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AGENDA

Wednesday, November 11, 2009
8:00 am  – 3:00 pm

	8:00 – 8:30
	 Introductions and Workshop Overview



	8:30 – 10:00
	Overview of Appreciative Inquiry (AI)

Participatory exercise

Case study – DC-Department of Health


	10:00 - 10:15
	BREAK



	10:15 – 12:00
	Systems Thinking Concepts and Tools
Reflection on use of systems tools

Case study – ASADI



	12:00 – 1:00
	LUNCH



	1:00 – 2:30
	Organizational Development Processes

Participatory exercise

Case study – The Albania Experience



	2:30 – 3:00
	Closing and Workshop Evaluation




OBJECTIVES

By the end of this workshop, you will learn:
· How context affects evaluation practice,
· Strategies for incorporating context analysis into evaluation inquiries,
· Tools that can be applied to guide the incorporation of context into evaluation,
· How contextual tools can help improve the relevance and usefulness of evaluation.
APPRECIATIVE INQUIRY

Appreciative Inquiry … 

APRECIATIVE INQUIRY “is the study and exploration of what gives life to human systems when they function at their best.  This approach to personal and organizational change is based on the assumption that questions and dialogue about strengths, successes, values, hopes and dreams are themselves transformational.”

Appreciative Inquiry suggests that human organizing and change, at its best, is a relational process of inquiry, grounded in affirmation and appreciation.

Whitney & Trosten-Bloom, 2003

Overview of the 4-I Model

The Appreciative Inquiry process for organizational learning and transformation is based on the Four “I” Model -- Inquire, Imagine, Innovate, Implement. Each of these phases is described briefly below:

Inquire.  Phase One is for the discovery and appreciation of the best of “what is” by focusing on peak moments of organizational excellence from the organization’s history. In this phase organizations discover the unique factors (i.e., leadership, relationships, culture, structure, rewards, etc.) that made those moments possible. This builds the capacity for effective management of organizational continuity during times of change. Members become ready to let go of parts of the past, and become aware of what they want to take into the future.
Imagine.   In this phase organizations challenge the status quo by envisioning more valued and vital futures. Images of the future emerge out of the stories and examples from the best of the past. They are compelling possibilities because they emerged from the extraordinary moments of the organization’s history. Organizations have a tendency to move toward the shared, positive images of the future. Together, the organization creates a positive image of its most desired and preferred future. They take the best of “what is” to “what might be” by asking, “What is the world calling our organization to become?” The organization is enabled to go beyond what it thought was possible.

Innovate.  The goal of the innovation phase is to envision how the organization should be designed to fully realize the shared dreams and ideals. Organizational elements, or the “social architecture” (values, leadership, culture, staff/people, structures, strategy, communications, processes, practices, results, etc.) are first identified. Then the organization creates “provocative propositions,” or “possibility statements,” about what the organization would look like if it were doing more of its “bests.” In this phase the organization begins to set new strategic directions and creates alignment between its visions of the future and its systems and processes.

Implement.  The task in this phase is to implement the innovation and to “set the organizational compass.” It is a time of continuous learning, using monitoring and appreciative evaluation tools and processes, and improvising or making course corrections in pursuit of the shared vision. The momentum and potential for innovation, creativity, and productivity is high by this stage of the inquiry. 

Phases of The Appreciative Model
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    The “4-I” Process


Appreciative Interview Guide

Topic of Inquiry:  

Exceptional Experience in Uncovering Context in Evaluation
Exceptional Experience:  Think back on your experience in evaluation and remember a peak experience or high point, a time when you felt most excited, proud and passionate about discovering some context that helped you see the evaluation in a different light. Tell a story about that time.

What happened? What did you contribute to this outstanding experience? What did others contribute? What made this experience possible?
Values:  What do you value most about:

· Yourself, and

· Your work in evaluation
One Wish:  If you had one wish that would ensure that every evaluation activity that you are involved in would be as exceptional as the one you just described, what would that be?

Appreciative Interview Worksheet
This page is for taking notes on your partner’s story – they will be helpful to you when presenting your partner’s story and information to the group.

1.  Notes on your partner’s story:

2.  Best quote that came out of the interview:

3. Notes on values:  

4.  Notes on wishes:

CASE STUDY ON APPRECIATIVE INQUIRY
District of Columbia Department of Health
Systems Concepts

Basic Systems Concepts

· Perspectives – different views of the same system, and whose perspectives are and are not included 

· Boundaries – who or what lies inside and what lies outside a particular inquiry

· Inter-relationships – how people and parts interact and relate within and between systems
…plus 1 more:

· Time – how these concepts change over time within the different systems involved 
Why Time?  

“Perspectives shift, boundaries fluctuate, and relationships change.  To ignore the fundamental dynamism of these concepts is to get stuck in an outdated and unidimensional understanding of what we are evaluating.  And by directly addressing what has changed over time, we not only stay current but can at times take advantage of those changes to enhance our work and possibly even the larger efforts of what we are evaluating.”

INSERT TIME MATRIX

Overview of Soft Systems Methodology (SSM)

Purpose 

· To reveal “in a rigorous way the multiple perspectives different stakeholders bring to a situation.”

· “At the heart of SSM is a comparison between the world as it is, and some models of the world as it might be. Out of this comparison arise a better understanding of the world ("research"), and some ideas for improvement ("action").”

The Process 

“SSM involves considering the problem situation in both the “real” world (Stages 1 and 2) and the “model” world where systems thinking is applied to develop root definitions to clarify the real problem and conceptual models are developed to look at ideal solutions (Stages 3 and 4).  The “ideal” models are then compared to the actual situation.  Differences between the models and reality become the basis for planning changes.”
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Value of SSM in Evaluation Capacity Building
· Tools to help the evaluation team more fully capture & model a system from different perspectives
· Clarifies program assumptions, values and desired outcomes

· Provides a framework for identifying the different stakeholders for different perspectives

· Gives voice to diverse stakeholders, acknowledging and more fully clarifying relationships and the different perspectives 

Processes for comparing reality and models to develop recommendations and ideas for action
Soft Systems Tools

The Rich Picture 
The Rich Picture is used as a way for stakeholders to express the situation as fully as possible. Elements to be considered in drawing this picture include: 
· Structures
(
People
· Processes
(
Issues expressed by people
· Climate
(
Conflicts
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Example of a Rich Picture from Campbell Williams, M. and Dobson, P. (1995). Using metaphors and rich pictures in university education. In Summers, L. (Ed), A Focus on Learning, p36-41. Proceedings of the 4th Annual Teaching Learning Forum, Edith Cowan University, February 1995. Perth: Edith Cowan University. http://lsn.curtin.edu.au/tlf/tlf1995/campbell-williams.html
CATWOE

The mnemonic CATWOE is a guide to help construct a short description of the system being modeled. From each perspective, describe the following:
Clients who are this system’s beneficiaries

Actors who transform these inputs to outputs

Transformation desired from inputs into outputs

Weltanschauung (world view or values) – relevant viewpoints and assumptions

Owner(s) to whom the system is answerable and/or could cause it not to exist

Environment that influences but does not control the system

Conceptual Model
SS Tools
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This conceptual model is more fully described in the left column of the matrix below
Matrix for Comparing the Ideal and the Real
	WHAT DOES THE IDEAL SYSTEM  LOOK LIKE (CONCEPTUAL MODEL)
	WHAT ACTUALLY HAPPEN IN REALITY
	WHAT ARE THE DIFFERENCES  –
“THE WISHES” IN A.I.

	What planning activities are needed?


	
	

	What other implementation activities are needed? 


	
	

	What will be monitored and how?


	
	

	What control activities will be carried out based on monitoring results?


	
	

	What will be evaluated and how, and how will the findings be used?


	
	


INSERT STACEY LOGIC MODEL
REFLECTIONS ON SYSTEMS THINKING TOOLS
· Individually think about a successful evaluation experience and reflect on which of the four system variables were critical for success.  Use the worksheet for notes.

· Share your experience in small groups, then discuss what insights, common themes and learning come from these experiences.

· Prepare a flip chart of the key themes and insights discussed in your small group for presentation to the larger group.

(Space for Notes)

CASE STUDY ON SYSTEMS THINKING TOOLS
UN National Academy of Sciences

African Science Academy Development Initiative (ASADI)
ORGANIZATIONAL DEVELOPMENT TOOLS
Adult Learning Theory

· Adults expect to be treated with respect and recognition

· Adults can reflect on and analyze their own experiences

· Adults have different learning styles

· Adults are motivated by the possibility of fulfilling personal needs and aspirations, or finding practical solutions to real-life problems

· Adults are capable of making their own decisions and taking charge of their own learning 
Different learning processes

· Experience — participate in a role play, activity, field trip; watch a video, and so on

· Reflection — recall what happened; describe what you observed

· Abstract Conceptualization — begin to make sense of the experience, generalize, draw conclusions, see patterns, formulate rules or theories

· Active Experimentation — decide how you will use what you have learned in the future; create an action plan; incorporate the new learning into your own life
Types of Learners

· Type One: The Imaginative Learners

· Type Two: The Analytic Learners

· Type Three: The Common Sense Learners

· Type Four: The Dynamic Learners

Sample Tools for group process in OD

· Inquiry circle or structured dialogue

· Agree-Disagree game

· Judges

· Open Space Technology

· Future Search

· World café

· Bafa Bafa 

· Ice breakers

INQUIRY CIRCLE
For 2 minutes, talk about……..
the challenges, hopes, and opportunities related to enhancing evaluation through the use of OD tools to incorporate context 
Your inquiry question….
CASE STUDY ON ORGANIZATIONAL DEVELOPMENTTOOLS
“The Albania Experience”

CONTRIBUTIONS OF APPRECIATIVE INQUIRY, SYSTEMS THINKING AND ORGANIZATIONAL DEVELOPMENT TO EVALUATION 

· Clarifies program assumptions, values and desired outcomes

· Gives voice to diverse stakeholders and acknowledges different perspectives and relationships

· Provides a framework for the systematic study of success

· Promotes shared learning and deeper inquiry into emergent issues and challenges

· Ask powerful questions

Selected AI Resources

Appreciative Inquiry Practitioner - A resource for knowing about various AI workshops and related topics such as workshops on Dialogue.  They also highlight various books and articles on AI. http://www.aipractitioner.com
Coghlan, A. T., Preskill, H., & Catsambas, T. T. (2003).  An overview of appreciative inquiry in evaluation.  In, H. Preskill & A. Coghlan (Eds.), Appreciative inquiry and evaluation.  New Directions for Program Evaluation, 100, 5-22.  San Francisco: Jossey-Bass.

Cooperrider, D. L., Whitney, D., & Stavros, J. M.  (2003).  Appreciative inquiry handbook.  Bedford Heights, OH: Lakeshore Publishers.

Cooperrider, D. L., Whitney, D. and Stavros, J.M. (2003).  Appreciative Inquiry handbook.  Bedford Heights, OH:  Lakeshore Publishers, 2003.

Elliott, C.  (1999).  Locating the energy for change: An introduction to appreciative inquiry.  Winnipeg, Manitoba: International Institute for Sustainable Development.

Hammond, S. A.  (1996).  The thin book of appreciative inquiry.  Plano, TX: CSS Publishing Co.

Ludema, J. D., Whitney, D., Mohr, B. J., & Griffin, T. J.  (2003).  The appreciative inquiry summit: A practitioner’s guide for leading large-group change.  San Francisco, CA:  Berrett-Koehler.

Preskill, H. & Catsambas, T. T. (2006).  Reframing evaluation through appreciative practices.  Thousand Oaks, CA: Sage.

Preskill, H. & Coghlan, A. (Eds.) (2003).  Appreciative inquiry and evaluation.  New Directions for Program Evaluation, 100.  San Francisco: Jossey-Bass.

Watkins, J. M., & Cooperrider, D.  (2000).  Appreciative inquiry: A transformative paradigm.  OD Practitioner, 32 (1), 6-12.

Watkins, J. M. & Mohr, B. J.  (2001).  Appreciative inquiry: Change at the speed of imagination.  San Francisco: Jossey-Bass.

Webb, L., Preskill, H., & Coghlan, A.  (Eds.) (2005). Bridging Two Disciplines: Applying Appreciative Inquiry to Evaluation Practice. AiPractitioner. February.

Whitney, D., Cooperrider, D., Trosten-Bloom, A., & Kaplin, B. S.  (2002).  Encyclopedia of positive questions.  Euclid, OH: Lakeshore Communications.

Whitney, D. and Trosten-Bloom, A.  (2003).  The power of Appreciative Inquiry.  San Francisco, CA:  Berrett-Koehler.
Selected Systems Thinking Resources
Where to start:

Williams, Bob and Imam, Iraj. 2007.  Systems Concepts in Evaluation. American Evaluation Association.  This is the primary resource used for this presentation, and provides extensive information on further resources.  Most of the sources on this page are cited in this work. 

Midgley, Gerald. 2007.  Systems Thinking for Evaluation.  In Systems Concepts in Evaluation, pp. 11-34. American Evaluation Association.  This chapter provides a good description and history of the different systems approaches to evaluation.

A few other systems resources:

Allen, P.M. 1988. Dynamic models of evolving systems. System Dynamics Review, 4:109-130, as highlighted by Midgley (2007).  Allen describes the phenomenon of emergence: new characteristics of complex systems emerge over time.

Attenborough, Kate. 2007.  Soft Systems in a Hardening World:  Evaluating Urban Regeneration.  In Systems Concepts in Evaluation, pp. 82-87. American Evaluation Association.  Along with an excellent description of Soft Systems Methodology, this chapter provides the foundation for the systems tools included in this workshop.

Checkland, Peter. 1981.  Systems Thinking, Systems Practice. Chichester: Wiley.

Checkland, Peter and Scholes, J. 1990. Soft Systems Methodology in Action. Chichester: Wiley.

Checkland, Peter and Holwell, S. 1998.  Information, Systems and Information Systems: Making Sense of the Field.  Chichester: Wiley.

-For the background of Soft Systems Methodology

Churchman, C.W. 1971.  The Design of Inquiring Systems.  New York:  Basic Books.

Churchman, C.W. 1979.  The Systems Approach and its Enemies.  New York:  Basic Books.

Flood, R.L. 1999. Rethinking the Fifth Discipline: Learning Within the Unknowable.  London:  Routledge.

Tay, Boon Hou and Lim, Kee Pong.  2007. Using Dialectic Soft Systems Methodology as an Ongoing Self-Evaluation Process for a Singapore Railway Service Provider. In Systems Concepts in Evaluation, pp. 89-100. American Evaluation Association.  This chapter provides a different approach to SSM, focusing on Dialectic Soft Systems Methodology.

Some useful websites to start further inquiry into systems:

http://www.bobwilliams.co.nz
http://www.open2.net/systems
Selected Organizational Development Resources
Bisplinghoff B. Inquiry Circles: A Protocol for Professional Inquiry.  National School Reform Faculty at Harmony Education Center.  Available on-line at http://www.nsrfharmony.org/protocol/doc/inquiry_circles.pdf 

Hare K and Reynolds L. 2004. The Trainers’s Toolkit.  Norwalk, CT: Crown House Publishing.

Knowles MS, Holton EF, Swanson RA. 1998. The Adult Learner. Woburn, MA: Butterworth-Heinemann
OD Practitioner (2000).  The entire issue, Volume 32, (1) is devoted to Appreciative Inquiry.  Single copies are available while supplies last.  Contact: www.odnetwork.org
World Bank. The Road to Good Health.  Trainer’s Guide. 2008
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Inquire


Appreciating the best of “what is”





Determine affirmative topic of inquiry


Conduct appreciative interviews 








Imagine


What might be?





Clarify values


Dialogue on possibilities


Create and validate visions





Implement


Navigate the change





Implement innovation


Set organizational compass


Monitor progress


Evaluate results








Topic of


Inquiry:


Excellence in Evaluation 





Innovate


What should be?





Set new strategic directions


Align standards, systems, and processes with visions








� This process is adapted from “Inquiry & Imagining in the Private Voluntary Sector,” Global Social Innovations, Timothy B. Wilmot, Summer 1996; Appreciative Inquiry: A Constructive Approach to Organization Development, Inquiry Manual, NTL, Cooperrider, et al., 1997.


� from Bob Williams’ AEA 2007 Systems Thinking workshop; also on his website


� from Patty Hill’s AEA 2008 presentation on “Conducting an Online Follow-Up Survey in the Changing Political Context of Kosovo: Challenges and Findings”


� ibid


� Tay & Lim (2007)


� From Bob Williams’ 2002 “work in progress” draft on Evaluation and Systems Thinking. 


� Tay & Lim (2007)


� Adapted from Attenborough’s (2007) description of Checkland’s work.


� Adapted from Attenborough’s (2007) description of Checkland’s work.





Context in Evaluation
14
AEA November 2009

