Thisiseand the graph are called ‘facilitating
consultant’, because that is the success factardiog to Al literature.

Seven interviewees indicated that the role of thesaltant is that of process leader. How the
consultant performed this role differs in the potge At case 1, 2, and 5 the consultant was not
present prominently. The consultant was especiailyortant working in the background. For
participants, the consultant was not visible, aditwy to interviewee 3 (Case 1). “The consultant
was not particularly busy with the content, butnweading the process” (Interviewee 1, Case 2).

And at case 5: “His role was not visible, but ie thackground it was important. He brought a bit
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of theory and told us what to do, but then it wasspbecause we ourselves were very important
in that process” (Interviewee 3, Case 5).

During the other change processes, the role atdhsultant was much more visible. Case 3 is
a hospital where Al is used as internal audit meéitfidne consultants were trainers and they tried
to transfer their knowledge. Without that knowledgeeople could not use the method
(Interviewee 1, Case 3). During the change proaesase 6, the consultants were quite visible as
well. They performed all the introductory intervievand during the conferences they were
constantly trying to encourage the right paradigmefviewee 2, Case 6).

At case 4 no consultant was involved; the direbtorself led the change process with Al.

Employee involvementEmployee involvement’ is the fourth success fa@ocording to Al
proponents. In figure 7 the reactions of the intaees are presented. As perceived by the
interviewees, the factor ‘employee involvementthe most important success factor, because the
results are most positive: nine times extremelyartgnt and decisive for the success and five

times very important and decisive for the success.

Number of FIGURE 7: Employee involvement (out of 14 intendggw

interviewees
10 -
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decisive for the  the success the success success decisive for the

success success

Reasons why the factor ‘employee involvement’ isimportant, are for example that it
becomes something of the entire organization (ligeree 1, Case 2) and “if we had done this in
a small group, it would not work, because then feeape saying that it is something they made
up and we see it differently, or we have had ntuerfce. Now the feeling afterwards was that we
had really done it with all of us” (IntervieweeQase 5).

Equality is the reason why interviewee 2 (Casepdreciates the involvement of employees
so much. “If you want to obtain the strength, yawd to allow everyone to provide input, without
blocking this” (Interviewee 2, Case 2). By exchampgclues, you can learn from each other and
solve problems. It becomes something of the egtiwep (Interviewee 2, Case 3).
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On the other side, by involving everyone, expectetibecome higher, because people think
the costs of such a change process are very haghth€ conference itself, that is not good. When
people afterwards have a feeling of ‘is this afirthis?’, then it is a waste of money (Interviewee
3, Case 5).

Positive communication‘Positive communication’ is the fifth success facaccording to Al
proponents. Figure 8 provides an overview of tlepoases to the question: how important is the
quality of the communication for the success ofchange process? Al is known for the positive
communication. Did the interviewees think thatngportant during their change process?

Results vary: four people say it is extremely imtpot and decisive for the success; four
people react that it is very important and deci$brethe success; one person states that it ig quit
important and decisive for the success; and twleeesponded that they think it is important

but not decisive for the success.

N FIGURE 8: Positive communication (out of 11 intevws)
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One of the people who thinks it is extremely impattand decisive for the success says: “the
appreciating and positive approach is very impdytaacause everybody gets a mindset of ‘let’s
do this all together. Nobody thought in terms aftthh would be impossible, everyone thought in
terms of possibilities and achievements” (Interngew2, Case 1). At Case 6 the communication
during the process concerned a transmission fronegative fighting attitude, to a positive
attitude (Interviewee 2, Case 6). That is why haugit the factor ‘positive communication’ is
very important and decisive for the success. Adegdi on the other hand, said that the attitude
had not changed. People appreciated it much matetiy were listened to than that it happened
in a positive manner (Interviewee 3, Case 6). Tioeee she said it is important but not decisive

for the success.
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At case 4, people recognize Al in the way of askjngstions by their director. In one to one
conversations and performance reviews, he will gbaask for good experiences (Interviewee 2,
Case 4). There it became part of their daily [ffiee appreciating way of directing that department
is taken on by the employees. For example, whereeam launches the idea of a joint lunch,
others react in a very positive way. Then peopddlye@ppreciate each other (Interviewee 3, Case
4).

5.3 Waysto strengthen the Al change methodology

The last question to almost all of the intervieweess: if you have to do the exact same
change process again, how would you do it then@rspeople answered that they would keep the
set-up the same (Interviewee 2, Case 1; Intervielye€ase 2; Interviewees 1 and 3, Case 3;
Interviewees 1 and 2, Case 5; Interviewee 1, Caséhét they would do in it the same way.
Nobody gave a 10 as a grade, because they haaf idsas for improvements.

More than half of the reactions concerns the peaifberwards. Securing the change process
should be improved according to them (Interviewg€dse 1; Interviewee 1, Case 2; Interviewee
1, Case 5). Preserve the identity (IntervieweedseCl), give it continuation (Interviewee 1, Case
2; Interviewee 3, Case 5), and be sure that it lasthe organization (Interviewee 2, Case 5).
Possible solutions for this issue are more feedbhckit the outcomes (Interviewee 1 and 3, Case
5), keeping the consultant involved (IntervieweeC2se 1), stretching the process for a longer
period (Interviewee 1, Case 2), giving the faditita a role during the implementation
(Interviewees 1 and 3, Case 6), and refreshind\thibinking (Interviewee 3, Case 6).

At case 5 the communication was a problem: theyldvdiked better information in the
beginning (Interviewee 2, Case 5) and a clearer (Gurviewee 3, Case 5).

Other recommendations: make sure the processosmaf (Interviewee 2, Case 3), guide the
key players of the change process (Intervieweea3e(), and change the role of the consultant
(Interviewee 2, Case 2).

To make it a success, people cannot be involvethamge processes too many times. That is
the reason that a quite good change process nemd@spower to make it perfect (Interviewee 1,
Case 2).

According to interviewee 1 of case 4, taking Alamethodology is not enough. In that case it
may not have a lasting effect. “The moment you @&xplhat the principle is, and people
understand the principle, and they go for thatgiple, and they believe in the approach, then you

put something under the method, and as a regdtstmore basis” (Interviewee 1, Case 4).

rijksuniversiteit
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5.4 Summary

Concerning the factors ‘supportive management’, tieensultant’, and ‘employee
involvement’, interviewees agree: it is importandalecisive for the success. The consultant is
not rewarded for the facilitating role specificalbut for being present in general. Concerning the
factors a ‘guiding core team’ and the ‘positive coumication’ the opinions are mixed. Not all
interviewees think these factors are important.udcess factor that can be added according to

empirical research is: the ‘institutionalizationtbé change process'.
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6. DISCUSSION

To conclude this research, the research questids@nquestions will be answered and other
interesting conclusions of the research will becussed. Subsequently the theoretical and

practical implications, limitations and future raseh possibilities are part of this chapter.

6.1 Conclusions

“If we dissect what we do right and apply the lessto what we do wrong, we can solve our
problems and reenergize the organization at thesdane. In the long run, what is likely to be
more useful: demoralizing a successful workforcecbgicentrating on their failures or helping
them over their last few hurdles by building a gedwith their successes? Don’t get me wrong.
I’'m not advocating mindless happy talk. Appreciatinquiry is a complex science designed to
make things better. We can’t ignore problems; ve¢ peed to approach them from the other side”
(Whitney & Cooperrider, 1998). It sounds really plm but using Al in practice is a bit more
complicated than how these Al proponents pretetwbe.

The research question as formulated in the firstptdr, is “Which factors determine the
success of an Appreciative Inquiry change procegs?answer to this question will be provided

after having discussed the answers to the sepaubtgquestions.

Success factors according to Al literatur@he first question concerns the success factors
that follow from Al literature. ‘Supportive managent’, a ‘guiding core team’, a ‘facilitating
consultant’, ‘employee involvement’, and ‘positicemmunication’ are the factors mentioned
most in Al literature as being the factors that aeeded to make an Al change process to a

Success.

Success factors supported or eliminated by sciénfiterature. The second question is: are
the success factors supported by or eliminatedrdogp to scientific literature? Most success
factors are supported by scientific literature. fEhie enough evidence that the factors ‘supportive
management’, a ‘guiding core tean’, a ‘facilitatiognsultant’, and ‘positive communication’ are
important in all change processes and therefor ialAl change processes. Concerned to the
factor ‘employee involvement’ the opinions are keamixed. Some writers support the
importance of it, some do not. In short, if thesenillingness to involve employees, and time and
money are available, employee involvement can hanamy advantages. If not, employee
involvement will not be a success factor. So ‘eme®involvement’ as being a success factor for

Al change processes is not eliminated by scierttBcature.
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Success factors supported or eliminated by empiriesearch.The success factors are also
evaluated in practice. With regard to the factesgpportive management’, the ‘consultant’, and
‘employee involvement’, interviewees agree: it mmpbrtant and decisive for the success.
Concerning a ‘guiding core team’ and the ‘positc@mmunication’, interviewees do not agree
with each other: there are people saying that important but not decisive for the success and
even not important and also not decisive for thecsss (solely about the factor ‘guiding core
team’). For example, a ‘guiding core team’ is acass factor when there is a large group
involved, but when this team does not get enougbna@dn, it will not be a success factor.
‘Positive communication’ is a success factor wheargone thinks in terms of possibilities and
achievements, but when the attitude of people doeshange, it seems not to be a success factor.
That is the reason why the factors ‘guiding coranteand ‘positive communication’ are not
eliminated as being success factors for Al chamgegsses from the conceptual model according
to the empirical research.

The one success factor that must be adjusted isotbeof the ‘facilitating consultant’. The
two projects with the highest average grade watéiea consultant who had a more visible role
during the change process. The consultants pertbrnoées like a trainer, negotiator, or
interviewer. Interviewees of the three least susftegprojects perceived their consultant to be a
facilitator, someone who is active on the contextt on the content. Because Al was a new
method for them, they felt the need for a guidiegspn. That is why the role of the consultant as
a success factor should be a ‘guiding consultant’.

Answers to the second and third sub-questionsiemensirized in table 2.

TABLE 2: Summary of two sub-questions

Scientific literature Empirical research
Supportive management Supported Supported
Guiding core team Supported Not eliminated
Facilitating consultant Supported Supported (with adaptation)
Employee involvement Not eliminated Supported
Positive communication Supported Not eliminated

Additional success factor that strengthens the ¢ixig Al literature. More than half of the
interviewees thinks that results could be improWede change process would be secured better.
This means that there must be a period after haumghed the change process when there is
some kind of follow-up. The success factor that sangthen the Al literature is therefore: the

‘institutionalization of the change process’.
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Managers and employees must effectively institati@e and embed changes. To capture the
change process for the long range, members of th@nzation have to incorporate the new
policies or innovations into their daily work. N@aall organizational changes involve changes in
the behavior of organizational members. Employesmge hto learn to make a routine of these
behaviors in the short term, and leaders havestiutionalize them over the long run so that new
patterns of behavior replace old ones (Edmondsamntr, & Pisano, 2001; Greiner, 1967;
Kotter, 1995). Case 4 provides a good example difexctor who is convinced of the advantages
of Al. By applying Al as much as possible, it geiscured within the organization. “We got
trusted with it, we use it, and therefore we areamsciously competent” (Interviewee 1, Case 4).

Other success factorsSuccess factors mentioned by interviewees withgking about a
subject, were frequently related to the method thedprocess. A success factor as perceived by
three interviewees is: the ‘interaction with eadheo in small groups’. Two success factors
mentioned by two interviewees are: that ‘it too&qa outside the workplace’; and the ‘evaluation
days’. These subjects are important, but were matuated among the other interviewees or

against scientific literature.

Answer to the research questiohe answer to the research question can be provided
Factors, that determine the success of an Appreeifitiquiry change process, are ‘supportive
management’, a ‘guiding consultant’, and ‘instibuialization of the change process’. ‘Employee
involvement’ is important to interviewees, but caot be supported by all scientific literature.
That is why this factor is not eliminated. The @ast ‘guiding core team’ and ‘positive
communication’ are supported by scientific literatubut the empirical research gives mixed

results. Therefore, these factors are also nofiredited.

6.2 Theoretical and practical implications

Some theoretical contributions and practical ingilmns can be derived from this research.
From a theoretical standpoint this research cameto a holistic perspective towards Al. This
research is the first attempt to provide an objectiew of this change methodology. The added
value of this research is that it not only des@ithe ideal state of Al, but in addition it focuses
scientific foundations and empirical support foe tBo-called success factors of Al change
processes. It not only considers the factors te#&rchine the success of Al change processes
according to its proponents, but it also concehesdcientific and empirical evaluation of these
success factors. This article makes Al literatess Isubjective, because Al literature is founded

scientifically with this research.
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This research also has important implications fanagement practice. The primary goal of
this research was to provide insight in the factbiet determine the success of an Al change
process. The importance of the factor ‘supportivanagement’ to Al change processes is
confirmed. Do not start an Al change process withbat support. The impact will be less, or the
project will not get started at all.

Consultants have to keep in mind that facilitatimgself is not always sufficient. Introducing
a new change methodology will not work automaticalteople will go back to thinking about
problems and problem-solving when you give themagyortunity to do so. People want to make
an analysis of possible solutions, because theysed to do it in that way. Now they have to
appreciate of what exists already and they hawmtsion what might be. This requires a change
of mindset at people. Therefore, the consultantilshbe more visible for the people involved
during the process to check if people keep doiag th

As a third practical implication, people have té&eacare of the institutionalization of the
change process. Maybe all practical implications bmked to each other, and probably the
institutionalization is not an issue when manageniersupportive and the consultant takes a
guiding role. However, with certainty it can bedsthat the follow-up of the Al change process is
something that needs to get attention, becausedhamnake a big difference for the success of the

change process.

6.3 Limitations and futureresear ch

No matter how evident the conclusions may be, twelg bear in mind the limitations of this
study and its accompanying research method. Seuoutsted interviews where used for
gathering empirical data. The usage of qualitatesearch contains some drawbacks (Baarda et
al., 2005). One of the drawbacks is research-hfes:interviews are conducted by one person
which does not guarantee that results are nottatiday the researcher. Another drawback of the
interview method is that the memory of the researéhfluences the quality of the report. To
decrease this drawback all interviews were reconditd a voice recorder so no memory loss
could influence the outcome of the results. Besitles interviewees received a transcript of the
interview afterwards, so they could check the soesd and give additional information if that
was needed. The memory of the respondents caremduthe quality of the research as well, so
that is the third drawback. Some projects took @leame years ago, so it is possible they forgot
specific aspects, or that they remember only tleenehts they perceived interesting. The last
drawback is the number of people that could berntak® account in this qualitative research. 18
Interviews are held, so they do not represent fieians of all people involved in the Al change

processes.
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On the other hand, the explorative character aftbsearch has some advantages. One of it is
that it was possible to gather a large amount afepth information about several Al change
processes. Moreover, it is possible to observanigeland thoughts of interviewees concerning
certain topics, which is not possible with quatiti&a research.

To increase reliability and validity of the qualite research, there has been made use of the
methodology of Baarda et al. (2005) during the daiaysis.

Future research.A number of directions for future research can gmdrom this research.
Firstly, an important future research direction tie validation of the success factors by
performing a quantitative research. It is usefuddm@ntifically validate the success factors that a
formulated. This can be done by taking a large sandample of Cases.

Some factors are omitted from research. These wareess factors that were mentioned by
some of the interviewees, but were not evaluatedngnthe other interviewees or against
scientific literature. They are part of the chamgethodology, but play an important role too, as
perceived by some respondents. Examples are:ritexdction with each other in small groups’,
‘a future orientation’, the ‘dialogue’, and ‘disaiisg best practices'.

There is one even more important subject for futtegeearch: the involvement of all
employees. Al is used as a large-scale intervenfMdinremployees have to be involved, so they
can join the change process. There is some sdeelitérature supporting that vision, but many
writers do not consider the advantages of it. Thisld be a success factor that should be added to
scientific literature. Interviewees were clear abie factor ‘employee involvement’: they think
it is the most important success factor of an Adraye process. That is why future research should

further investigate that.
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APPENDIX A: LIST OF INTERVIEWED PEOPLE

Because of confidentiality reasons, the contemhisfappendix has been removed.
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