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POSITIVE ORGANIZATION DEVELOPMENT :

Changing the World of Change
David Cooperrider & Lindsey Godwin

PART ONE:
The Appreciative Mindset: 

Positive Revolution in Research
AI’s Exponential Inquiry Effect & Peter Drucker Moment

PART TWO: 
The Multiplication Mind-set 

Change at the Scale of the Whole
Up With Design: The Establish-and-Eclipse Theory of Positive Change

The New Change Equation= W 3  / D

PART THREE:
The Positive Institution Mindset: 

9 Billion Rising and The Call of Our Times 
Business as an Agent of World Benefit & The “Purpose Economy”

Quick Case Example of AI: Appreciative Inquiry Global Economic 

Summit 
With 500 Business CEOs at the UN—IBM, GlaxoSmithKline, Kingfisher plc, Standard 

Chartered, Burberry, Erickson, National Grid, Microsoft, Unilever, Toyota, Cemex, Royal 

Dutch Shell, Rio Tinto, etc.

Once in a civilization opportunities

{we can eradicate extreme poverty}

{renewable energy transformation}

{economies that bloom }

{education everywhere}

{the business of peace}

{positive institutions}

Today over 12,000 Corporations/ 433% growth

Think Beyond the Possible

(what will they call our 

generation)
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The 1st Appreciative Inquiry Summit at the UN
700 Business CEOs and Civil Society Leaders  

Sample results and impacts—we just 

completed our sixth (2017) AI Summit with our 

UN Partnership
UN Global Compact raises bar---exponential growth 

✓ From 1,500 firms to over 12,000—its now the largest in the world

 Revenues reach record levels & the GC Foundation is funded

 Corporations from IBM, Coca-Cola; J&J; Microsoft; Royal Dutch Shell

 Pre-competitive partnerships in 20 arenas building collective impact

Green Mountain Coffee—CEO Bob Stiller

 Phenomenal Growth 2001 stock  price $2 per share/….by 2014 = $150.00

 Market cap $24 billion

 One of the top ten “Best Places to Work”

 Named “Most Ethical Company” in the World 2 years in a row. 

 Every Year an AI Summit With “Whole-system-in-the-Room “

 Stiller Foundation Donates $10 million to establish the Cooperrider Center for Appreciative Inquiry

“I commend you for your 
methodology of Appreciative Inquiry 
and thank you for introducing it to 
the United Nations. Without this it 
would have been very difficult, even 
impossible, to constructively engage 
so many leaders of business, civil 
society, and government.”
--UN Secretary General Kofi Annan
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“It's not the strongest of 

the species that survive 

nor the most intelligent, 

but the ones most 

responsive to 

change." 

--Charles Darwin

It’s a time to re-think change 

Our 3 Objectives
• What is “Ai”?
• Tools, real stories
• Many applications

15

Weatherhead

School of

Management15

Weatherhead
School of

Management

“The task of leadership is to create an 

alignment of strengths…making a 

system’ weaknesses irrelevant.”

-Peter F. Drucker

What if strengths do more than perform? 

They TRANSFORM.

• Why would strength connected to strength propel change?

• Hope touching hope?

• Inspiration united with others’ inspiration?

Could it be that leading change is all about strengths?
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Admiral Clark, CNO of the US Navy: 
The Power of “AI” in  Strengths-Based Leadership 

• Video here

Did you notice the young sailor’s 

energy?

$350 billion lost in the US economy due to

disengaged people

THIS PROJECT:

$2 billion in productivity via HIGH 

ENGAGEMENT methods
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Let’s Explore
What would you like to change?

3 questions for reflection

1.  A “highpoint moment” in organizational 

life— a memorable story from your 

leadership career—your most meaningful 

experience as a leader?

a. Share the story: the most memorable parts of the initiative, including 
challenges, innovations, and insights?

b. Reflect on: “root causes of success”

c. You…what are you're 3 best qualities or signature strengths?

2. When Do People in Your Organization 

or System Feel Most Engaged and 

Passionate? 

A. When do people feel most passionate, engaged, and 
bring their best - alone and together? What patterns 
and enablers do you notice?  

B.  What is your answer to the continuity question? 

3. Images of the Future

(Your IDEAL Organization in 2028)

We wake up…it is 2028…what do you see that is 
new, different, changed, better? Images of our 

country’s economy and our organization?

I will be most proud of _________in 2028 when…?
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Opening Interview
(AI conversation in pairs)

A-->B (15 min)

B-->A (15 min)

Spirit of discovery—strengths, aspirations, opportunities, results

• Take brief notes 

• At the end.. summary & thanks 

• Return @ ____________ 

1. High point career leadership 

moment?

2. When are people most 

passionate - at best? Your answer 

to the continuity question?

3. Images of 2028?

EXCITING RESEARCH

❖ Positive Health - Placebo

❖ Pygmalion

❖ Imbalanced inner dialogue

❖ Positive emotions

❖ Positive energy networks

❖ Rise and fall of cultures

❖ Positive progress mapping

❖ Leadership = affirmation

Positive Image →  Positive Action

27

EXCITING RESEARCH

• Positive Health—Placebo

• Pygmalion

• Imbalanced inner dialogue

• Positive emotions

• Positive energy networks

• Rise and fall of cultures

• Positive progress mapping

• Leadership= affirmation

Quick Conversation Person Next to You

(what areas most interesting to you? Examples?)

28
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The logic of strength-based 

change leadership… is it 

obvious?
But does it translate to life?

The 80/20 tendency

Deficit based thinking is hardwired

over 500 published applications 
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Hunter Douglas Case
(Fortune 500 scenes from the field)

• Video here

Hunter-Douglas Bottom Line Impacts
• Yields surge to 98.5%--$10-12 

million revenue

• Turnover cut in half.

• $25MM in cost savings

• Multiple-year winner of the STAR 
award

• Engagement & Empowerment: Top 
“10” Best Places to Work

People who get to use their strengths 

everyday are 6x more likely to be engaged

ENGAGED PEOPLE Higher Performers

--41% FEWER DEFECTS

--21% HIGHER PRODUCTIVITY

--22% HIGHER PROFITABILITY

MANAGERS WHO SEE EACH EMPOLYEES 

STRENGTHS REDUCE DISENGAGEMENT TO 1%
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Appreciative Inquiry is a Shift

“No problem can be solved from the same level of 

consciousness that created it. We must learn to see the 
world anew.”

--Albert Einstein

“The real act of discovery consists not in finding new lands 

but seeing with new eyes.”

--Marcel Proust

REVERSE THE 80-20 RULE

The Gift of New Eyes

Leah Adler’s
Failing son

Xerox could have 

been… an Apple?

#1

Appreciative Intelligence:

Leadership is about seeing.



22/01/2018

11

Appreciative Inquiry is about the study of

“what gives life” to living systems when they are at 

their flourishing or life-giving best, and it uses this knowledge to 

ignite the generative mind to discover, dream, and design 

beyond the possible, while elevating and conserving our rich 

heritage via the search for history as positive possibility. 

--Cooperrider and Godwin (2017) The New Change Equation.

Human systems

live in worlds our 

questions create

Inquiry and 

change are a 

simultaneous 

moment

Form Groups

2+2+2+2 = 8

Introduce your partners vis-à-vis your interviews - share highlights….

Everyone listen for patterns/insights in three areas:

1. High Point Stories : And Analysis Root Causes of 
Success?

2. Continuity themes : Things Best, To Keep , Signature 
Strengths

3. Images of the Future: Key Visions 2028

1. HIGH 

POINTS

Patterns & Themes

RETURN _____

Note: Be ready to 

share one or two 

best stories from 

group

2. WHEN ARE 

PEOPLE MOST 

PASSIONATE
A. 

B. THINGS TO KEEP EVEN 

AS WE CHANGE:

3. IMAGES OF THE 

FUTURE WE 

WANT – WHAT IT 

LOOKS LIKE IN 

2028

Note: 

Create vision of  “ideal” 

organizations of the 

future – and create a 

“The Economist” 

Headline Story for 2028 –

on todays new ideal org.

What’s the exciting 

Headline?

Ap-pre’ci-ate, v.,

1. Valuing …
– The act of recognizing the best in people and the world around us; 

– Affirming past and present strengths, successes, and potentials; 

– To perceive those things that give life (health, vitality, and excellence) to living 
systems. 

2. To increase in value, e.g. the economy has appreciated in 
value. 

– Synonyms: valuing, prizing, esteeming,
and honoring. 
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In-quire’ (kwir), v.,

1. The act of exploration and discovery. 

2. To ask questions; to be open to seeing new potentials and possibilities.

– Synonyms: discovery, search, study

and systematic exploration. 

What Would You Call It?
(all of these things taken together)

• Achievements

• Strategic opportunities

• Technical assets

• Innovations

• Elevated Thoughts

• Best Practices

• Positive Emotions

• Financial Assets

• Tacit Wisdom

• Brand Value

• Core Competency

• Visions of Opportunity 

• Vital traditions

• Positive macro-trends

• Blue Ocean Markets

• Natural Capital

• Strengths of the Business 

ecosystem e.g. value chain 

-- suppliers, partners, 

customers

The Positive Core

DISCOVERY
Strengths

Innovations & Insights
Positive Core Assets

DREAM
Opportunities

Valued Future We Want
Images of Impact

DESIGN
Aspirations

Ideation and Brainstormer
Rapid Prototyping

DESTINY
Results

Capturing Sustainable Value
Improv &  Learning

Affirmative
Topic Choice

Ai “4-D” cycle
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Most “AI” Type Organizational Studies Have 3-5 Topics

Crafting a great topic involves a capacity for three things:

1. The elevation of inquiry.

2. Framing and reframing.

3. “Seeing the might oak in the acorn”—seeing the possible future in the

actual potentials, strengths, and opportunities in the present.

DISCOVER
Strengths

Innovations & Insights
Positive Core Assets

DREAM
Opportunities

Valued Future We Want
Images of Impact

DESIGN
Aspirations

Ideation and Brainstormer
Rapid Prototyping

DELIVER
Results

Capturing Sustainable Value
Improv &  Learning

Affirmative

Topic Choice

AI “4-D” Cycle

50

What's the 
Best Way to Cultivate a Passionate 

Workforce?

Do an organization survey of “low morale?”

or

Design a study to understand 

Organizations are alive with “inspired engagement”?

Our culture says TGIF
“Thank God its Friday”
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AI asks:

Where? 

How? 

When?

Topic Re-framing Leads to Breakthrough Results

“Debilitating Turnover” 

Topic Re-framing Leads to Breakthrough Results

“Magnetic Work Environment”
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DISCOVERY
Strengths

Innovations & Insights
Positive Core Assets

DREAM
Opportunities

Valued Future We Want
Images of Impact

DESIGN
Aspirations

Ideation and Brainstormer
Rapid Prototyping

DESTINY
Results

Capturing Sustainable Value
Improv &  Learning

Magnetic
Work Environment

Ai “4-D” cycle

Customer Complaints

“Delivering Delight”

You cannot enable 

something you do not 

name.

DISCOVERY
Strengths

Innovations & Insights
Positive Core Assets

DREAM
Opportunities

Valued Future We Want
Images of Impact

DESIGN
Aspirations

Ideation and Brainstormer
Rapid Prototyping

DESTINY
Results

Capturing Sustainable Value
Improv &  Learning

Delivering Delight
(customer obsessed culture)

Ai “4-D” cycle
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Topic Re-framing Leads to Breakthrough Results

British Airways Example

“excessive baggage loss”

Topic Re-framing Leads to Breakthrough Results

What if…?
it was a study of: 

“OUTSTANDING ARRIVAL EXPERIENCE”

DISCOVERY
Strengths

Innovations & Insights
Positive Core Assets

DREAM
Opportunities

Valued Future We Want
Images of Impact

DESIGN
Aspirations

Ideation and Brainstormer
Rapid Prototyping

DESTINY
Results

Capturing Sustainable Value
Improv &  Learning

Outstanding Arrival 
Experience

Ai “4-D” cycle Topic Choice Examples

Magnetic Work Environment

Game Changing Customer Experience

Improbable Collaboration

Magnifying Winning Streaks

Outstanding Arrival Experiences

Instinctive Execution

Optimizing Margins

Habits of Success

Innovation from Everywhere

“Lightning Fast Consensus”

Sustainability = Innovation



22/01/2018

17

Small shifts make seismic differences…
___ 

The exponential inquiry effect
“sensitive dependence on initial conditions”

_______ 

Successful change begins with 

the skill of framing and thinking beyond

Do we really ??? want to do one more study of…

• Low morale

• High turnover

• Excessive baggage loss

• Lack of follow-through and execution

• Customer complaints

• resistance; the things getting in the 
way

• Or…a “high commitment sense of 
shared ownership”

• Or….”magnetic work environment”

• Or… “outstanding arrival 
experiences”

• Or…’instinctive execution”

• Or…”revolutionary customer 
experiences”

• Or… moments of ”unstoppable 
confidence” 

Topic Re-framing Leads to Breakthrough 

Results

Sustainability as “DOING LESS BAD”

OR

“Full Spectrum Flourishing”

(people, planet, and prosperity) 
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Appreciative Inquiry at Fairmount Minerals

40% Growth in Earning & Turned on Workforce 

#1 US Corporate Citizen, Within 2 Years.

Human systems grow in the direction of our 

TOPICS—they move in the direction of what we 

study most deeply, frequently, authentically. 
INQUIRY INTERVENES.  
Cooperrider and Whitney (2005) Appreciative Inquiry: A Positive Revolution  in Change 

Inquiry & Change
What is Your “ROA” on your topics

100 Expensive Studies of Costly Turnover Will Not 

Teach us One Thing About:

“Inspired workplaces”
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The 
ELEVATION OF INQUIRY

Kim Cameron, University of Michigan 2003

Where Do Good Topics Come From? 
“home-grown” from the 3 generic AI questions

(remember our opening interview’s three questions?)

High Point Q 
Stories when we are 

best 

Continuity Q
strengths we want to keep

Q-Images of 

the Future We Want 

to Create
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Issues Ripe for Pre-Framing
(what would you like to change? 

• Low morale and disengaged people

• High turnover

• Excessive baggage loss

• Lack of follow-through and execution

• Customer complaints and failures

• Resistance; the things getting in the way

• High stress work environment 

• Unsustainable business - polluting, 
waste…dirty, not green.

• Toxic relationships and mistrust

77

• Dysfunctional cultures

• Silos and separations

• Lack of collaboration

• Missed deliveries

• High error rates

• Slow to market and little innovation

• Frustrating technology

• We/they 

• Cynicism – “we’ve tried that”

• Worst place to work

Topic Choice

(creating transformative topics)

What you study, GROWS

Framing and re-framing

conversation in groups : 

1. Imagine we want to create a set of Topics to be used in every organization…things that 

will build thriving organizations - ideal for the future 

2. As a group create 3 topics that have high transformational potential

3. Remember: words create worlds

4. Good topics: bold, desired, energizing words, inspired, elevating

For example the topics: “magnetic work environment” or “Outstanding arrival 

experience”; “Unleashing Eco-imagination”

Inquiry & Change
What is Your “ROA” on your topics

100 Expensive Studies of Costly Turnover Will Not 

Teach us One Thing About:

“Leadership at Every Level”

DISCOVERY
Strengths

Innovations & Insights
Positive Core Assets

DREAM
Opportunities

Valued Future We Want
Images of Impact

DESIGN
Aspirations

Ideation and Brainstormer
Rapid Prototyping

DESTINY
Results

Capturing Sustainable Value
Improv &  Learning

Affirmative
Topic Choice

Ai “4-D” cycle
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Today

From Topic Choice to Discovery-- The Art of the Question

Dream and Design

Thinking Like a Multiplier of Strengths: AI Summit

Stories: National Grid, Nutrimental Foods; Parker Hannifin;  Dealer Tire; 

Roadway; Fairmount

Why Does it Work?

Bringing it all Together in a New Change Equation

3-Facts About all Human Beings

✓MANY APPLICATIONS OF APPRECIATIVE INQUIRY

STRATEGIC PLANNING

OPERATIONS IMPROVEMENT

CUSTOMER DELIGHT

VALUES BASED ORGANIZATIONS

CAREER PLANNING

GROWTH AND MARKET SHARE

MERGERS AND ACQUISITIONS

APPRECIATIVE METRICS

PRODUCTIVITY INCREASE

ZERO WASTE

NEW PRODUCT

GREAT TEAMS

BRANDING

POSITIVE KNOWLEDGE ALLIANCES

CUSTOMER CO-CREATION

INDUSTRY COALITIONS AND PARTNERSHIPS

FAMILY

LEGACY PLANNING

Principles of “AI”

1. Constructionist Principle

1. Principle of Simultaneity

1. Open Book “Poetic Principle”

1. Anticipatory Principle

1. Positive Principle

Genius is Creating the Question

“What would the universe look like if I were riding on the 

end of a light beam at the speed of light?”

– Albert Einstein
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The Art of the Question in Leadership and Change

• What’s the biggest problem here?

• Why did I have to be born in such a 

troubled family?

• Why do you blow it so often?

• What troubles you most—what keeps 

you up at night?

• What possibilities exist that we have 

not yet considered?

• What’s the smallest change that 

could make the biggest impact?

• I will be most proud of this 

corporation in 2020 when…? 

The Encyclopedia of Positive Questions

A Craft That Can Change Everything

3 Types of Questions

1. Diagnostic—deficit-based

2. Neutral—is there really neutral?

3. Strength-based — questions that S.O.A.R (strengths, opportunities, aspirations, results)

What New 

Questions?
From a Study Customer Dissatisfaction and Complaints 

to… 

“Delivering Delight”

Positive Preface

Our hotel is at its best when our guests our swept off their feet, often 
surprised beyond their expectations, by our responsiveness, our 
empathic interest in their total experience, and by our own energy 
and passion for our hotel’s consistent high purpose on wellness and 
happiness and service.  We call this kind of hospitality and care 
“delivering delight.”  

With this in mind we want to explore your best thinking and I have 
three questions to start our conversation. 
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A. “Delivering Delight”

(example of a “high point” question)

1. First, I’d like to have you reflect back on your own experiences as a customer any 
where else - at a fine hotel or amazing restaurant; a store like Apple or Tesla or 
even better; or even as a guest in someone’s home. And obviously there have been 
high points and low points in your lifetime of experiences as a customer. But for the 
moment I would like you to reflect on what stands out for you as a high-point 
moment as a customer where the organization and their people involved swept 
you off your feet - they were delivering delight - and you appreciated it. 

Please share with me a time that stands out to you as most memorable, that is, it 
was the best experience have ever had as a customer and you left delighted! When 
was it? Please share the story: Where were you? What was the experience like -
what did it feel like? What did they do and what are the insights or ingredients for 
“delivering delight?” What impact did it have on you and your relationship with 
them?  

B. “Delivering Delight”

(example: your images of the future question)

Let’s assume that tonight you fall into a sound sleep…and it lasts for five years. When 

you wake up it is 2026. During those five years, many positive innovations and changes 

happened throughout Hotel. We became the organization and company you most want.  

It is exciting to see - because our organization has become the kind of place you most 

want to see in terms of delivering delight to our guests and partners, and empowering its 

people in a fully human organization way.

So now you wake up. Ten years of positive change has happened. Its 2026 and its like 

miracles happened, and this organization became the place you would most like to  see:

A. Please describe what you see and complete this sentence. “I will be most proud and 

delighted by our organization 2026 when...”

Allstate Insurance

Revolutionary Partnerships

Preface: The mark of a revolutionary partnership is doing things radically different together.

Not only different, but quicker, with a common focus, leveraging each other ’s diverse

strength. Also, establishing new ways of doing business that are based on trust, mutual

respect and a shared vision.

A. Think of a time when you were part of a revolutionary partnership, a time in your life – at

work, or in your personal or community life, when you not only met the other person(s) half

way, but met and exceeded needs on both sides. Describe the situation in detail.

– What made it feel radically different?

– Who was involved?

– How did you interact differently?

– What were the outcomes and benefits you experienced

• B. Then follow up with a creative future-visioning… a desired future question.
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How powerful are questions?

The Surprise of Friendship!

One could say a key task in life is to 

discover and define our life purpose, 

and then accomplish it to the best of 

our ability. 

A. Can you share a story of a moment, or 

the period of time, where clarity about life 

purpose emerged for you. For example, 

a moment where your calling happened, 

where there was an important awakening 

or teaching, where there was a special 

experience or event, or where you 

received some guiding vision?

B. Now, what do you sense you are 

supposed to do…rest of your life?

RESULTS

Carnegie Hall Charter Signing 2005

URI 800 Centers Around World

Birth of Global Community by Charles Gibbs and Sally Mahe

A Bishop’s Quest by William Swing (2014)

Predictions for Nobel Prize

85 countries. 1.5 million people
www.uri.org

Mere Measurement?

The Exponential Inquiry Effect.
Human Inquiry is actually a reality generator

http://www.uri.org
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We live in worlds our questions create.
Human systems move in the direction of what they study.

Engagement and Positive Energy

Preface     

• Organizations work best when they are vibrant, alive and fun. You know, when the "joint is 

jumping!" You can sense that the spirit of the organization is vital and healthy and that 

people feel pride in their work.  Everyone builds on each other's successes, a positive can 

do attitude is infectious and the glow of success is shared.  What's more, this positive 

energy is appreciated and celebrated so it deepens and lasts.

Engagement & Energy

A. Tell me about a time when you experienced positive energy that was 

infectious.  What was the situation?  What created the positive energy?  

How did it feel to be a part of it?  What did you learn?

B.    If positive energy were the flame of the organization, how would you spark    

it?  How would you fuel it to keep it burning bright? 
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“Be patient … and try to love the questions 

themselves. Live the questions now. Perhaps you 

will then gradually, without noticing it, live along 

some distant day into the answer.”

– Rainer Maria Rilke

Groups Crafting the Unconditional Positive Question

return ___0’clock

Choose one of your Topics and craft the Ai questions: 3 PARTS

I.   Positive Preface - it is a topic intro.                                               

A. A question to evoke a story from persons history                                                               

B. A question to evoke/help give voice to their best images of future

DISCOVERY
Strengths

Innovations & Insights
Positive Core Assets

DREAM
Opportunities

Valued Future We Want
Images of Impact

DESIGN
Aspirations

Ideation and Brainstormer
Rapid Prototyping

DESTINY
Results

Capturing Sustainable Value
Improv &  Learning

Affirmative
Topic Choice

Ai “4-D” cycle

The Incomplete Revolution.
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Three Circles of the Strengths Revolution in Management 

and the Leadership of Change

Elevation of Strengths
Positive Psychology Movement

Appreciative Intelligence

Gallup—Buckingham Strengths 

VIA Classification 

of Human Strengths

Resonant Leadership

Concentration & 

Magnification 

of Strengths
Peter Drucker’s  Management

Whole System AI Summits

Nets, Webs and Tipping Point 

Dynamics

Social Constructionism

Refraction of Strengths 

Outward Into Society
Positive Institutions

Business as Agent of World 

Benefit

Sustainable Value

APPRECIATIVE

INQUIRY

DISCOVERY
Strengths

Innovations & Insights
Positive Core Assets

DREAM
Opportunities

Valued Future We Want
Images of Impact

DESIGN
Aspirations

Ideation and Brainstormer
Rapid Prototyping

DESTINY
Results

Capturing Sustainable Value
Improv &  Learning

Affirmative
Topic Choice

Ai “4-D” cycle

the new  question of change:

change at the scale of the 
whole.

Uniting strengths across silos and specializations inspires 
innovation

Five Common Approaches to Strategic Change

▪ Top Down Strategies

▪ Bottom Up Strategies

▪ Representative Cross-Section Strategies

▪ Pilot Strategies

▪ Back Room
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What is the  

Appreciative Inquiry Summit?

What are the success factors?     

Why so powerful?

Why so easy?

How do you design it?

A new change equation?

The AI Summit

Success Factors

“Whole System” in the Room

The Strategic Future Task is Clear

Magical Mix of Stakeholders Match the Task

From Dialogue to Design-Inspired Innovation

Expertise & Emergence

2 ½ -3 Day Event: 300 to 10,000 or more  Participants

Face-to-Face & World-Wide Web 

Uncommon Engagement, Impact, & Collective Action

Concentration Effect of Strengths

Nutrimental Foods
The Results One Year Later

Rodrigo Loures, CEO

300 % Increase in Profit

75 % Decrease in Absenteeism

Appointment to President Lula’s Economic and Social Council

World Business Academy Award

Rise to Best 100 Companies in the Nation
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Why Does Experience of Wholeness…

• Bring out the best in human beings?

• Propel innovation?

• New life?

• Eclipse old patterns and think beyond the possible?

• So easy?

Why does the best in human systems come about 

with the experience of “wholeness”?

Why Does Experience of Wholeness…

• Bring out the best in human beings?

• Propel innovation?

• New life?

• Eclipse old patterns and think beyond the possible?

• So easy?

Nutrimental Foods
The Results One Year Later

Rodrigo Loures, CEO

300 % Increase in Profit

75 % Decrease in Absenteeism

Appointment to President Lula’s Economic

and Social Council

World Business Academy Award

Rise to Best 100 Companies in the Nation

Helped Create UN Global Compact
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DISCOVERY
Strengths

Innovations & Insights
Positive Core Assets

DREAM
Opportunities

Valued Future We Want
Images of Impact

DESIGN
Aspirations

Ideation and Brainstormer
Rapid Prototyping

DESTINY
Results

Capturing Sustainable Value
Improv &  Learning

Smart Re-Purposing 
$75 Million for

Tomorrow’s Growth

Ai “4-D” cycle and the Powerful Concentration Effect of 

Strengths 
Why High Engagement?

The Business Case

Approaches to competitive advantage:

➢ Low price – less than 60 days

➢ Operational/technical expertise – less than 3 years

➢ Fully engaged employees

(people think and act like owners)  more than 7 years
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Increasing the the relational quality of stakeholder engagement - customers, 

communities, partners-- in a 10,000-person organization can boost the bottom line by 

an estimated $40+ million—

Taleo Research, Profitable 

Talent Management in 2012
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#

2
“The AI Summit is the 

best large group 

method in the world 

today.”

84% of senior leaders globally say disempowered and disengaged employees 

are one of the three biggest threats facing their business.

The Economist, Re-engaging with Engagement Report, 2012

12
6

•Reach 

Beyond silos, specializations, separations

Simplify operations and services

Make customers part of your team

Establish unprecedented focus

Push the envelope on execution and speed

Generate more leadership deep in the organization

THE MAGIC OF MACRO
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Success Factors

The AI Summit Part II

“Whole System” in the Room

The Task is Clear

Stakeholders Match the Task

The “Concentration-Effect” of Strengths

Top Down & Bottom Up & Whole

From Dialogue to Design-Inspired Innovation

2 ½ -3 Day Event: 300 to 10,000 or more  Participants

Face-to-Face & World-Wide Web 

Uncommon Engagement, Impact, & Collective Action

135

What are your emerging questions about the AI 

Summit and how to do it? 

Everyone in the group shares their questions.

Choose your top 3-5 questions. 

136
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"Bankruptcy of the Soul of Our Institutions" 

Partnerships: The Positivity of 

Great AI summits start with a great TASK

(positive emotional attractor)

50 years later in 2019—when the world looks to Cleveland for a 

sensational retrospective on the fire—like a phoenix reborn 

from the fire, Cleveland will surprise, amaze, and inspire the 

world with its transformation…  “to a bright 

green city on a blue lake”.

Sustainable Cleveland 2019

Creating an Economic Engine to Empower 

a Green City on a Blue Lake
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Sustainable Design Summit With Whole City

A Green City on a Blue Lake

SPECIAL STAKEHOLDER MIX

Steering Committee

Business (Large)

Business (Small/Medium)

Union/Labor/Service

Media/Communications

Academia/Education/Researchers

Engineer, IT, Scientist, etc

Non-Profit/Philanthropic/Associations

Arts/Culture

Student/Youth Leaders

Government/Elected Official

National and International “External” Stakeholders

Sustainability = Innovation

Positive Emotional Attractor for a Whole City

• Video here DISCOVERY
Strengths

Innovations & Insights
Positive Core Assets

DREAM
Opportunities

Valued Future We Want
Images of Impact

DESIGN
Aspirations

Ideation and Brainstormer
Rapid Prototyping

DESTINY
Results

Capturing Sustainable Value
Improv &  Learning

Ai Sustainable Design Summit
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• Advanced Energy Generation
• Advance Energy Research and Commercialization
• Advanced Manufacturing and Materials
• Communications and Branding
• Engaging 1.6 Million
• Green Building
• Health
• Local Foods
• Metrics of Success
• Post-Summit Momentum
• Public Contract
• Social Capital 
• Social Entrepreneurship in the Urban Core
• Strategic Partnerships and Learning
• Sustainable Business Innovation and Incubation
• Transportation
• Vacant Land Use and Green Space
• Waste to Profit
• Water
• World-Class Sustainable Education

Cleveland’s Green City on Blue Lake Up with design.
Think of an 700 person AI 

as many “design studios” at 

once

A Prototype for Urban Agriculture 

Will Create 10,000 Jobs

Summit Headlines: 700 Leaders, 3 Days

”Sustainability summit 
offers view of a green, 
prosperous Cleveland"

"Mayor Jackson pulls off 
an 

amazing feat with an 
exhilarating, 

idea-sparking summit," 

by Charles Michener

“ Cleveland Powered 100% by 
Renewable Energy”
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In groups of 3
Where might an Ai Summit make a real difference in some system

that you are part of?

Help your colleague imagine an summit and brainstorm possibilities:

• Defining summit task & sub-topics - exciting title?
• Mapping stakeholders - internal and external - what percentages?
• Preparing pre-summit momentum building & communications
• Envisioning post-summit structure and scaling up momentum
• Summit value proposition: what results do you want? 
• How to sell it? Contextualize it to our culture and setting? Unique elements? 

New? Different? Better? 

149

Great summits start with a great TASK

“a big league opportunity”

as a

“positive emotional attractor”
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Building an Economic Engine to Empower  

A Green City on a Blue Lake 

Coming Together to Make it 

Happen:

How Might We Bring Well-Being 

to 1 Billion People Every Day?

Creating the Future of Green Mountain Coffee 

Roasters:

Designing Our Organization for 

Phenomenal Growth and Phenomenal World 

Benefit
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In groups of 3
Where might an Ai Summit make a real difference in some system

that you are part of?

Help your colleague imagine an summit and brainstorm possibilities:

• Defining summit task & sub-topics - exciting title?
• Mapping stakeholders - internal and external - what percentages?
• Preparing pre-summit momentum building & communications
• Envisioning post-summit structure and scaling up momentum
• Summit value proposition: what results do you want? 
• How to sell it? Contextualize it to our culture and setting? Unique elements? 

New? Different? Better? 

158

what might a new change 

equation look like? 

This session…

Scenes from AI Summits: What do you observe? 
Why does the best in human systems come about with the experience of 

“wholeness”?
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Neal Creative  | click & Learn more

Neal Creative ©

TIP │ Use the built-in color palette 
with green and yellow for callouts 
and accents

People naturally resist change.

Change is very often an occasion that naturally brings out the very best in 

human beings

WHAT’S GOOD?
We place dissatisfaction and “R” at the heart of 

change 

Yet we are wired-to-be-inspired.

We need a new change equation. Now. 

http://www.nealanalytics.com/templates/
http://www.nealanalytics.com/neal-creative/templates/
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ELEVATIONARY CHANGE
OPTIMAL STATES ARE NOT ONLY A SIGNAL OF THRIVING BUT ARE CATALYSTS 

OF TRANSFORMATION & CHANGE

Studies of Elevation | The “Overview Effect”

j-mac

Scenes from AI Summits: What do you observe? 
Why does the best in human systems come about with the experience of 

“wholeness”?

https://www.youtube.com/watch?v=O-nMab6XDNI
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From conscious evolution to conscious elevation

Experience of Elevation
{ wholepower x  willpower  x waypower }

________________________________________

Deficit Despair 

Why does Appreciative Inquiry work in so many 

settings?

The New Change Equation—Elevationary Change-- is Built Around 

The “Strengths Density” of Your Change Process

FLOURISHING in CHANGE RATIO
What is the positive-strengths versus deficit-focus in successful OD?  

LINDA ROBSON, PH.D. Research

Do burning platforms and 
negative emotions - anger, fear, 
blame - mobilize positive change 
and long term energy, success, 
and unifying response? 

SOCIAL 
CONSTRUCTION

POSITIVE ORG
SCHOLARSHIP 

ORGANIZATIONAL 
CHANGE

POS & LANGUAGE

EMOTION

Gergen, 1982; Ludema et al. 1997; Cooperrider et al. 2003; Barrett 
et al. 1995; Cooperrider et al. 2003

Schein, 2002 & 2010; Cooperrider & Sekerka, 2006; Kotter, 1996 & 
2008

Cameron et al, 2003; Seligman, 2007; Duckworth et al, 2005; 
Peterson et al, 2003 

Fredrikson, 1998; Losada & Heaphy, 2004; Cooperrider, 1997; 
Gottman, 1994, 1999; Shotter, 1996; Millroy, 2001; Hallsmith, 2003; 
Coupland et al, 2005; Schmidt, 2005; McKenzie-Mohr & Smith, 
1997; Stacey, 1992; 1996

Fredrickson1998, 2001; Fredrickson & Cohn, 2008 Donnollon, 1996; 
Gottman, 1994, 1999; Losada & Heaphy, 2004
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RESEARCH QUESTIONS

What is the P-S/N-D 
ratios in the call for 
sustainability? 

How do the P-S/N-D ratios 
in sustainability narratives 
relate to the performance 
of OD change efforts? 
Does the “strengths 
density” of a change 
initiative predict change 
success?

10 
ORGS

52,687
WORDS

232 WEB PAGES

20
INTERVIEWS

2,256
QUOTES

13 
STAFF MEETINGS

THE DATA - coding P/N ratios

High Performers
Moderate

Performers
Low

Performers

Number of 
Organizations doing 
OD

4 3 3

Interview Data 3:1 1:1 1:1

Group Meeting 
Data 2:1 1:1 1:4

Website Data 26:1 28:1 12:1

ALL DATA
COMBINED +4:1 +2:1 1:1

Over 54,000 pieces 
of data.

64%

50%

39%

15%

23%

39%

21%

27%

21%

0%

10%

20%

30%
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 High Performers  Moderate Performers  Base Performers
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Discourse by Performance Category

Positive Discourse Labels

Negative Discourse Labels

Neutral Discourse Labels
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INSIGHTS
1. HIGH PERFORMERS 

NAMED STRENGTHS & 

APPRECIATION, SENSE 

OF WE, & LARGER 

PURPOSE 2x MORE 

THAN MODERATE & 4X 

MORE THAN BASE

3. HIGH PERFORMERS 

DESCRIBED A SENSE OF 

BLURRED BOUNDARIES 

BETWEEN US & OTHERS, 

SPOKE TO A SENSE OF 

CONNECTEDNESS & CARE

4. HIGH PERFORMERS 

MOVING BEYOND 

SUSTAINABILITY TO 

FLOURISHING, 

EXPERIENCES OF 

MIRROR FLOURISHING IN 

THEIR ORGS & LOVE

2. AUTHENTIC 

POSITIVE-

STRENGTHS FOCUS 

BECAME A HABIT 

AMONG THE HIGH 

PERFORMERS

From conscious evolution to conscious elevation

Experience of Elevation
{ wholepower x  willpower  x waypower }

________________________________________

Deficit Despair 

Why does Appreciative Inquiry work in so many 

settings?

The New Change Equation - Elevationary Change - is Built Around 

The “Strengths Density” of Your Change Process The Destiny Phase of AI & The Age of the Network

Small Groups Hierarchy Bureaucracy Networks

+ + +

Nomadic

160,000 BCE.

Agricultural

10,000 BCE

Industrial

18th century...

Information

20th century...

180
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Delivery or Destiny Phase as Improvisation

Jazz Metaphor

• Self organizing--most alive on the edge of chaos and order

• Small, positive actions have large consequences

• Create incremental disruptions that 

dislodge habit - ”amplify positive deviations”

Accelerating Strengths Networks (ASN)

• Create a network and cadre of positive change leaders

• The network speeds the spread of every innovation, every positive opportunity, 

every story of strengths in action.

• Minimal structure, maximum freedom

• Put people on center stage - soloing and supporting

181

THE “ASN”

ACCELERATING STRENGTHS NETWORK

SUSTAINAING CHANGE. 

THE DESTINY PHASE

A Question for You About the S-Revolution:

Which organization will help save 
more lives in the next five years 
than any other - children, 
women, and men - who are 
picking cotton in toxic and 
chemically treated fields all over 
the world - fields that are so toxic 
that when you touch the cotton it 
feels like an electric jolt around 
your fingers? 

• It employs 1.9 million people

• Its serves 138 million people per week.

• It has approximately $400 billion in sales

• It’s attracting the most brilliant and radical 

environmental minds e.g. Amory Lovins

• It’s raising many eyebrows
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Wal-Mart’s Early Steps
Many are Watching.

1. Be supplied by 100% 

renewable energy

2. Create zero waste

3. Leader Sustainable 

products & packaging

Sustaining Change:        AI’s “Accelerating Strengths Networks”
Spread With Click of the Button!Global Greenhouse Gas Strategy

Buildings Design Construction & Maintenance

Global Logistics

Alternative Fuels

Operations & Internal Procurement

Packaging

Textiles

Electronics

Food & Agriculture

Forest Products (Wood & Paper)

Chemical Intensive Products

Jewelry

Seafood

China

Energy

Waste

Products

It is easy…to speed up and scale up the spreading of 

strengths, solutions, opportunities and results.
Measurements of Packaging Eco- Innovation:  

“people turned on”

• Prevented millions of lbs. of trash from reaching landfills

• Saved 667,000 metric tons of carbon dioxide

• Equal to taking 213,000 trucks off the road anually

“Packaging is renewable in 90 days not 9 million years”
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The Accelerating Strengths Network

Broadening this initiative to 255 items in Toys:

• This employee driven initiative saved 3,425 tons of 

corrugated materials 

• 1,358 barrels of oil annually

• 5,190 trees

• Millions of dollars in transportation costs

• Bottom line business and society benefit
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What Would You
Like to Change?

205

Lets Coach Each other and Imagine two Projects:

Where Might an AI Approach Create Value in My Work, 

or Community, or World?

If anything imaginable were possible - assuming there are no constraints whatsoever - what kind of “AI”
initiative, project, or experiment might I want to launch?

1. Name the possibility or possibilities - and begin the conversation with your original interview 
partner…what/where/why/who?

• What is one of the smallest initiatives or possibilities - that can have impact?

• What is one big possibility - something that would be a real stretch? 

2. Now think through the project: what’s the possible affirmative topic? The stakeholder mix? Think about 
the waves of Discovery; Dream; Design; Destiny - or use the 8 stage POSITIVE change model.

3. What are your positive assets, beliefs about yourself, and best strengths that will ensure your success?   

1. THINK DRUCKER, THINK STRENGTHS 2. PEOPLE DON’T RESIST CHANGE, THEY RESIST BEING CHANGED
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3. RELATIONSHIPS COME ALIVE WHERE THERE IS AN APPRECIATIVE EYE:
IN YOUR ORGANIZATION AND FAMILY 

BE THE GIFT OF NEW EYES

4. WE’VE UNDERESTIMATED THE ROLE OF THE POSITIVE IN LEADERSHIP
(NOT JUST POSITIVE THINKING)

OPTIMAL STATES DON’T JUST SIGNAL FLOURISHING
THEY CREATE GREATER OPTIMAL STATES

5. WE NEVER DENY WEAKNESS OR PROBLEMS
BUT 

REVERSE THE 80/20 RULE

SMALL CHANGES CAN BE SEISMIC

WHEN YOU CHANGE THE WAY YOU SEE THINGS, 
THE THINGS YOU SEE CHANGE.

6. CHANGE IS NOT JUST ELIMINATING SOMETHING, 
EXCELLENCE CALLS FOR ENABLING SOMETHING
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7. THE TOOLS FOR POSITIVE CHANGE ARE NOW PRIME TIME READY

5. APPRECIATIVE INQUIRY DOES NOT DEMAND BELIEF,
BUT INVITES EXPERIMENT.

What kind of world future 
will she see in 2050? 

http://www.amazon.com/gp/reader/0982206801/ref=sib_dp_pt
http://www.amazon.com/gp/reader/1576754936/ref=sib_dp_pt
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Thank You 
for learning, 
sharing, and 
helping build

a better future!

217

NEW Cooperrider’s online/digital course starting in 
February and again in JUNE…it’s called
The New Change Equation at 
Case Western Reserve University.  For a seat for you 
and a team email chuck.black@case.edu

https://weatherhead.case.edu/executive-education/programs/new-change-equation/

David L. Cooperrider, PhD, is a University Distinguished Professor and holds the Fairmount Santrol - David L. Cooperrider Professorship in Appreciative Inquiry at 

the Weatherhead School of Management, Case Western Reserve University, where he is the faculty founder of the Fowler Center for Business as an Agent of World 
Benefit. David is also the Honorary Chairman of Champlain College’s David L. Cooperrider Center for Appreciative Inquiry at the Robert P. Stiller School of Business.  

David is best known for his original theoretical articulation of “AI” or Appreciative Inquiry with his mentor Suresh Srivastva. Today AI’s approach to strengths-inspired, 
instead of problematizing change, is being practiced everywhere: the corporate world, the world of public service, of economics, of education, of faith, of philanthropy, 
and social science scholarship—it is affecting them all. Jane Nelson, at Harvard’s Kennedy School of Leadership recently wrote, “David Cooperrider is one of the 
outstanding scholar-practitioners of our generation.”

David has served as advisor to prominent leaders in business and society, including projects with five Presidents and/or Nobel Laureates such as William Jefferson Clinton, 
His Holiness the Dalai Lama, Kofi Annan, and Jimmy Carter. David advises a wide variety of corporations including Apple, National Grid, Johnson & Johnson, Green 
Mountain Coffee Roasters, Verizon, Hunter Douglas, Cleveland Clinic, Smuckers, Clarke, Fairmount Minerals, McKinsey, Parker, Dealer Tire, Webasto, and Wal-Mart as 
well as the Navy, Red Cross, United Way of America, USAID, United Nations, and hundreds of international private voluntary organizations (the GEM project.) David is also 
a founding Board Member of the Taos Institute and the International Association of Positive Psychology. 

David has published 25 books and authored over 100 articles and book chapters. He has served as editor of both the Journal of Corporate Citizenship with Ron Fry and the 
current academic research 4-volume series on Advances for Appreciative Inquiry, with Michel Avital. In 2010 David was honored with the Peter F. Drucker Distinguished 
Fellow award. David’s books include Appreciative Inquiry: A Positive Revolution in Change (with Diana Whitney); The Organization Dimensions of Global Change (with Jane 
Dutton); Organizational Courage and Executive Wisdom (with Suresh Srivastva); and The Strengths-based Leadership Handbook (with Brun & Ejsing.)  David’s work has 
received many of awards including Distinguished Contribution to Workplace Learning by ASTD; the Porter Award for Best writing in the field of Organization Development 
and the Aspen Institute Faculty Pioneer Award.  In 2016 David was named as one of the nation’s top thought leaders by Trust Across America, and honored as one of 
“AACSB’s Most Influential Leaders.”

In the highest recognition, Champlain College’s Stiller School of Business honored David’s impact with an academic center in his name. Opened in 2014 it is called the 
David L. Cooperrider Center for Appreciative Inquiry, and David serves as its Honorary Chair. For the center’s dedication Professor Marty Seligman, the father of the 
positive psychology movement wrote: “David Cooperrider is a giant: a giant of discovery, a giant of dissemination, and a giant of generosity.” Likewise Jane Dutton, former 
President of the Academy of Management said, “David Cooperrider is changing the world with his ideas and who he is as a person. There are few who combine such 
insight, inspiration and energy.”

David.Cooperrider@Case.Edu

https://weatherhead.case.edu/executive-education/programs/new-change-equation/
mailto:David.Cooperrider@Case.Edu

