
 

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Join the next  digital  workshop on this topic with David at:  
https://weatherhead.case.edu/executive-education/programs/new-change-
equation/ 
                                           email: dlc6@case.edu 
 



 

 

Table of Contents 
Overview and Welcome ...................................... 1 

Can You Make Change P.O.S.I.T.I.V.E? ...................... 5 

The New Change Model ......................................... 7 

Readings ................................................ 10 

Activity: Explore Your Signature Strengths .............. 11 

Applying the Cooperrider-Godwin                                                                    
8-Stage Positive Change Model ............................ 12 

Step One: Pre-Frame ......................................... 13 

Articulating the Change Challenge or Epic Opportunity ..... 13 

Understand the Change Challenge with Full Situational 
Awareness ................................................. 13 

Problems and Even Crises are Just Design Opportunities in 
Disguise .................................................. 14 

Readings ................................................ 15 

Activities .............................................. 16 

Build Your Team: The Positive Change Convening Corps (PCCC) 20 

Activity: Build Your Dream Team ......................... 21 

Pre-Frame It: Positive Re-framing Creates a Positive 
Emotional Attractor ....................................... 22 

Activities .............................................. 23 

Next Step: Look at Themes, Patterns, and Possibilities from 
the Questions ............................................. 32 

Activity: Question Deep Dive ............................ 33 

16 

Activity: Using the Elevation Ladder .................... 40 

Step Two: Open Inspiration .................................. 41 

Searching for Strengths and Innovations from Everywhere ... 41 

Map the Whole System of Stakeholders ...................... 41 

Readings ................................................ 45 



 

 

Activity: Map Your Stakeholder Groups ................... 46 

Place your change opportunity at the center of the circle and 
brainstorm ................................................ 46 

Craft Questions that are “UP”: Prepare Your Research ...... 48 

Example Up Interview Guide ................................ 49 

Advance the 1st Positive Change Wave ....................... 57 

Activity: Fill Your Change Agenda ....................... 58 

Step Three: Strengthen Strengths ............................ 59 

Powering Up Your Change Capacity Through a Concentration 
Effect .................................................... 59 

Bring Your Stakeholders Together .......................... 59 

The Appreciative Inquiry Large Group Summit Method ........ 60 

Activity: Imagine a Large Group Summit to Accelerate Your 
Change .................................................... 63 

Answer the Continuity Question ............................ 64 

Activity: Ask the Continuity Question ................... 66 

Create a Narrative Rich “Holding Environment” for the Change
 .......................................................... 67 

Activity: Elevate the Strengths ......................... 71 

Learning Group Discussion ............................... 72 

Step Four: Imagine .......................................... 72 

Painting the Picture of the Future that Speaks to the Heart 72 

Readings ................................................ 74 

Activity: Paint a Picture of the Changed Future ......... 75 

Think Like a Designer ..................................... 77 

Activity: Identify “Opportunity Areas” .................. 79 

Turning These into “How Might We?” Questions for Your 
Brainstormer .............................................. 81 

Activity: Practice Turning Your Opportunity Areas into “How 
Might We?” Questions ...................................... 82 



 

 

Learning Group Discussion ............................... 83 

Step Six: Improvise ......................................... 83 

People Don’t Resist Change; They Resist Being Changed ..... 83 

Activities: Imagine a Prototype ......................... 85 

Step Seven: Valuing ......................................... 88 

Valuing is Creating ....................................... 88 

Leverage Every Progress Moment ............................ 88 

Activity: Anticipate Change Success ..................... 89 

Step Eight: Eclipse ......................................... 90 

Establishing the New and Eclipsing the Old ................ 90 

Activity: Imagine the Accelerating Strengths Network .... 95 

Let’s Get P.O.S.I.T.I.V.E ................................ 98 

Activity – Create Your 100- Day Project Plan ............ 98 

References .............................................. 102 

Notes & Insights ........................................ 104 

Contacts Made During This Course ........................ 105 

Additional Resources .................................... 106 

 



 

TNCE Workbook David Cooperrider Page | 1 
 

Overview and Welcome 
 
LEADING P.O.S.I.T.I.V.E CHANGE is one of the foremost indicators 
of success in any person’s leadership and professional career. 
Moreover, it’s increasingly vital to every organization’s 
capacity to excel, innovate, and embrace never-ending change 
with creative confidence.  And while leaders and managers use 
the term “positive change” frequently and loosely, it’s only 
recently that the term “positive” has taken on systematic, 
strength-based, and scientific meaning. And the result is 
enormous: it’s changing the very concept of change—and it can 
change everything.   
 
Some of you have been drawn to the positive-strengths approaches 
after being introduced to such things as the strengths-based 
leadership philosophy of Peter Drucker, for example, when he 
declared “the great task of leadership is to create an alignment 
of strengths in ways that make a system’s weaknesses 
irrelevant.” Others have been drawn by the breakthrough findings 
in Positive Psychology at the individual levels and the 
remarkable power of Appreciative Inquiry at larger and larger 
whole systems levels—where strengths-based approaches today are 
consistently bringing out the collaborative best in enterprise-
wide changes, bringing people together successfully and 
powerfully across silos, separations, and specializations.  And 
some of you are drawn by the creative optimism that’s now 
emerging from the field of human-centered Design Thinking and 
its deeper roots in a relational view of knowledge and the 
social construction of reality.    
 
THE NEW CHANGE EQUATION is the first complete change framework 
for managers and change leaders that unites the best of these 
positive approaches to change as one.  Almost like a complete 
protein, the Cooperrider-Godwin 8 step P.O.S.I.T.I.V.E Change 
platform brings into one dynamic platform the (1) the strengths 
revolution in management; (2) the tools of appreciative inquiry 
and the evidence-base of positive psychology; (3) state of the 
art design thinking applied to organization development and 
change and (4) the collaborative co-creation of reality.  
 
Taken together you will find your leadership skills rising to 
whole new heights. You will be able to turn any significant 
change opportunity into something that’s intrinsically 
motivating instead of externally depleting, strengths-focused 
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instead of deficit-focused, and innovation-inspired instead of 
fear-driven, defensive, and divisive. And you will be able to 
unite seeming opposites: big change, fast 
 
 
As one top executive remarked:  
 
“This is something I’ve been waiting for and wanting for a very 
long time, even without quite knowing it …this has implications 
for every aspect of our business, literally everything we do…in 
addition: I only wish I had learned all of this when I was 
raising my children.”  
 
This workbook is your toolkit to go along with The New Change 
Equation workshop. It supports leaders of change with something 
that is strengths-inspired, scalable, and flexible. It provides 
teams with a shared roadmap. And for organizations, it provides 
a consistently positive theory of change that can be applied to 
strategic transformations in everything from operations and 
culture change to strategic innovation with stakeholders and 
whole systems.  It’s meant to help you and/or your team to think 
bigger, braver, and bolder and to leverage the underestimated 
role of “the positive” in human system change.      

 
• In part one, we provide a birds-eye overview of the 8-step 

P.O.S.I.T.I.V.E Change platform as a summary of the module 
videos, articles, and stories.  

• In part two we break down each step for you and/or your 
team to apply the 8 step Cooperrider-Godwin P.O.S.I.T.I.V.E 
Change model, either with a real-time initiative, or (for 
the sake of learning) some future, hypothetical or imagined 
initiative—something you might want to do, and maybe 
something bigger and bolder that you might not at the 
moment feel ready to undertake.   

• In part three we invite you to see the many applications of 
positive change and to create a 100-day plan to take on 
some inspiring change opportunity that can change your 
organization, your life, or our society and the world for 
the better.  Yes, with this model you can take on change 
initiatives at a whole industry level, or at a business 
unit or whole enterprise level, or you can even take on a 
personal change initiative—for example you might want to 
lose weight successfully or design your life path and 
career trajectory!     
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A few key rules of thumb are involved. The first is that the 
process is dynamic, iterative, and cumulative. While change can 
start at any of the eight steps, we find that there is a wave 
upon positive wave effect, a powerful buildup from one large 
wave to the next larger wave, as we literally saturate our 
change agenda in “a concentration effect of strengths.”  
 
The second rule of thumb is that positive change is not at all 
about turning a blind eye to anything. There are lots of 
challenges in our organizations and societies today—far too many 
to fathom—yet each one can be seen through an innovation lens as 
an opportunity.  In positive change, we start with the belief 
that the future can always be made better. We know that there 
are under leveraged strengths and hidden assets inside and out 
in our vast world, and so we start with an abundance mentality. 
We live in a universe of strengths and somewhere in the world 
it’s already tomorrow. Leading by seeing “what works” always 
sparks the imagination for “what might be.”   
 
So early on, right at the start, we want to break the routine, 
largely problem-based way of framing things. One person, for 
example, sees a toxic waste dump in their community and gets 
overwhelmed at the causes; yet another looks at the same site 
and sees a vast business opportunity to turn waste into wealth 
and asks: “How might we transform this overflowing waste into 
renewable clean energy?”  
 
This is a radical reversal. Instead of the typical 80/20 
tendency in our world to focus on the 
negative/deficit/broken/problematic side of things (think about 
the ratio of good to bad news in our media) we want to 
successfully and literally reverse this -4:1 ratio in every 
step. A change initiative that thrives instead of the one that 
simply survives is the one where there is at least a +4:1 ratio 
in the asset based or strengths-based direction. The greatest 
learning in all of the evidence-based research on strengths 
approaches combined is that optimal states are not just signals 
of optimal functioning—they actually produce and create more, 
and higher, levels of functioning. Strengths do more than 
perform, they transform. 
 
So searching for and seizing upon optimal states and wide-
ranging sources of inspiration, plays a huge role in successful 
change.  However, and we cannot emphasize this enough, we are 
not blindly looking away from the “1” in the +4:1 ratio. Like 
designers, artists, and entrepreneurs we learn how to frame and 
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re-frame for heroic opportunities, and elevate even the 
“problematic” in ways that inspire and rewire our sense of 
possibility, confidence, and opportunity.  
 
Urgent optimism and collective inspiration play a big role in 
long-lasting successful change, and this comes from a sense of 
big league opportunity. Instead of simply eradicating errors or 
eliminating something, positive change is a rigorous approach to 
enabling something—something we really value and want to create, 
enable, and construct
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In this brief overview of the Cooperrider-Godwin 8-
stage P.O.S.I.T.I.V.E Change framework, a former PWC 
leader, Michelle McQuaid, sums up the interview she 
did with David Cooperrider, and she provides a clear 

synopsis of a remarkable approach to change 
management that’s grown over several decades of work 
with companies all over the world as well as with 
some 3,000 interviews into organizations aiming 

higher.  The bottom line: Along with the theory of 
Appreciative Inquiry, this new change management 
model is taking the strengths revolution to a new 
level, far beyond today’s common talent-management 

focus.1   

Can You Make Change P.O.S.I.T.I.V.E? 
 
Have you ever tried to create change in your life, in a team or 
across an entire workplace?  How did it go?  Did you find 
yourself wishing there was an easier and more effective way to 
make the changes stick? 
 
While creating change in my life had always been a little hit 
and miss; it wasn’t until I was responsible for convincing 
60,000 people to live the PwC company values that I discovered 
how little most of us know about changing people’s 
behavior.  Suddenly it became clear to me why researchers 
estimate that seventy percent of change projects fail. 
 
Although we were following the accepted wisdom – like creating a 
burning platform, gathering a coalition of the willing, 
communicating for buy-in, etc. – it was clear that while people 
were complying, they weren’t really committing to the 
change.  Instead, when the organization moved on to its next big 
priority, most people simply went back to their old behaviors. 
 
When it comes to creating lasting positive changes, where were 
we going wrong? 

                     
 
1 See Michelle McQuaid’s full interview with David Cooperrider: 
http://www.michellemcquaid.com/positive-change-model/ 
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“Most change management models have started with the belief that 
because people resist change, you need to start by creating deep 
dissatisfaction with the status quo,” explained Professor David 
Cooperrider from Case Western University, one of the world’s 
leading change researchers and practitioners when I interviewed 
him recently.  “But the truth is we’re wired to delight and 
thrill to change, so what holds us back is not resistance to 
change but a quiet despair that we can’t change.” 
Understandably this deficit despair can leave us feeling 
fearful, cynical, angry or even depressed about the very idea of 
change, so what’s the alternative? For the past 30 years, 
David’s research has explored how to create lasting positive 
changes by building upon the strengths – what works well – in 
people and systems through a simple set of tools known as 
Appreciative Inquiry.   
 
With David’s help these tools have been used around the globe 
to2: 

• Help grow the United Nations Global Compact for 
sustainability from 1500 to over 8000 of the world’s 
largest organizations 

• Improve energy efficiency across Massachusetts, delivering 
nearly $9 billion in benefits for residents and businesses. 

• Bring together the world’s religious leaders to unite more 
than 7 million people of different faiths to help build a 
better world. 

 
As a result, David’s most recent research suggests3 that deficit 
despair can be overcome by elevating people’s hope and 
confidence for change through three types of power: 

• Wholepower: by connecting and magnifying the strengths and 
resources across, inside, and outside an entire system to 
support our efforts. 

• Waypower: by developing specific strategies to reach your 
goals and make the change a reality. 

                     
 
2 Read “The Positive Arc of Systemic Strengths” by Cooperrider & 
McQuaid (2013: 
http://www.taosinstitute.net/Websites/taos/images/ResourcesManus
cripts/Cooperrider-
AI_Design_Summit_Large_Scale_Systemic_Planning_and_Design.pdf 
3 See David Cooperrider and Lindsey Godwin’s “ Elevation and 
Change: An Eight-Step Platform for Leading P.O.S.I.T.I.V.E 
Change. https://aipractitioner.com/product/elevation-and-change-
an-eight-step-platform-for-leading-p-o-s-i-t-i-v-e-change/ 
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• Willpower: by finding ways to initiate and maintain your 
motivation, even in the face of obstacles, to achieve the 
desired change. 

 

The New Change Model 
 
David and his colleague, Lindsey Godwin, propose that their new 
change model P.O.S.I.T.I.V.E can do this by completing the 
following steps: 
 

• Pre-frame – We live in a world our questions create, so 
before you begin, make sure your change effort is focused 
on what you want to create, not what you want to avoid or 
get away from. For example, when the Mayor of Cleveland 
decided it was time to try and solve the ecological issues 
facing the city, the change was pre-framed as “Building a 
green city, on a blue lake.” And when David decided to lose 
weight, instead of focusing on dieting he pre-framed the 
change as “eating to thrive.” Try to positively re-frame 
(pre-frame) the change you are seeking into an epic 
opportunity that inspires urgent optimism and hope in 
others. 

• Open Inspiration –Positive change thrives on wholeness, so 
to realize your epic opportunity now you need to design a 
change platform that unites your stakeholders – your 
employees, your customers, your suppliers, your community, 
your detractors, your industry innovators – rather than a 
change program that will be done to them. Wrap your change 
agenda in the most profound, accessible strengths available 
by looking inside, across and outside your system for the 
people you want have involved.  For example, Cleveland’s 
decision to reach out to experts from Denmark to explore 
offshore wind energy has just resulted in the city 
receiving $40 million4 to become the first freshwater 
offshore wind energy experiment in the world. 

• Strengthen Strengths – Studies have found5 that the best 
change efforts have a positively biased imbalance of over 

                     
 
4 This project was featured in the Washington Times: 
http://www.washingtontimes.com/news/2016/may/27/lake-erie-wind-
farm-gets-40m-federal-construction-/ 
5 A copy of David’s paper “ Elevation and Change: An Eight-Step 
Platform for Leading P.O.S.I.T.I.V.E Change can be purchased 
from the AI Practitioner Journal’s website here: 
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4:1 in their discourse about strengths and opportunities 
over deficiencies and failures. Make space for them to 
individually and collectively discover and savor their 
stories of strengths and possibilities around your epic 
opportunity. What’s worked well in the past? What might be 
possible in the future? Strengthen the strengths on which 
your change platform is built by drawing on the power of 
positive questions to give your change effort lift off. 

• Imagine – The rise and fall of cultures can be predicted 25 
years ahead by listening to people’s visions of the future. 
We need positive images of our future that are so 
meaningful they have the emotional power to pull people’s 
energy into action. Not just a sense of what it is, but why 
it is. For example, in Cleveland, the group created a 
vision of what the city would look like in 2019, and as 
they heard the stories of what this may mean for future 
generations, a heroic energy was unleashed about the legacy 
this would help each person to leave. Breakthrough change 
requires heroic energy so use the Appreciative 
Inquiry dream tools6 to make the space for people to co-
create a positive image that is so emotionally magnetic it 
calls out to the hero within and provides the willpower to 
get started and to sustain the change effort going forward. 

• Translate – It’s essential that you go beyond words and 
create clear pathways to make the shared dreams a reality. 
Design thinkers have discovered the power of translating 
visions into reality by giving people the tools to rapidly 
prototype and model their ideas. For example, in Cleveland, 
people started building models of the first six wind farms 
on Lake Eire with balloons and pipe cleaners. Use 
the Appreciative Inquiry design tools to give people the 
opportunity to visualize their dreams and start creating 
grounded hopes. 

• Improvise – Now that you have a sense of what the change 
comprises, don’t just communicate for buy-in as most 
traditional change models encourage, instead invite 
everyone into iterations of the prototyping. Co-creation 
results in the kind of substantive engagement that is worth 
rounds of meetings talking at people about change and 

                     
 
https://aipractitioner.com/product/elevation-and-change-an-
eight-step-platform-for-leading-p-o-s-i-t-i-v-e-change/ 
6 The Appreciative Inquiry Commons hosts tools submitted by AI 
practitioners to aid in the AI process: 
https://appreciativeinquiry.case.edu/practice/tools.cfm 
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what’s required of them. Expand the Appreciative 
Inquiry design tools by inviting people to be part of 
creating the change that is starting to unfold in front of 
them. 

• Value – Change happens in small moments, so be sure to 
articulate the progress moments as you see them and then 
play them forward to maintain people’s energy and 
motivation for the change. For example, when David’s 
efforts at ‘eating to thrive’ had gone so well he no longer 
needed his cholesterol medication and his insurance premium 
went down, he spent the savings on a membership at a great 
health club to continue improving his well-being. 
Expand the Appreciative Inquiry deliver tools to capture 
the progress moments across time-lapse metrics to enable 
reverse innovation, ongoing investment and scaling of 
what’s working. 

• Eclipse – This is where change is embedded. As your change 
continues to unfold and establish new ways of being, the 
old patterns, behaviors and problems become eclipsed. For 
example, the $40 million grant to build the offshore wind 
energy system in Cleveland will transform the city and its 
ecological footprint. 
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steps to achieve outstanding performance (Pap/Psc Re 
edition). New York: Free Press. 

Collins, J. (2001). Good to great: why some companies make the 
leap...and others don’t (1st edition). New York, NY: 
HarperBusiness. 

 Cooperrider, D (2017) "The Gift of New Eyes: Personal 
Reflections After 30 Years of APPRECIATIVE INQUIRY 
IN ORGANIZATIONAL LIFE " In, Shani, A et. al. (eds.) 
Research in Organizational Change and Development, Volume 
25, Bingley UK: Emerald Publishing 

Cooperrider, D. (2018) We Live in Worlds Our Conversations 
Create. In, Conversations Worth Having: Using Appreciative 
Inquiry to Fuel Productive and Meaningful Engagement. San 
Francisco: Berrett-Koehler Publishers 

Cooperrider, D., Sorensen Jr., P., Yaeger, T., & Whitney, D. 
(2001). Positive image, positive action: the affirmative 
basis of organizing. In Appreciative Inquiry: An Emerging 
Direction for Organization Development. Stipes Publishing, 
L.L. C. [This article has been provided in the online 
course room] 

Fredrickson, B. (1998). What good are positive emotions? Review 
of General Psychology, 2(3), 300–319. https://doi.org/1089-
2680/98/$3.00 [[This article has been provided in the 
online course room] 
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Activity: Explore Your Signature Strengths 
 
Visit the VIA Institute on Character Website 
(https://www.viacharacter.org/www/) and take the VIA Survey. 
(Note, this site does require you to register, but there is no 
charge to complete the survey and view your results). Review 
your results and record any thoughts or insights you have 
regarding your results.  
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Applying the Cooperrider-Godwin                                                                    
8-Stage Positive Change Model 

 
 
 
 

Figure 1: Creating the Three Powerful Waves of Change – DISCOVERY|DREAM AND DESIGN|DELIVERY 
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Step One: Pre-Frame 
Articulating the Change Challenge or Epic Opportunity  
 

• Understand the Change Challenge with Full Situational 
Awareness 

• Build Your Team: The Positive Change Corps (PCC) 
• Pre-Frame It: Positive Re-framing Creates a Positive 

Emotional Attractor 
 
Understand the Change Challenge with Full Situational Awareness 
 
Turning a strategic change challenge into compelling opportunity 
often starts with some kind of “felt need” or “problem” and yet 
the problem usually only tells us what we want to eliminate, not 
what we want to enable. Studying the causes of “high turnover 
rates” will not, for example, teach us about our true north 
destination and much higher and more valuable aspiration “to 
create a magnetic work environment where the bond is so strong 
that it cannot be broken.”   Too often our change opportunities 
stay stuck in what we call a premature stage of freezing the 
frame. It's a well-known cognitive bias called “anchoring.” Far 
too often change initiatives stay anchored (and pulled down) by 
the deficit frame.  An airline company was stuck exactly this 
way: they kept framing “the problem” as “lost baggage.” But all 
that happened after that was small, incremental improvement. The 
topic failed to inspire. There were no breakthroughs. They 
learned a lot about barriers.  
 
But then the change team was introduced to strengths-based, 
positive change theory. Immediately they took what was an 
anchored down or frozen frame, and they began to ask: “At a 
higher level, what is it that we truly want to create?” Soon the 
creative, positive re-framing got started. The change agenda 
went through an elevation. A second iteration, for example, re-
framed the topic from “reducing lost baggage” to “a more rapid 
recovery of lost baggage.” But guess what? Even those words 
still assumed lots of lost bags. So, the group asked it again as 
it climbed the topic ladder to get a wider-angle view: “What’s 
the big league opportunity here…what is it, if anything were 
imaginable, what is it we want to create…what is it that our 
customers truly want? The answer: “What every customer wants is 
“outstanding arrival experiences.”  
 
What a great change opportunity, learning agenda, or topic 
frame.  Everyone cheered. The words resonated. And the project—
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to discover, dream and design the system for “outstanding 
arrival experiences”—quickly attracted great thinkers, company 
investments, and people from every function. Moreover, it became 
one the most effective customer responsiveness programs in the 
history of British Airlines.   
 
Just think about all the things in organizations that first come 
at us as problems dragging us down: the dangerous accident 
rates; low morale and disengagement; bureaucratic silos; 
dysfunctional cultures; silos and separations; low performance; 
customer complaints; costs spiraling out of control; slow 
decision making; strategies that are obsolete; lean without 
steam; fire-fighting without foresight; anemic growth; no 
accountability; we/they; mergers that flounder; specialists that 
can’t talk to each other; delays and implementation failure; 
huge losses and debt; outdated product lines; labor-management 
conflicts; complacency; obsolete operations; too much central 
control; chaotic decentralization; cultures of mistrust; poor 
interfaces; a hardening of the arteries; unethical practices; 
frustrated customers; broken down communications; fractured 
trust; competing turfs; etc.  Every single one of these things 
can be elevated to a more powerful opportunity frame.   
 
Problems and Even Crises are Just Design Opportunities in Disguise 
 
Yes, to be relevant and real we never turn a blind eye from what 
the real-world situation is calling for. The chances are good 
that there is already some talk going on pointing to a change 
challenge or opportunity that’s important to you, your team, or 
your organization or even our whole society.  As you scan your 
system, is there an urgent opportunity or change agenda 
emerging? Don’t worry, we won’t lock into the wording or framing 
just yet. Even if it begins in deficit-based terms, there will 
be several iterations where we will elevate the topic. What 
would you like to change? 
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the online course room] 

 
	  



 

TNCE Workbook David Cooperrider Page | 16 
 

Activities 
Identify Your Change Topic for the Course 
If anything imaginable were possible and there were no 
constraints for you to launch an important change initiative 
(even if it’s just an imagined project for the sake of learning 
the 8-Stage Cooperrider Godwin P.O.S.I.T.I.V.E Change Platform) 
what would you like to change? The initiative you choose will be 
the basis for your work in the course from this point forward. 
It can be one of the topics that you identified in Part 1, or 
something entirely different. Write one or two sentences 

identifying your change initiative.   
 
Write a Brief 

1. Thinking about the change initiative you have just 
identified, write an early design brief that could be used 
when building your team.  Include the following components 
in your brief:  
 
• What’s the starting challenge, problem, opportunity you 

would like to change? (Can be the sentences you wrote 
above!) 

• What things could be better? What’s your image of what 
you wish would exist? 

• Are you sensing it’s time to seize upon some opportunity? 
If so, why? 
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• Why is this change initiative important to the 
organization? 
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2. Once you have written your brief, copy and paste it into 
the box on the “Write a Brief” Activity Page in the course 
room.  

 

3. After submitting your activity, visit the course room 
“Gallery” and look at the briefs submitted by your 
classmates. Provide feedback to at least two others about 
their submissions. Were there enough details in the brief 
so that you had a clear understanding of their change 
initiative? Were all of the components listed in the 
activity details provided? (Be sure to “Like” your 
favorites!) 
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Build Your Team: The Positive Change Convening Corps (PCCC) 
 
Before going too far in your framing you will soon want to form 
a positive change core group—we call it the convening corps—to 
indicate two things: first, this is a group that has a capacity 
to later convene even more people and thereby successfully reach 
out to and attract all the relevant and affected stakeholders, 
and secondly, the term “corps” emphasizes the idea of a group 
that can be a positive force in the sense of building a real 
movement that will enlist others, engage and prepare others, and 
will mobilize.  
 
We like to think of whole systems change as growing both upward 
and outward in concentric circles, like ripples turning into 
waves. The key capacity here is an ever increasing convening 
capacity. The convening core, therefore should include people 
with several characteristics: (1) power and charisma to help 
make things happen with credibility and an ability to inspire 
and convene others; (2) secondly, information and expertise (you 
will need expert knowledge and grassroots wisdom from those 
closest to the situation) and (3) thirdly, you want not just 
figureheads, but also people that will be active change 
champions—they will do things, they will give time, and they 
will help lead initiatives or sub-initiatives.  The last 
consideration (4) is the configuration effect: do we have a 
configuration of strengths (cross-functional and leadership from 
every level) that will raise creative confidence and create even 
more interest and sense of possibility? This is a dream team-in-
the-making: enough power and charisma, but not so top heavy that 
you drive out the change champions/activists that will invest 
real time in the initiative; a good cross-section of expertise 
and the kind of relevant knowledge that can only come from those 
closest to the situation; enough cross-function and multi-level 
people so future concentric circle outreach (convening capacity) 
is strengthened; and people that have a collaborative instinct, 
they can help build great teamwork.  
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Activity: Build Your Dream Team        
In this activity, you are charged with identifying your Positive Change Corps Members. 
Using the table below list the potential members, their strengths, and the way they would 
contribute to the synergies for the whole team  
 
POSITIVE CHANGE CORPS MEMBERS WHAT STRENGTHS THEY BRING SYNERGIES FOR THE WHOLE TEAM 
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Pre-Frame It: Positive Re-framing Creates a Positive Emotional Attractor 
 
Earlier you began to identify a challenge. Now it's time to work 
with your PCCC (your positive change convening corps) to do the 
1st step in the Cooperrider-Godwin 8 step P.O.S.I.T.I.V.E Change 
platform.  With an intimate situational awareness of the system, 
this step is all about positive re-framing (pre-framing) for a 
strategic or epic opportunity that can generate and create a 
positive sense of urgent optimism. We live in a world our 
inquiries create, and so to create the best liftoff to change 
you need to ask: what do we most want to create? What has our 
rich history prepared us for, and what’s the world calling for—
customers, communities, and our world?  What is the call of our 
time?  What is the kind of opportunity that’s so compelling-- 
and strategically significant-- that the call feels urgent, 
inspiring, or even epic?    
 
One exercise that you can do to help elevate the change 
opportunity is to set aside the change challenge you have first 
articulated and invite the positive change team into interview 
process (with each other) using three generic strengths-based 
appreciative inquiry questions. These questions are often used, 
not just for team-building purposes but also for surfacing the 
words, the inspirations, and the visionary possibilities that 
will help give life to the creative framing of the change 
initiative.  
 
If you are with your positive change corps, you can simply pair 
people up, where person “A” will interview person “B” for 20 
minutes, and then they switch—where person “B” will interview 
person “A” using the same set of questions. Or, if your project 
is simply an imagined one for the moment, then you can ask these 
questions yourself. But please write down notes on what you 
discover.  The effect, whether you do it with the team or alone, 
will still be the same: the discoveries will help you elevate 
your topic. It will accelerate, inspire, and assist you in the 
Pre-Framing.    
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Activities 
 
Your “High Point” Story: An Experience From Your Career.  
 
Please reflect on your career in your organization or system—
from the moment you made a decision and said “yes” to work with 
the organization. As you think about your many experiences, 
there have obviously been ups and downs, peaks and valleys, high 
points and low. We would like you to reflect first on one of the 
most memorable high point moments.  
 

1. Think about a time that most stands out as the “high point” 
for you—a time when you felt most effective, engaged, 
alive, and successful.  Now share the story. What happened? 
When? What made it a high point? How did you overcome 
challenges? Can you remember your feelings, or how you feel 
even now, as you think back about that high point 
experience?  
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2. Now, when you look at this story and others like it  what 

does it say about you and your signature strengths?  What 
are your three best or highest strengths---and how might 
you ensure that you bring these personal strengths into the 
change challenge or opportunity?  
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3. In his book Good to Great (2001), Jim Collins says great 
companies always are learning from other exceptional 
organizations, even from across industries. If you could 
put a spotlight on any phenomenal company or organization 
you wanted—one that might have implications and insights 
for your organization as you seek to multiply our “high 
point” moments or peak performances—what organization might 
you single out and why?  What’s their story of “daring 
greatly” or succeeding in some area you want to learn from?  
What were some of the important attractor patterns—things 
that attracted success, great people, high performance, and 
perhaps even breakthroughs you might admire or want to 
learn more about? 
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The Continuity Question  
 
Think about your organization or systems’ “positive core”-- what 
are those things we should keep? 
 
Charles Darwin once said: "It's not the strongest of the species 
that survive nor the most intelligent, but the ones most 
responsive to change." Likewise, we know that your organization 
must change, evolve, and transform in the future. But great 
organizations know how to preserve what they do best, and they 
know how to innovate and change at the same time.  
 
In your view, what are the three qualities or strongest 
strengths about your organization right now—strengths, values, 
best ways of working, or aspirations—which you want your 
organization to keep, even as it moves into a new and changing 
future? Please finish the following sentence:  the things I 
really want our organization or system to keep no matter how 
much we change include: 

1. 

2. 

3. 
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Based on 1-3 listed above, what’s one good example when those 
strongest strengths or values were vividly displayed in our 
organization?  
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Images of the Future You Want: Imagining Five to Ten Years From 
Now 
 
Let’s assume that tonight you fall into a sound sleep…and it 
lasts for five to ten years. When you wake up it is ____________ 
(you decide how far out to imagine the ideal.) During those five 
to ten years, exciting innovations happened, large and tiny 
changes were successful, and breakthroughs materialized. Your 
organization became the organization or system you most want.  
You love what you see. In the five to ten year period so many 
new opportunities, improvements, and good things multiplied that 
it’s like a miracle, and your organization became a place that 
exceeded even your expectations. Some call it the heroic spirit 
and lots of collaboration that made it happen, and it grew 
stronger than ever.    
 
It’s now that future and you wake up and see your organization 
in this successful, ideal future—it’s like the next chapter in 
an exciting book. So now it's time to describe what you see and 
why you like it.  What’s happening in this vision of the future 
that’s new, different, or better? And how do you know it? What 
do you see—in terms of results?  Your leadership and culture? 
People and relationships? Operations excellence—or new systems 
and structures? Technology leadership and product innovation or 
new services? What kinds of growth rates? Giving back to society 
or the ecology?  How, in your ideal, does the outside world see 
your organization? For example, what’s the respect of 
stakeholders such as customers, communities, suppliers and 
partners, your industry reputation, and even our society or 
world?     
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Q. 1A.  Make notes on what you see—what’s happening that’s 
changed, new, and better—and how do you know it? 
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Q.1B. Now, please complete this sentence. “I will be most proud 
of my organization in this future when instead 
of___________________________, we have made breakthroughs or 
successful changes that now look like 
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Q.1C. With this future in mind (and also your preliminary change 
challenge in mind)  what is the smallest step your organization 
might be able to take that might have the largest impact in 
realizing elements of your desired future? 

Q.1D.. What is one bigger and bolder thing you and your 
organization might consider, perhaps something you together have 
never even discussed before? What is one bold thing that might 
propel your organization to the future you want to see?   
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Next Step: Look at Themes, Patterns, and Possibilities from the Questions 
 
With your positive change team, go around the group and share 
responses to each question. Even if you are doing this alone as 
an imagined project, take some time to fill out the designated 
worksheets (see next pages). If you are in a large group, break 
into smaller ones to do this exercise, and then have a 
spokesperson share themes, patterns, and possibilities.  During 
the report-out, beyond sharing key themes, please also share 
powerful or real stories that illustrate the themes. Besides 
hearing and examining people’s future visions and images of the 
future, sometimes the actual re-telling of stories is the most 
important part of this exercise.   (This exercise can be done on 
your own for your imagined course project – or you can choose to 
meet with your Learning Group and share your stories)
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 Activity: Question Deep Dive 
High Point Stories 
Share and record “high point” insights for framing your change. 
Listen to each person and list stories from each member of your 
group. 
 

 
 
 

High-Points: 
sharing your 
stories and 
listening for 
patterns.  

Root Causes of 
Success: what were 
the strengths and 
reasons for success?   

Implications: “What 
does this say about 
the opportunities 
inherent in our 
preliminary change 
challenge or 
opportunity?”   

Q.1A.   

Q.1B.   
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High-Points: 
sharing your 
stories and 
listening for 
patterns.  

Root Causes of 
Success: what were 
the strengths and 
reasons for success?   

Implications: “What 
does this say about 
the opportunities 
inherent in our 
preliminary change 
challenge or 
opportunity?”   

Q.1C.   

Q.1D.   
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Continuity Question  
 What are those things you want to keep? 
 
Best Practices and Stories 
from Question Deep Dive 

Implications (What might this 
mean for our future?) 

What are the strengths we have 
as an organization internally? 

 

What are the strengths we have 
as an organization externally 
with customers, partners, and 
communities? 
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Continuity: As a group name (and list below) three of the best 
strengths, qualities, or values that you want your 
organization to keep no matter how much it changes in the 
future.  
1. 

2. 

3. 

 
Now, create a picture or model of the positive core of strengths 
– a drawing or metaphor…for example, perhaps a DNA model; a tree 
with its deep roots; etc.  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Images of the Future: Ideal Future Scenario We Want 
Images of the organization and results we want five to ten 
years out. 
(Everyone shares from Question 3 and listens for patterns and 
group visions) 
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Next, create the front page of the future edition of the 
Economist Magazine, Time, or Wall Street Journal, or a 
respected Magazine in your region, and create a cover story 
dedicated to your organization. What’s the exciting future 
story HEADLINE 
 

Key elements in the future success story—what’s new, different, 
and better? 
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Now it's time to Pre-Frame the Opportunity 
 
What’s the exciting or valuable impact you want to create—some 
of this will be reflected in the 3rd question on your group’s 
“images of the future”?  
 
For example, one company started with the focus on the soaring 
number of “customer complaints” and asked the team “what is our 
ultimate change agenda—the impact and end result we want to 
create?” Their answer—after several iterations of putting word 
combinations together—was “Delivering Delight.”  What a powerful 
shift this was moving from eliminating customer complaints to 
enabling something far more strategic that is, enabling the 
delivery of delight. The change opportunity was then born. It 
was called “the initiative to discover, design and deliver 
customer delight.”  In another example with a big city, Mayor 
Jackson wanted an economic renaissance yet was being held back 
by industrial decline, rampant pollution in the waterways, 
neighborhood decay, and toxic wastes. When the positive change 
corps convened and went into pre-framing they brainstormed tons 
of ideas and then settled in on this: “Creating an Economic 
Engine to Empower a Green City on a Blue Lake.” What a powerful 
Pre-frame! It inspired! It became a positive emotional 
attractor! And it pointed to the future many stakeholders wanted 
to create. Moreover, each word was important.         
 
Here is a useful tool (see Figure 2 Below) for climbing the 
ladder from problem to opportunity. In the health industry, it 
all started with a disease focus. Then interest turned to normal 
health. Today there are studies of what it means to flourish and 
now, because of the positive re-framing, there are books on 
“super immunity” and studies of populations with super health. 
Or in business, many studies (Enron; WorldCom) focused on 
corporate corruption. Moving up the ladder there were studies of 
profitable business. Today there is a worldwide study into 
“business as an agent of world benefit” searching for stories 
and strengths when business is both profitable and a positive 
force for building a better world. Ask yourself: has our change 
agenda moved up to “the top of the ladder”?   
 
 



 

TNCE Workbook David Cooperrider Page | 39 
 

 
Figure 2: Ladder of Elevation 
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Activity: Using the Elevation Ladder 
With the aim of elevating your topic (see the ladder of 
elevation) take a stab at framing the positive change agenda as 
a compelling and energizing opportunity:   
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Step Two: Open Inspiration  
Searching for Strengths and Innovations from Everywhere 
 

• Map the Whole System of Stakeholders 
• Craft UP Questions that Elevate Strengths, Solutions, and 

Resources 
• Advance the 1st Positive Change Wave 

 
Map the Whole System of Stakeholders 
 
In our work over the years a new formula for change has emerged. 
Whether it is to create a breakthrough in your health, for 
example losing 20 pounds in a healthy way, or calling for an 
organization to become cost competitive and take $75 million 
dollars out of its operations—in either case, change takes lots 
of positive power. When we are inspired by all of the resources 
and opportunities we can tap into—all the surprising sources of 
strength both inside of our normal sphere of operations and 
outside—we heighten our potential to ignite change success. How 
do you create a collective context where there is an exponential 
increase in collective inspiration?   
 
You do it first, by surrounding the change agenda in what we 
call “wholepower”—a concentration effect of strengths so 
powerful that it elevates everyone’s collective inspiration or 
sense of strategic opportunity, and collective confidence.  
Secondly, any significant change also requires “willpower” 
especially collective willpower, and the kind of intrinsic 
willpower that can only come from being attracted by the north 
star of some valued vision or new future story—so vivid we can 
feel our success in it.  And third, there is something that 
might be even more important than willpower, and we call this 
“waypower.” Having waypower means having, even if only in 
prototype form, a workable pathway for the earliest successful 
steps.  When these three combine—where we surround the change 
agenda in wholepower, willpower, and waypower and make their 
relationships multiplicative—this then, is the time when success 
potential soars.  This is when we overcome and perhaps simply 
eclipse the biggest barrier to change. Just as excitement is 
incompatible with boredom—because it drives it out or replaces 
it---the combination of wholepower x willpower x waypower 
creates an elevated state that is incompatible with things that 
block change success, such as despair.   The largest barrier to 
change is not resistance.  People don't resist positive change; 
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what they resist is being changed. So assuming they are part of 
the change design, the real barrier is not resistance but 
despair or the script that whispers to us in negative self-talk 
that “it's not going to happen” or that we do not have the 
capability or power. Sometimes despair goes quiet, as in the 
case of people who have learned that whatever they do to lose 
weight it always seems to comes back. And when it gets to this 
level of despair, it is experienced as learned helplessness—a 
state where people simply no longer attempt the changes. That's 
why it’s called quiet despair. We silence it.  So here is the 
equation we’ve come to in our 3,000 interviews into successful 
change. Your change success is predicted by at least a 4:1 
positive imbalance between states of elevation over states of 
despair:   
 

 
Figure 3: The New Change Equation 

 
This is what the Cooperrider-Godwin 8 stage P.O.S.I.T.I.V.E. 
change model does. It creates three successive waves or “states 
of leadership” that fill the change initiative with all the 
wholepower, willpower, and waypower that your team or 
organization needs to navigate and succeed. The aim is not to 
survive but to thrive in transitions.   
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So now with your own change agenda in mind, we want to begin 
developing a stakeholder map. A change catalyst’s core task 
isn’t to design a change program, but a change platform—one that 
opens the opportunity to a fertile combination of strengths from 
the inside and outside. That is, to surround the change agenda 
in a universe of strengths.  
An epic opportunity that you just pre-framed is like an 
artificial reef metaphor: it’s simply astonishing to witness 
what happens when biologists place an attractive structure, like 
an antique sailboat on an ocean floor. It’s not long before the 
biodiversity attracted to it fuses into a living ecosystem, 
alive with a spontaneous and emergent flourishing and with a 
creativity and rich mix of colorful species that becomes totally 
alive.  P.O.S.I.T.I.V.E change moves the typical change model 
from mechanistic to organic, from deficit focus to living system 
focus, and it thrives on systemic “wholeness” including bringing 
in the meaningful outside.  
 
A good change platform naturally attracts assets from 
everywhere, for example, financial and human investment, and 
attracts the best from throughout the ocean of opportunity—just 
like the reef metaphor.   
 
Remembering that when it comes to system-wide innovation and 
integration, there is nothing that brings out the best in human 
systems—faster, more consistently and more effectively—than the 
power of ‘the whole.’ It's now time to think in circles. In a 
multi-stakeholder world it is not about isolated strengths per 
se, but about configurations, combinations, and interfaces. With 
the image of a circle in mind, place your pre-frame or strategic 
change opportunity in the center of a blank sheet of paper and 
ask yourself: “How might we infuse and encircle our change 
opportunity in the most creative and powerful mix of 
stakeholders from inside and outside the organization?”  What 
matters most is the quality of the configuration as measured by 
completeness.  When, for example, is an orchestra at its best 
and most likely to hit the groove? It’s always when the whole 
system is involved—including “customers” and “cameras” and 
“students” and the like, even the art “critics.” What matters 
most is the chemistry of the whole. Meanwhile so-called magic of 
macro is replicable not just in symphonies, but also in positive 
change. The formula is simple. Think strengths, think whole 
configurations.  
  
Whether you tap into those resources via interviews, or some 
kind of open innovation digital platform is not what matters 
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here. What matters is the whole system and circular stakeholder 
mapping.   
 
And please think out of the box.  Ask yourself: “If anything 
imaginable were possible and there were no constraints 
whatsoever, and we could surround this change agenda in a mighty 
spectrum of strengths, which stakeholder groups could bring 
inspiration, information, power to make things happen? Which 
stakeholder constellations (for example, customers and partner 
organizations or communities on the outside or inside) have the 
highest potentials to power up and inspire our success?”   
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Activity: Map Your Stakeholder Groups 
Place your change opportunity at the center of the circle and 
brainstorm at least twelve different stakeholder groups that can 
inspire, power up, and bring a universe of internal and external 
assets to the exciting opportunity. The key point: what you 
really want to design here is a movement of “innovation from 
everywhere” that cannot be stopped. Too many change initiatives 
fail to anticipate the future tipping point moment and the 
critical mass of owners or passionate people required bringing a 
strategic change to its full fruition. Too many change 
initiatives, because of the deficit frame, fail to look actively 
and systematically outside of their own walls to the vast 
outside economy of positive strengths that will often surprise 
with “what works.”  
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Craft Questions that are “UP”: Prepare Your Research 
 
Human systems become what they most systematically, rigorously, 
and frequently ask questions about.  Designers ask, “How might 
we?” questions that are optimistic and possibility focused. 
Entrepreneurs ask, “what if?” type questions that allow them to 
see opportunities no one else can see. Solutions focused change 
agents search for positive deviations or exceptions to the norm. 
And appreciative inquiry practitioners ask not what’s positive 
or negative, but “what gives life?” to this living system when 
it’s most alive, most effective and “How might we move from 
what’s best to what’s next?”   Warren Berger’s bestselling book 
title, A More Beautiful Question, reflects the wisdom of the 
E.E. Cummings quote: “Always the beautiful answer who asked a 
more beautiful question.”  The intention and essence and of the 
questions we ask matter because if we don’t ask it, we won’t 
find it.  If human systems move in the direction of what we most 
frequently and authentically inquire into, then “UP questions” 
are a keystone in the quest to build those more beautiful 
realities we all want to create.   

 
What do we mean by a UP question? It’s what design thinkers, 
appreciative inquiry practitioners, and strengths-based leaders 
call the unconditional positive question. The foundational 
belief is that we can find strengths and solutions and sources 
of inspiration for any change challenge life throws at us. In 
many ways, this is what positive change is all about.  It is 
about activating the abundance assumption as methodical 
imperative: it's a belief that says surrounding every change 
situation we are part of—whether inside-out or outside-in—there 
exist all the strengths, inspirations, and innovation potentials 
that we will need to empower and succeed. The key: it's the 
ability to craft questions that help us see the true, the good, 
the better and the possible—that help us surface what’s best, 
what’s next, and what’s possible. 

 
Here is a little primer. The Encyclopedia of Positive Questions 
shows you how to take your Pre-Framed topic or “change 
opportunity” and turn them into UP questions. It helps you build 
a question guide for interviews or focus groups.  

 
Let's say you are a change leader at a hotel, and the presenting 
problem frame was “escalating customer/guest complaints.” In the 
pre-framing step, you and your positive change corps decided to 
take an opportunity focus—the future you want to learn about and 
then create is really “delivering delight.” So, in preparation 
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for interviews and “field research” you craft a question that 
does three things: 
 

1. It tells the interviewee what you are studying and why (we 
call this the positive preface to the question);   

2. It then searches for sources of strength and times of 
positive deviation—times when there are exceptions, 
examples of excellence, as well as a search for the root 
causes of success even in rare circumstances—we call these 
high point moment questions and,  

3. It then turns attention to visions and images of the 
desired future—we call these the possible future questions.   
 

Finally, there is a question set that asks for small 
opportunities for change and bolder opportunities for change—we 
call this moving to positive action questions.      

 
Example Up Interview Guide 
 
 

Change Initiative: Delivery Delight 
Your goal is to learn: 

• What does it look like?  
• Where is it happening?  
• What are root causes of success?  
• What’s the best possible future?  
• How might we get there? 

 
Positive Preface 
Obviously, our hotel is at its best when our guests are swept 
off their feet and 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.  
 
High Point Story 
First, I’d like to have you reflect back on your own experiences 
as a customer anywhere else—at a fine hotel or amazing 
restaurant; at 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  
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as a customer. But for the moment I would like you to reflect on 
what stands out to 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 you 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?   
 
Images of the Valued Future 
Let’s assume that tonight you fall into a sound sleep…and it 
lasts for several years. When you wake up, it is 2030. During 
those years, many positive innovations and changes happened 
throughout our Hotel. We became the organization 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. It's 2030, and it’s like miracles happened, 
and this organization became the place you would most like to 
see: 
  

1. Please describe to me what you see in this future scenario: 
what’s happening that’s new, that’s changed, and that’s 
better—and how do you know it?  

2. Now complete this sentence. “I will be most proud of our 
Hotel in the future when 
we_________________________________________________________
_____” 
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Moving to Action 
Now, with this, your image of the ideal future and vision in 
mind:  

 
1. What’s the smallest step we could take as a Hotel to design 

a place that consistently “delivers delight” for our 
guests, our partners, and the human side of our own 
enterprise? What’s the smallest, tiniest, even easiest 
thing we could do that would have the most impact?  

2. Finally, what are three bigger, bolder, and braver things 
we could do---things we may not have ever yet considered or 
talked about?  
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Before you get deeply into your Pre-framed topic what are some 
questions you might ask to build the relationship and open the 
conversation? For example, you might ask:  
“Please tell me a bit about yourself and what attracted you to 
this organization? Can you think back to the moment when you 
said “yes” to this organization? What attracted you here and 
share with me what you now do?”  
 
Step 1: Build Rapport 
What’s a good rapport-building question to open the conversation 
in your situation? 
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Step 2: Create your UP Questions 
How might you take your change topic or change opportunity and 
create the UP question—with a positive preface; and high point 
story component; a future facing visionary question; and a call 
to action question. Using the example “Delivering Delight” take 
a stab at crafting your questions (also see Encyclopedia of 
Positive Questions for inspiration.)  
 
Your Positive Preface 
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High Point Question (s) (related to your topic) 
 

Images of the Future Question (s) 
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Moving to Action Question (s) 

 
Your Notes:  

 
	  

 

 



 

TNCE Workbook David Cooperrider Page | 56 
 

Once you have completed your activity, copy and paste your 
responses into the “UP Question Guide” activity in the course 
room. Be sure to check out your classmates’ submissions in the 
courseroom “Gallery” view and leave comments for them.  
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Advance the 1st Positive Change Wave 
 
Think of this OPEN INSPIRATION discovery phase as a powerful 
wave that sets in motion the change process. And never 
underestimate the power of inquiry—people will love sharing what 
they know and will appreciate the opportunity to give voice to 
their visions, dreams, and hopes for action. Here are some 
possibilities to consider: 
 
--You might start with everyone on your Positive Change 
Convening team doing five interviews each.  
 
--You might create an open-innovation website and invite stories 
from inside and outside and use your questions to engage people 
in a digital way (see OPEN IDEO’s website.) Another example was 
IBM’s famous “jam session” when 66,000 people were invited into 
a culture change effort to embed its values into everyday 
operations.   
 
--You might use the famous cascading interview process where 
your change team kicks it off with interviews and then after 
each interview they can ask the interviewee: “How was the 
interview for you? Would you be willing to do three interviews 
to help us with this incredibly important or exciting change 
opportunity?” When the person says “yes” then you simply give 
them three interview guides and instruct them on how to report 
back (perhaps a website) three things from each interview: (1) 
the one most powerful story; (2) the one most quotable quote; 
and (3) the person’s three most salient elements of their vision 
of the future and how to get there.  Then the volunteer 
interviewer, in turn, asks the person interviewed if they would 
also be willing to do three interviews. You can begin to imagine 
the geometric progression! 3 X 3 X 3, etc. In one organization, 
they used this simple, totally inexpensive technique, and did 
5,000 interviews in three weeks. The change wave was enormous—
everyone in the company was talking about the same change 
agenda—with excitement, images of success, and a call to action.      
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Activity: Fill Your Change Agenda 
Sketch out your plan to fill your “Change Agenda” with 
inspiration from everywhere. Ask yourself these questions.  
 

• How might you do your first wave of discovery? 
• What’s the easiest way to get started? 
• What are some bolder ways to engage stakeholders?  

 
Name the stakeholder groups you want to engage in discovery. 
Identify places inside your organization and outside your 
organization (anywhere in the world) where you might be able to 
identify strengths, solutions, and inspirations that will fill 
you change community with wholepower, willpower, and waypower. 
And don’t forget to think externally and holistically!  
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Step Three: Strengthen Strengths 
Powering Up Your Change Capacity Through a Concentration Effect  
 

• Bring Your Stakeholders Together 
• Answer the Continuity Question 
• Create a Narrative Rich “Holding Environment” for the 

Change  
 
Bring Your Stakeholders Together 
You change best when you are strongest—or when you have access 
to everything needed. The hard truth is that at precisely the 
moment when we feel the weakest we are often faced with the most 
difficult challenges. But fortunately, the Open Inspiration 
tools set the stage to elevate and intensify the power of every 
relevant resource available across the entire systemic strengths 
spectrum. The principle here is simple: take your change 
opportunity and like a surround sound theater, encircle your 
change opportunity in the richest theater of assets and 
strategic strengths possible, where the strengths density is at 
least +4:1 over the situation’s deficit density.  
 
With all this in mind, we want to argue something so seemingly 
obvious that we tend to overlook the basic truth of it all, that 
is, that human systems change best when we are strongest: as 
human beings, we change best when we experience the magnified 
and resonating power of every relevant resource available to us 
across the entire systemic strengths spectrum, outside and 
inside the system, including social and cultural assets, 
technical and economic ones, psychological and spiritual 
strengths, ecological strengths of nature, and the strengths of 
moral models, positive deviations and collaborative creativity.  
 
And if we change best when we are strongest, or have access to 
everything needed (encircling the change in a kind of “surround 
sound of strengths”), then the reverse is also true. For there 
is a mean paradox inherent in situations where change is needed 
most, for example, when a person is in a dark depression or 
there is the imminent threat of a company facing bankruptcy. At 
precisely that moment when we feel the weakest…this is when we 
are being asked to change? This cruel paradox should be 
reversed, shouldn’t it? Once again, here is the golden rule of 
positive change: you want to design a change platform where the 
strengths density at hand is at least +4:1 over the deficit 
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density or sense of quiet despair (learned helplessness) 
surrounding the situation.  
 
And this requires an additional step beyond mapping your 
stakeholder assets. Now it is time to actually take the 
strengths universe and make it even more potent. We all need to 
learn how to take positive phenomena and assets and intensify 
the transformative potential of the “concentration effect of 
strengths.” Just as we can increase the savoring potential of a 
fine glass of wine—for example, placing it in the context of a 
celebration, or a special restaurant, or a symbolic community 
event such as a proud ritual such as your child’s graduation 
from medical school—now it's time to strengthen the strengths. 
It’s like savoring. It’s about making powerful assets even more 
powerful by creating combination effects. What we are after is 
the creation of a whole new chemistry of strengths—bringing them 
together in new ways—that serves to amplify wholepower, 
willpower, and waypower.  
 
How might you do that? Well, there are many ways, but we’ve 
identified three of the most consistently effective.  The first 
is to create something like an AI Summit whole-system-in-the-
room forum where you can realize a concentration effect of 
strengths—just through the simultaneous uniting of strengths. 
The second is to take the change community through an exercise 
that answers what we call “the continuity question.” And the 
third is to create a narrative rich “holding environment” for 
the change initiative.  Let's say a few words on each of these 
three ways and ask you to imagine how you might intensify 
strengths; that is, make all the assets and capacities at hand 
even more potent?   
 
The Appreciative Inquiry Large Group Summit Method 
 
We are entering the collaborative age. Organizations, cities, 
economic regions, whole industries, nations, and even world 
summits are searching for methods that bring people and 
institutions together across specializations, sectors, and silos 
in positive ways to discover a common ground for action.  
 
Planning methods of the past are slow, cumbersome and falling 
short in our complex multi-stakeholder environments.  But 
fortunately, a number of management innovations are making 
breakthroughs and the new 21st century approaches are coming of 
age—especially those that embrace whole systems engagement from 
a strengths-based and design-interaction perspective. The very 
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concept of strategy itself is undergoing a transformation. Gone 
is the static blueprint model. Our complex world is calling for 
dynamic processes, high engagement methods that forge commitment 
and common ground along the way, and methods that move beyond 
both top down and bottom up.  
 
Today the coupling of strategy-and-change has to be designed in 
from the start because the real test of strategy is not just 
execution in parts and fragments. Leaders everywhere know that 
in dynamic, complex systems the question is not simply about 
change: the real question every leader is asking today is about 
“change at the scale of the whole”—how do we move forward, 
together?  
 
An Appreciative Inquiry Summit is a research-based and game-
changing large group strategic planning, designing or 
implementation meeting. It brings a whole system of 300 to 2,000 
or more internal and external stakeholders into the room in a 
concentrated way to work on a task of strategic, and especially 
whole system, value. Moreover, it is a powerful task focused 2 ½ 
-3-day planning process where everyone is engaged as co-
designers, across all relevant and resource-rich boundaries, to 
share leadership and take ownership for making the future of 
some big league (systemic) opportunity successful. After Kofi 
Annan brought Appreciative Inquiry into the largest world summit 
of CEOs from business and society, a United Nations Leaders 
Report recently called Appreciative Inquiry “the best large 
group method in the world today.” 7 
 
The meeting appears bold at first, but is based on a simple 
notion: when it comes to system-wide innovation and integration, 
there is nothing that brings out the best in human systems—
faster, more consistently and more effectively—than the power of 
‘the whole.'  
                     
 
7 The Global Compact Leaders Summit Report (UN 2004) documents 
the impact of Appreciative Inquiry at the United Nations world 
summit between Kofi Annan and CEOs from 500 corporations 
including Hewlett-Packard, Starbucks, Tata, Royal Dutch Shell, 
Novartis, Microsoft, IBM, and Coca Cola. For the full report go 
to: 
http://www.unglobalcompact.org/docs/news_events/8.1/summit_rep_f
in.pdf. In the report CEO Rodrigo Loures concludes “Appreciative 
Inquiry is the best large group method in the world today.” 
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Flowing from the tradition of strengths-based management 
(Cooperrider 2012) and theories of complex adaptive systems, the 
“AI Summit” says that in a multi-stakeholder world it is not 
about (isolated) strengths per se, but about configurations, 
combinations, and interfaces.  We live in a world where change 
is the new normal but as noted earlier the question is not just 
how do we change for the better. The real question has shifted: 
it's how do we change at the scale of the whole? “How do we move 
together as a whole 67,000-person telephone company; or a whole 
1.5 million-person city; or as a whole industry; or a whole 5 
million person economic and ecological region; or as a whole 
country united around some epic purpose and grand strategic 
opportunity?  
 
While at first, it seems incomprehensible that large groups of 
hundreds of people in the room can be effective in unleashing 
system-wide strategies, making organizational decisions and 
designing rapid prototypes for collective action, this is 
exactly what is happening in organizations around the world. 
Appreciative Inquiry was introduced into the business world in 
1987 by David Cooperrider and Suresh Srivastva, and soon after 
that University of Michigan’s Bob Quinn said in his book Change 
the World: How Ordinary People Can Achieve Extraordinary Results 
“Appreciative Inquiry is revolutionizing the field of 
organization development and change.” One of the principles of 
AI is that a person, or an organization or system, will excel 
only by amplifying strengths, never by fixing weaknesses—and so 
AI provides the tools and methods for elevating system-wide 
strengths, for creating new combinations and concentration 
effects of strengths, and ultimately spreading and deploying 
those strengths in the service of a more positive and valued 
future.  It's based on a principle proposed by the great Peter 
Drucker when he said that the task of leadership is ageless in 
its essence: “The task of leadership” said Drucker, “is to 
create an alignment of strengths in ways that make a system’s 
weaknesses irrelevant.”    
 
That’s what the word appreciation means. It means valuing those 
things of value. It also means to increase in value. And that's 
how innovation happens, through the elevation, magnification and 
cross-multiplication of strengths and solutions and discovering 
together what works, what’s better, and what’s possible. Today 
AI’s approach to strengths-inspired, instead of problematizing 
change, is supplanting many of the traditional change management 
models in the business and society. Appreciative inquiry is 
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being practiced everywhere: the corporate world, the world of 
public service, of economics, of education, of faith, of 
philanthropy—it is affecting them all.  
 
How do you do it?  In actuality it is very simple—think of three 
phases—the pre-summit phase, the summit, and the post-summit. 
Once a trusted and capable convener or convening alliance is 
assembled, a steering/design team goes through a 1 or 2 day 
design session where everything big picture for the summit is 
designed—the stakeholder mix; the articulation of the summit 
task; plans for pre-summit momentum and research; the agenda 
flow etc., and then it happens. From the date of the 1st 
steering committee meeting, the typical summit usually takes 
place in 3-6 months later (see the article “Big Change Fast.”) 
 
Leaders—from the CNO of the United States Navy to the Secretary-
General of the United Nations, as well as big city Mayors and 
CEOs of some the largest corporations in the world such as Apple 
and Novo Nordisk—are consistently and commonly moved by how 
quickly the best and most positive in their systems comes out. 
They consistently applaud the speed, the substantive 
deliberation, inspiration, and acceleration that can happen. And 
they frequently ask: “What was all the fuss about? This was so 
easy.”  Yes, it is new for some. But some day, this is our 
prediction, we will all feel just as comfortable and at home in 
large group planning modalities as we do in small groups of 8-10 
people behind the scenes.       
 

Activity: Imagine a Large Group Summit to Accelerate 
Your Change 
 
Think about your change opportunity as  If anything imaginable 
was possible, and there were no constraints, and imagine a 
possible AI Summit. Consider the following questions and create 
a proposal for your summit.  
 

• What would be the TASK of the Summit? 
• What stakeholders or stakeholder groups will maximize the 

“strengthening of strengths” and create a concentration 
effect of strengths?  

• What might be the steps to a summit? How will you market or 
“sell the idea”?  
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• Imagine the impacts. What kinds of results would you most 

want to achieve? 
 
Answer the Continuity Question 
 
Another way to strengthen strengths is for you—either with your 
Positive Change Corps or with a larger group summit with all the 
stakeholders in the room— to answer what we call “the continuity 
question.”  In the model below you will see three factors that 
need to be managed in any change imitative: the management of 
novelty; the management of transition; and the management of 
continuity.  
 

 



 

TNCE Workbook David Cooperrider Page | 65 
 

 
Figure 4: Managing Continuity 

  
Managing novelty is about managing surprise. It’s about managing 
all the things that were not or cannot be predicted: a dramatic 
international event that changes the economy; a disruptive 
innovation that takes an industry by surprise; a financial 
meltdown or shock; etc. In other words, it’s about managing 
newness, surprise, and the largely unexpected. Every 
organization needs to be good at managing novelty, and this 
arena is obviously getting more attention as dramatic shifts are 
mounting every day. The second task of managing change is to 
manage planned change; that is, change that is rational and is 
about moving from AàB as efficiently and directly as possible, 
and we call it managing transition.  Both of these—managing 
novelty and managing transition—are about change. These two 
elements are where almost every change management model places 
the majority of attention. Indeed we live in a world that 
worships change: change this; change that; etc.  What tends to 
get overlooked, in our experience, is the management of 
continuity. And yet from a strengths-based, positive change 
perspective, this element is the most important of the three.  
 
We’ve discovered that it is paramount to become skilled in the 
management of continuity, that is, to actively manage all the 
strengths, assets, and threads of identity that need to be 
valued, perpetuated, and leveraged in the service of change.  
The continuity question is this: “As we look to a new and 

Managing 
Transition

(A->B)

Managing 
Continuity 

Managing 
Novelty 
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changing future, what are those strengths, assets, and threads 
of identity that we need to keep, preserve, and magnify, even as 
we move into a new, novel, and changing future?” And the paradox 
is this: the better a change community does with the continuity 
question, the more the organization opens itself to radical 
novelty, and skilled transition or planned change. While many 
might think that if we focus on the positives in our history we 
will get stuck there (“fat and happy”) and become overly 
conservative, research shows just the opposite: the best 
research we could find shows that people cannot live with 
change—and embrace it with passion and vigor and joy-- if 
there’s not a changeless core inside them. The key to the 
capacity to change is a changeless “positive core of strengths” 
and a sense of who you are, what you value, and what surplus 
capacity you indeed have to succeed at change. Harvard’s 
Rosabeth Kanter calls it “organizational confidence” while 
Stanford researchers see the active management of continuity as 
the number one habit of visionary companies: “Change is good” 
they argue, “but first know what should never change.” In our 
model, the management of continuity is a must, early on. And 
asking the continuity question is a powerful way in a group 
context, to “strengthen strengths.”  
 

Activity: Ask the Continuity Question  
 
Take a moment now to reflect on your change opportunity and ask 
the continuity question. As you think of history as a positive 
possibility, here is the way we often ask the core question:  
 
Charles Darwin once said: "It's not the strongest of the species 
that survive nor the most intelligent, but the ones most 
responsive to change." Likewise, we know that our organization 
must change, evolve, and transform in the future. But great 
organizations know how to preserve what they do best, and they 
know how to innovate and change at the same time.  
 
In your view, what are the three qualities or strongest 
strengths about your organization right now—strengths, values, 
best ways of working, or aspirations—which you want your 
organization to keep, even as it moves into a new and changing 
future? Please finish the following sentence:  the things I 
really want our organization or system to keep no matter how 
much we change include: 
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Another way to raise the stakes if you are doing this as a group 
is to say: “Let's assume that everything about our organization 
can change, except for three things that are our strongest 
strengths. So if you could name only three things to carry into 
our future-everything else can go-- what are those three 
things?” And the only ground rule: you must achieve consensus as 
a group!  
 
Create a Narrative Rich “Holding Environment” for the Change 
As more and more studies of positive change take place, it’s 
become clear that the act of sharing stories creates a context 
for change—a holding environment—that unites people, builds 
shared values and social bonds, and strengthens strengths. As 
children of all ages know, there is something magical about good 
stories.  Narratives are the way identities are shaped, and 
cultures have transmitted their heritage, their knowledge 
assets, and values. We pay attention to good stories. We 
remember good stories, and we actually learn faster through 
stories than arid lectures.  Stories give shape to our hopes and 

1. 
 
 
 
 
 
2. 
 
 
 
 
 
3. 
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spread the great work of Heroes. Stories reveal deeply held 
values, enshrine meanings, and give texture to our cultures—
especially when those stories are real. Stories also provide 
coherence. A coherent sense of movement and direction—let's call 
these progress moments—provide “living proof” that something is 
possible, even if it has only happened once. A change initiative 
can be conceived of as a set of “stories-in-progress” where 
everyone is a co-author in an epic narrative of progress and 
possibility. Stories are the stuff of ceremonies (like 
graduation moments) and ritual events (the power of the genesis 
story), and they help make these marker moments memorable, even 
joyful and sacred.  
 
There are many ways to intensify the stature of the moment: for 
example, a celebrity or respected leader can bring fresh 
interest to the gathering; the arts might be used to replay a 
vivid moment; information graphics can be called upon to magnify 
meanings and vivify possibilities—for example, a graphic of some 
success, and then a heuristic formula to show how, with a few 
small moves, it can lead to an exponential upward curve. For 
example, a trucking company with 300 facilities had an 
innovative facility that learned how to easily create one more 
shipment per hour at their dock. A change team spotted this 
progress moment and asked, “what if every facility could 
replicate this easy process?” The result would be remarkable: an 
added $75 million dollars to the company bottom line annually—
and the infographic along with the story of one facility’s 
success made it palpable for everyone.  What’s happening is a 
magnifying of the strength’s latent density, intensity, and 
extensity.  When strengths are concentrated, re-combined, 
ritualized with reverence, used to create moments of magnified 
meaning making, and given new forms of expression—leadership 
storytelling, communitas, crisp infographics, etc.—what often 
happens is a kind of liminality where positive possibilities are 
so vivid that a community is invited into an in-betwixt and in-
between state. It can be an ignition moment. The possibilities 
of the future are beginning to be tasted so vividly that there 
is truly no going back, and yet the image of the future is still 
only faintly lit. It's a necessary dislodgement of certainty 
that happens, a kind of positive vertigo. Think of the send-off 
ceremony before dropping your child off at a far-away 
university. The young adult is empowered by the sendoff 
celebration. And soon they find themselves saying goodbye to his 
or her parents, leaving home, only then to walk through the 
gates of the university for the next four years. Strengthening 
strengths for such a sendoff is a change champion’s job.  
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EXAMPLE: A few years back, the United Nation's Secretary General 
Kofi Annan called for a World Summit using the new change 
equation with over 500 business and society leaders. In a 
surprising move that was counter to the UN's norms of carefully 
orchestrated one-way panels, speeches, and pre-negotiated 
agreements, the UN Global Compact Leaders selected the 
Cooperrider Godwin 8 stage P.O.S.I.T.I.V.E change framework.  
The “strengthen strengths” phase would be an interactive, joint 
design event designed to “unite the strengths of markets with 
the power of universal ideals” and scale up strategic 
partnerships for eradicating extreme poverty. It was the largest 
meeting of its kind ever held at the UN, with CEOs from 
corporations such as Alcoa, Royal Dutch Shell, Goldman Sachs, 
Novartis, Coca-Cola, and Microsoft seated in the General 
Assembly alongside heads of state as well as leaders of 
international NGOs such as Oxfam and the World Wildlife Fund.  
One major goal was to build a growth strategy and double the 
size of the UN Global Compact beyond its 1,000 corporate 
members. Following the summit, the goal was surpassed. Several 
years later, the number of companies soared to 8,000 members. 
After experiencing the concentration effect of the positive 
strengths approach, the UN Secretary General Kofi Annan wrote: 
“I would like to commend your innovative methodology of 
appreciative inquiry and to thank you for introducing it to the 
United Nations. Without this, it would have been very difficult, 
perhaps even impossible, to constructively engage so many 
leaders of business, civil society, and government.”  
 
How did they intensify the transformational power of strengths? 
The most obvious are that they created a setting where people 
were not only involved but were asked to select ahead of time 
stories of the forward-looking and most inspiring business and 
society breakthroughs in the world—that was the price of 
admission. Within the first hour the 500 executives—after 
interviews in pairs—brought into the room over 2,000 stories of 
hope, success, and innovation. All of this filled the setting 
with images of possibility. Second, they created a ceremonial 
“awards” session in the General Assembly Hall where three 
featured companies were treated to something akin to a Nobel 
Prize honoring. And third, small roundtable groups were invited 
to “wander beyond the data” and to extrapolate the positive 
megatrends and possibilities not only for their own companies 
but for the whole new story of business for good in a 21st-
century context of global change.  
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It was unlike any other worldwide UN summit in history. Imagine 
it: there were hundreds of CEOs from corporations such as Green 
Mountain Coffee Roasters, Daiwa Asset Management Ltd, Siemens 
AG, IBM, Tata Industries, Novo Nordisk, China Mobile, Royal 
Dutch Shell, Dow, Coca-Cola, Starbucks, Novartis, and others 
such as the micro-enterprise pioneer Grameen Bank—all rolling up 
their sleeves and surfacing stories of profound excellence.  
Unexpectedly, at this Leaders Summit, everyone experienced that 
they shared a common conviction: that business has the 
opportunity to be one of the most positive and creative forces 
on the planet, and that the epic transition to a world economy 
of “full-spectrum flourishing” is no longer a utopian urge or 
mini-trend, but an observable and remarkable trajectory.   
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Activity: Elevate the Strengths 
 
Thinking about your stakeholder map, how might you elevate the 
strengths and assets of each and then do something with the idea 
of “the concentration effect of strengths?” How might you—
through improbable configurations; capturing and sharing 
progress moments; creating whole system in the room events; 
designing digital feeds or videos for narrative amplification of 
stories; creating infographic anticipatory measurements showing 
future potentials, etc., how might you leverage the asset base 
for propelling your change opportunity and actively create a 
buildup of strengths density and intensity? 
 
What’s the smallest thing you can think of that might have the 
biggest impact?  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
What’s one bolder thing, perhaps something you have never yet 
considered?  
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Learning Group Discussion              
Schedule a time to meet with your learning group to discuss the 
Elevate the Strengths activity.  Share your thoughts about the 
potential impact with one another and offer ideas and 
suggestions to others in your group.  
 

Step Four: Imagine 
Painting the Picture of the Future that Speaks to the Heart  
 

• Confidence is the Experience of Success Ahead of Victory 
• The Creation of Whypower 
• Aspects of a Thriving Vision--PERMA 

 
We all know what it’s like to be in an elevated state or best 
version of ourselves—where we really feel we can take on the 
universe, whether it is a new industry leadership position or 
handling our very own demons. Confidence is part of the 
elevation equation, and it is the experience of success ahead of 
victory.  This is the place any good change management model 
should take you and your system: it should fill the setting with 
confidence ahead of victory; with inspiration and real 
resources, totally grounded in reality, that taken together will 
serve to not only drive out despair but also to ignite a 
spontaneous desire to dream.  
 
To imagine is to step into the future you want to create, 
discover common ground, and to articulate a vision that becomes 
a positive emotional attractor. Breakthrough change often 
requires heroic energy. Heroic energy, where nothing is going to 
get in our way or stop us, comes from a mighty cause - a purpose 
greater than our system - including a vision of impact, end 
results, and the ultimate achievement.  
 
We call a good vision a PERMA-Vision because a powerful image of 
the future, perhaps 5-10 years out, does several things: “P” it 
evokes the powerful positive emotions of hope and inspiration 
and even joy; “E” it is highly engaging where stakeholder value 
is likely to be experienced by every key stakeholder group; “R” 
points to the power of the vision to call out and demand high-
quality collaborations and relationships; “M” stands for 
meaning, that is, a powerful sense of “whypower” of greater 
purpose; and “A” involves a vision of accomplishment.  “The best 
way to predict the future,” said Peter Drucker “is to create the 
future” and like any great dream it needs to stretch us into 
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something attractive beyond the status quo.  It's something that 
lies at the intersection of what our universe of strengths says 
we are capable of and also of what is wanting to happen, that 
is, something our customers, communities, or the world at large 
is calling for. And it is something that is articulated at such 
a generative level that can be concisely communicated.  
 

 
Figure 5: PERMA - David Cooperrider 

EXAMPLES: The city of Cleveland took the idea of PERMA-VISION 
seriously and with great benefit.  Beset with job loss and 
population flight from the old industrial city, Cleveland’s 
mayor, Frank Jackson wanted to find a way to unite the whole 
together to innovate and build. He observed what happened at the 
business leaders’ summit at the UN and immediately felt the 
macro strengths approach was exactly what his city needed. He 
also noticed how the young leaders in Cleveland were focusing on 
green economy and sustainability—he saw the energy of young 
people bubbling up at the universities, in businesses such as 
Sherwin Williams and Eaton, and through networks such as 
Entrepreneurs for Sustainability. So he formed a summit to unite 
the city around a ten-year vision. The year was 2009 and summit 
task was to envision a “Sustainable Cleveland 2019” and call 
people out from their silos. In the end, it became one of the 
best summits visioning moments I’ve ever seen and the consensus 
vision was this: To create an “Economic Engine to Empower a 
Green City on a Blue Lake.”  The words resonated and captured 
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the hearts and minds of many. Over 700 business leaders and 
civic entrepreneurs showed up to articulate it, the future for a 
green city on a blue lake. At the end of that first summit, the 
mayor announced, right on the spot, the city’s dedication to 
doing a continuing series of design summits every year for ten 
years, for what the mayor called a “decade of determination.” 
Like Martin Luther King’s “I have a dream” the vision spoke not 
just to the heads but also to people’s hearts. It also focused 
on end results, much like John F. Kennedy’s call “to place a man 
on the moon and return him safely to earth not because it is 
easy but because it is hard.” In business the images of the 
future drive everything: at Southwest Airlines it is “to give 
people the freedom to fly” and at Apple it’s “to design insanely 
great products” and, in the world's first successful global 
change effort, it was “to eradicate smallpox completely from the 
planet.” It had never been done before, that is, totally 
eradicating any kind of disease from the planet. Good visions 
are like that.  And remember, even change agendas that are 
seemingly mundane need images of the future that call out our 
heroic best. Roadway, a massive trucking company with 300 
facilities, needed to take out lots of operational costs. And in 
their summit with 500 truck drivers, dock workers, customers, 
senior leaders, and every function from HR to IT, their vision 
became: “Re-purposing $75 million dollars by turning waste into 
wealth to rapidly deploy the savings to grow the company, new 
jobs, and new products.”   
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Activity: Paint a Picture of the Changed Future 
 
Assuming your Pre-framing provided the seed image, and your 
open-inspiration and strengthen-strengths phases do their job of 
amplifying assets, then your change community will be ready to 
take off; they will be poised to imagine beyond the possible.  
 
Your task now is to help the system imagine the valued future 
state as if it’s already accomplished, and in ways that have the 
characteristics of a PERMA-Vision. The great strategic vision 
must be truly desired and call forth the highest potential of 
the system in combination with “the future that is wanting to 
happen.”  
 
As an exercise right now in anticipating the future, take a 
moment to share your own dream—your best guiding image of the 
future. Think about the greater good. Build on the strengths 
platform. Think about what history has prepared you for or 
gifted you with. And imagine the end result from the perspective 
of stakeholder value creation: what end results will prove to 
win the hearts and minds of people? For example, Tesla’s early 
vision was “to electrify the renewable, clean energy age” -- it 
helped us all think and dream, at that time, beyond the 
possible. And in someone’s successful dieting initiative, the 
picture of the future became “eating to thrive in ways that make 
me 30 pounds lighter, heart healthier, and inspires me to do my 
first Olympic-length triathlon.”  
 
Craft the PERMA-vision that might call out the best in your 
change initiative.  
 
Ask yourself about each PERMA element of the change initiative’s 
vision and write an essay including your answers to each of the 
following questions: 
  

• Does this vision appeal to the heart—what makes it a 
Positive emotional attractor? 

• Does this vision REQUIRE high Engagement of stakeholders 
and speak to them? 

• Does the vision create possibilities for higher quality 
Relationships? 

• Does this vision inspire a sense of purpose, significance, 
and Meaning? 
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• Does this vision paint a picture of end result impact or 
what Achievement looks like? 
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Step Five: Translate 
Think Like a Designer 
 

• What are all the “opportunity areas” for moving toward our 
Vision? 

• Turning these into “How Might We?” questions for your 
brainstormer 

• Make rapid prototypes: they add “waypower” to our 
“whypower” 

 
 
Now it’s time transform dreams and designs into grounded hope. 
For change to happen, there must emerge a surge in collective 
willpower certainly, but perhaps even more important according 
to studies in hope theory—is the need for waypower. That's why 
putting the positive inspiration of design thinking into the mix 
is so effective: design thinkers go beyond words, and they 
design rapid prototypes. Their mantra is: make it rapidly, set 
it in motion, and it need not be perfect. Perfection happens 
through iteration, and real world feedback, and then more 
iteration. Small beginnings with “living proofs” can become 
tipping points, while no beginning is the formula for ensuring 
the grip of bureaucratic inertia.   
 
Seeing the future in the texture of the actual creates the 
experience of efficacy and the sense that “we know it's 
possible” because we are living it now, even if only an early 
prototype. Rapid prototyping is also a fantastic way to think 
more visually, and it helps bring into focus the feasibility of 
your dreams and designs. Moreover, making an idea real as an 
artifact is an incredibly effective way to share it. Let's say a 
sand mining company just imagined a visionary strategy to become 
a leader in its industry in social and environmental sustainable 
value creation.  
 
One way to proceed is to write it down as words on a piece of 
paper. But a better approach is to take elements of the dream 
(“opportunity areas”) and prototype them. For example, a group 
of sand loader operators might imagine, design, and build a 
prototype model of a $10 sand water filter to be used in 
developing countries where there is no clean drinking water. 
Instead of words on a piece of paper, they go around and get 
themselves a cardboard tube. They then fill it with sand and 
rocks, size it up so it can fit into a FedEx package, and hold 
it up to others when they make their proposal. Seeing the 
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reality of it--the waypower forward-- not only makes it 
instantly more real in the eyes of others but it invites 
feedback.   And without candid, actionable feedback from people, 
we won’t know how to push our ideas forward. When we say 
“translate” our dreams into reality we mean rapid prototyping, 
or making a piece of the dream happen right now and putting it 
into motion by asking the design thinker’s core question: “How 
might we?”   
 
EXAMPLES: I almost want a bumper sticker sign that says: “Down 
with dialogue and up with design.” Why? It's because in far too 
many change initiatives people say “That was a wonderful 
dialogue, and I’m glad we got to share our opinions but is this 
going to go anywhere?” Usually, when we translate our long-term 
visions into strategies for action, it takes far too long for it 
to become real for people. That’s why we advocate rapid 
prototyping, not waiting for perfection or lots more analysis, 
but designing rough draft artifacts or prototypes of pieces of 
the dream or what we call “opportunity areas” that is, design 
initiatives that put us immediately on the pathway.  But the one 
thing we need to caution is that prototyping, even the word, 
leads us to think about products.  We all know what a prototype 
model of a concept car looks like. But can we imagine 
prototyping the future image of “customer experiences” or a new 
“accounting model” or a new “corporate culture?” The answer is 
yes.  
 
We can prototype experiences, research studies, new websites, 
uniforms, governance structures, alliance partnerships, 
marketing strategies—literally everything---because everything 
can be visualized or built into “something” even if it's a 
storyboard, a 3-dimensional model, and video of the future, a 
drawing, a day in the life live performance, a mock-up of the 
Sunday newspaper and more.  
 
At Fairmount Minerals the sand loader operators did, in fact, 
prototype a $10 sand water filter to be used to clean the 
drinking water for children and families all over the world 
living in harsh conditions. And because they could hold it in 
front of decision makers, and people could see how it would fit 
into a FedEx package, and because lots of people could give 
feedback, it was not long before it was tested in one country, 
and then without any lull in the action, it spread to 44 
countries. This likely would not have happened if the ideas were 
simply words on a piece of paper. 
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In this stage of P.O.S.I.T.I.V.E change quick steps forward, or 
waypower, elevate willpower. In Cleveland’s visioning to “create 
an economic engine to empower a green city on a blue lake,” 25 
opportunity areas to do so were identified in their summit. 
There were opportunities for (1) freshwater offshore wind 
energy; (2) urban farms to take the place of vacant properties; 
(3) a new sustainability museum downtown to educate people; (4) 
a research project on renewable energy storage; (5) a call to 
bring more green entrepreneurs to Cleveland; and many more.  So 
at this stage in the AI Summit, these 25 opportunity areas 
became “design studios” where big foam core boards with a “How 
Might We?” question were placed all around the convention 
center. Participants were invited then to vote with their feet. 
The instruction was simple: “Please join a group of others at 
the site of opportunity area that most intrinsically speaks or 
calls out to you.”  And then, with the assumption that design is 
too important to leave to designers, people are given simple 
instruction in brainstorming as step one. The next step involves 
moving into rapid prototyping—taking the best of the brainstorm 
and building a model or mock-up of the idea in some visual form, 
for example, a storyboard with scene one, two, three, etc.; or a 
sketch; or a role play of a day in the life of the future; or a 
world news special; or a model of some kind.  
 

Activity: Identify “Opportunity Areas” 
Think about your vision of the future from the Imagine stage. 
Now it’s time to anticipate what are some of the likely 
“opportunity areas” or discrete initiatives that could emerge to 
enable the realization of the full potential of the dream. For 
example, if your vision is to become “the best place to work” in 
your industry, some of the opportunity areas might include: (1) 
nutritional excellence opportunities; (2) leadership development 
opportunities; (3) a technologically collaborative campus; (4) a 
high engagement work culture with high participation; (5) a 
team-based bonus system of compensation; (6) personalized job 
crafting; (7) powerful mentoring programs; etc. Each one of 
these could be prototyped and built.  
 
So to start imagining it yourself, list at least ten opportunity areas that 
could emerge in your change initiative. And as you do this, think 
about the “portfolio effect.” What you want is a portfolio of 
opportunity areas—some will be quick wins, others will be long-
term leaps—some will cover financial or technical elements, 
others will be more focused on human and cultural sides. What 
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you want is a package deal that will give your entire change 
initiative synergistic pathways forward.  “The best plan of 
all,” said Mayor Jackson, “is the plan you do.”    
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Turning These into “How Might We?” Questions for Your Brainstormer 
 
When it becomes time to bring stakeholders and participants 
together to translate vision into reality, you will need to turn 
each opportunity into a design-thinker’s question. These are 
called “How Might We?” questions. Here are several simple 
examples from a company called Clarke that works on stopping the 
spread of insect-born diseases, such as zika and malaria and 
others.   
  
Opportunity Area: Exceptional Customer Brand Experience: 
How might we deliver an Exceptional Customer Brand Experience 
across every touch point for our customers? How can we make “the 
uncommon, common” by setting, measuring and celebrating customer 
experience standards that redefine or elevate current reality? 
How might we encircle our customers with a complete, holistic 
set of capabilities and strengths?  
 
Opportunity Area: Pervasive Innovation—Innovation from 
Everywhere. 
How might we configure our organizational design and our 
collective strengths to spark Pervasive Innovation – from 
everywhere? How might we enlist and engage key stakeholders: 
thought leaders, customers, suppliers, Clarke team members, etc. 
– to “invite and ignite” innovation from everywhere”?  How might 
our pervasive innovation facilitate the evolution of everything, 
(products, services, systems, technology, culture, business 
models, industry standards…)? 
 
Opportunity Area: Becoming a “Go To” Place for the CDC and World 
Health  
How might we expand our impact to become an Agent of World 
Health Benefit? How might this braver and bolder purpose enable 
us to attract new and dynamic partnerships at a global scale? 
How might we be recognized as the preeminent thought leader and 
solutions provider for public health…  enabling us to save lives 
and mitigating the economic, societal, and ecological impact of 
vector-borne disease at a global level? 
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Activity: Practice Turning Your Opportunity Areas 
into “How Might We?” Questions 
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Learning Group Discussion  
 
Schedule a time to meet with your learning group to discuss the 
questions you have created.  When thinking about your questions 
and those presented by members of your group consider the 
following questions:  
 

• Will these lend themselves to group brainstorming and, 
ultimately, rapid prototyping?  

• Do they need more of an edge?  
• Will the portfolio likely result in some quick wins as well 

as longer-term legacy projects?  
 

Step Six: Improvise 
People Don’t Resist Change; They Resist Being Changed 
 

• Instead of Communicating for Buy-In, Invite People to 
Actively Engage 

• An Engagement “Rollout” Is One Hundred Times More Effective 
Than Any Communications Rollout  

 
The place where change initiatives most often falter and often 
fail dramatically is in the classic communications rollout. This 
is where our model differs sharply with some of the most famous 
change models in the world. We would like to scrap the concept 
of a communications rollout and replace it with an engagement 
rollout.  
 
How? It’s by inviting people into a continuing prototyping phase 
where whatever is designed is placed into an agile beta version 
stage where people are invited to improvise, refine, and become 
part of the designing through iteration.   
 
Improvisation (and rapid iteration in the real world) is 
magnitudes more effective than “communicating for buy-in.” 
Everyone can be invited into the prototyping iteration. You 
started with your positive change corps—the convening core. 
You’ve expanded that in concentric circles perhaps through a 
multi-stakeholder summit or through digital open innovation 
tools. Now, with early prototypes ready to be improved, you can 
literally invite masses into the change initiative. 
 
 Substantive engagement in co-creation is worth a thousand 
efforts of “communicating at.” Even if the communication 
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campaign is glitzy or even dialogical and 2-way with time for 
plenty of Q&A, it will still fall short. Slightly overstated 
think this: “Down with dialogue and up with design.” Why? 
Because people are tired of just having good conversations or 
meetings. They want engagement-as-communication. This is when 
deeper understanding happens. Kurt Lewin once said: “The best 
way to understand something it to try to change it.” Our 
extension of this says “The best way to understand something is 
to be part of creating it,” because of the embodiment that 
happens. The best adult learning theory has repeatedly 
demonstrated: people learn best when they combine conceptual 
learning, and reflective learning, with experiential learning. 
And that's the gift of this phase.   
 
EXAMPLES:  OpenIDEO is an open innovation platform to encourage 
design inspired thinkers from all over the world to participate 
in innovation challenges. When I worked with them, for example, 
we posed a challenge: “How might we design a “more than” Nobel 
like Prize for Business as an Agent of World Benefit.” And today 
you can go to www.aim2flourish.com to see the vision emerging.  When 
IDEO released its beta version of their own open innovation 
site, they got such positive and powerful feedback from a small 
community that first used the tool that IDEO decided to keep the 
site perpetually in a Beta mode.  
 
What happened next surprised even them. By inviting iteration 
and thereby building intrinsic ownership for the ever-emerging 
site, not only did it get better and better but the community 
size exploded. Soon, after starting with less than 100 
designers, it was not long before there were over 47,000 people 
around the world giving their time, voluntarily, to the 
continuing improvement of the site and the actual projects being 
designed by the site.  
 
The key to communicating, in other words, is not to communicate 
at, but to invite into co-creation. Gone are the days of the 
static blueprint in change management. The relationship between 
co-creation, continuous improvement, engagement and ownership, 
and agile development, is simply far too powerful to ignore. The 
insight: put the prototypes into motion in the real world as 
soon as possible and invite everyone needed to make the change a 
success to be part of the beta stage testing, refinement, and 
co-design. There is no communication rollout more powerful than 
co-design, making even the idea of “communicating for buy-in” 
obsolete, part of the dustbin of change management’s past.     
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Activities: Imagine a Prototype 
Imagine one of the prototypes that may come out of your project. 
In the spirit of rapid prototyping and cooperative refinement 
and iteration, answer the following question:  
 
Where might the early prototype be launched most easily, cost 
effectively or even cheaply? How quickly can you set it into the 
iteration phase?  
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Write up a “mock” letter right now ahead of time inviting people 
and other departments  
or units to be genuine co-creators in the iteration stage of the 
prototype. Talk about the need for their help with 
improvisation, agile development and how valuable their co-
design will be to the organization.  
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Now, read your letter as if you were someone being invited to 
the project. Were you excited about the prospect of being 
involved?  
 
Imagine you had taken a more traditional approach with your 
letter– what’s often  called “Tell-and-Sell.” Instead of an 
invitation to co-create, it’s simply an announcement of the 
change.  
 

When you have completed your letter, copy and paste it into 
the “Write a Letter” activity in the online courseroom.  
 

Take time to visit the courseroom “Gallery” and review some of 
your classmates’ submissions. Be sure to provide feedback and 
“like” the ones you review. When providing feedback focus on the 
following things:  
 

1. If you received the letter at work, would you be 
excited about being involved in the change initiative? 
If not, provide some helpful tips to the writer. 

2. Does the letter read more like an announcement of an 
upcoming initiative or an invitation to co-create it? 

 
Write a reflection that describes your initial reaction to the 
letter as written and your reaction to the feedback from your 
classmates. How might you have felt had the letter been written 
in the “Tell-and-See” style? What major differences do you see 
between a done deal and an authentic invitation to co-create? 
How might those differences impact your reader? 
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Step Seven: Valuing 
Valuing is Creating 
 

• Leverage Every Progress Moment 
• Invest the Gains for Compounded Interest 

 
Leverage Every Progress Moment 
 
During this phase people need to see “progress moments, ” and 
this requires rigorous valuation. Much like time-lapse 
photography, we need to see the change progress moments in full 
motion toward flourishing. Time-lapse metrics do three things: 
(1) they allow for reverse innovation, (2) allow us to put a 
value on progress and invest it (pay it) forward in order to (3) 
scale it. 
 
EXAMPLES: Wal-Mart’s CEO Lee Scott gave a powerful speech a few 
years ago dedicating the company to become a leader in 
sustainability with three goals: (1) to be 100% powered by 
renewable energy; (2) to become zero waste; and (3) to lead the 
industry in sustainable, green product sales.  The company 
decided to use the Appreciative Inquiry methodology, and in the 
“valuation” phase of the 8-step model they gathered over 2,000 
stories of real “progress moments” and began to place a 
financial value on each success in order to invest-it-forward 
allowing the project to fund itself in each successive wave of 
success and to scale up to over 450,000 people worldwide. For 
example, in product packaging innovations (making a Tide clothes 
detergent bottle and reducing its size 5x, and also designing 
new food packaging made out of grass clippings that would 
biodegrade in several months instead of nearly 1 million years) 
it was discovered that an innovation in food packaging inspired 
innovations in toys. Within a year the reductions in toys 
packaging saved two million dollars in transportation costs, 3, 
245 tons of corrugated material, and a vast lowering of 
emissions. Those dollar savings were poured back into the 
sustainability program and used to purchase solar and wind 
energy. Today Wal-Mart is 5-10 years ahead of schedule in its 
transition from fossil to 100% renewable energy sources. In a 
much smaller manner, a dieting project became an “eating to 
thrive” change initiative and the individual lost over 30 
pounds, dropped all the needless cholesterol medicine, and 
brought his life insurance costs down. What happened next showed 
the power of this kind of virtuous cycle. Lower insurance costs 
allowed for the purchasing of a world-class health club 
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membership. The health club’s coaches and weight room facilities 
helped the person train for his first triathlon. Today at 62, he 
is preparing for his 10th triathlon. Valuing progress moments 
allows for investing in even more progress possibility. And 
paying success forward in a disciplined way can lead to change 
management winning streaks. How refreshing. Instead of people 
dwelling on how do you even “sustain” change, the practice of 
paying success forward amplifies aspirations. It's not just 
about quick wins. It’s about smart investing, that more than 
pays for itself.  
 

Activity: Anticipate Change Success 
It’s time to anticipate change success and to plan not just to 
celebrate it but to carefully value where might you create the 
most gains and when.  Think about your change management project 
as a profit center. Imagine the kind of progress moments that 
will generate real value. Name one or two of those and 
anticipate “How might we pay it forward?” in order to bring the 
change potentials to a new magnitude of success? What will it 
take for us to be disciplined in re-investing tangible and the 
intangible assets created? Make a note of your responses to the 
two questions below:  

What progress possibilities will generate new sources of value 
and when? 
 
 

What progress possibilities will generate new sources of value 
and when? 
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Step Eight: Eclipse 
Establishing the New and Eclipsing the Old  
 
This is not so much a step as a reality. Positive change happens 
when you establish the new and eclipse the old, while carefully 
extending the vitally needed continuity threads. As Buckminster 
Fuller so aptly stated:  
 
“You never change things by fighting the existing reality. To 
change something, build a new model that makes the existing 
model obsolete.”  
 
What does this mean for managing change? It means that almost 
all of our attention is on designing the new. While most 
deficit-based change management models almost by definition ask 
us all to put our attention on yesterday’s world—that is, what 
are the problems, what are the root causes, where are the gaps, 
and how did they come about or occur—the 8 stage P.O.S.I.T.I.V.E 
change model puts at least 80% your attention on the best of 
“what is” and “what might be” --in a prospective, design 
oriented, and future-forming way.  
 
The Eclipse phase means making the new come alive in such a 
value-creating way that past negative patterns are no longer 
relevant. Ask yourself this: In your own life-experience—at 
work, in organizations, in family life itself—when is it that 
dysfunctional patterns or ways of operating go away? 
 
Years ago the great Carl Jung commented that when working with 
people, not once did he see the most difficult human problems go 
away simply on their own terms. What happened, he noticed, was 
that the most difficult human and social problems would go away 
only when the new was strong enough and ready to replace the 
past negative patterns. The conclusion: that human systems or 
human beings will often rather hold on to past negative patterns 
(they are familiar) than to have a vacuum - that is, no patterns 
at all.  We see it all the time. For example, the negative 
patterns in a family where alcoholism is seemingly intractable, 
or the win-lose dynamics in union and management standoffs that 
undermine even the business itself. And it’s not simply with 
human phenomena. The same is perhaps even more true about 
technology. We did not let go of the horse and buggy systems of 
transport until the automobile innovation could replace it. 
South Africa could not let go of apartheid until a new, 
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remarkable constitution of a multi-racial democracy became part 
of the common imagination—and it was so much more attractive 
than the past win-lose patterns. Dirty coal will be eclipsed not 
by clean coal but by something totally different: sunshine and 
solar concentrators, and totally abundant, clean wind. Gas 
guzzling cars will remain even in polluted cities until there is 
a viable, valued, and feasible replacement like a Tesla for the 
masses. The past problematics, in most real-life experiences, 
are not solved but made irrelevant. Creating is different than 
solving.    
 
This is important because in many ways what we are talking about 
is a replacement theory of change. At an individual level, for 
example, let’s say that a person is living a life of boredom and 
the numbing boredom is literally zapping the life out of that 
person. That's not a problem-to-be-solved. It needs to be 
replaced. Less boredom is still boredom. It needs to be replaced 
with the creation of vital interests, passions, and genuine 
joys. You don’t solve boredom by eliminating the causes of 
boredom. You enable and cultivate something else altogether 
different. The emotions of zest, joy, interest, are simply 
incompatible with boredom. Love is simply incompatible with 
hate. A case in point was a large trucking company. They had 
been through years of labor/management strife. There were 
hundreds of stories of conflict and a myriad of reasons for 
mistrust.  And dysfunctional dynamics were being passed along to 
one generation after another—until one thing happened. The 
management of the trucking company invited co-creation. They 
used the 8-stage POSITIVE change approach to engage 10,000 truck 
drivers, dockworkers, and people from every level and function 
to design “the fully human organization” of the 21st century with 
totally open book management. In one of the 65 design sessions, 
the people redesigned the dock layout in one of the facilities. 
The innovation spread to 300 other facilities. The pride was 
palpable. And guess what happened to all the mistrust of the 
labor-management past? It was not solved logically on its own 
terms. It melted away; it became irrelevant; it was replaced by 
a vibrant comradery.   
 
What you really want--in the establish-the-new and eclipse-the-
old stage-- is to create a culture that can perpetuate the 
positive change spirit as a way of life. And the best “tool” 
we’ve found for doing so is to design what we’ve called The 
Accelerating Strengths Network (ASN).  
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It's a simple idea really. Let's think about it as something 
akin to time-lapse photography. As we all know, you can’t see an 
oak tree or a flower unfolding with the naked eye. But you can 
see the progressive growth with time-lapse photography, that is, 
with scenes of progress accelerated, concentrated together, and 
given more speed. Well, that’s exactly what organizations and 
human systems need. To keep interest alive, hope alive, and 
belief alive we need to see progress, not as a public relations 
exercise, but as a reality where “seeing is believing.”  We need 
living proofs. But we need them in mass.  
 
The ASN can take many forms, but in most cases, it involves 
digital and face-to-face networks whose purpose is to speed the 
spread of every progress moment as rapidly as possible. In some 
of the most successful examples from the field it involves: 
 

• Training lots of people in the spirit of the POSITIVE 
change model and asking them to become part of an ongoing 
network. Their job (alongside their everyday work) is to 
spot progress moments and share them as rapidly and 
easily as possible. Often the training includes a course 
on “the art of storytelling for leaders, ” and they learn 
how to spread best practices and next practices not in a 
dry and inert way (e.g. forms and long reports) but in 
much more inspired and inspiring narrative ways.  

• The network can be digital with lots of rich infographic 
support and video support, for making story sharing a 
breeze. In one of the largest corporations in the world 
such a network was created and within six months over 
3,000 stories of progress were created right from 
people’s laptops or phones. Those stories were broadcast 
to over 1 million employees and pushed out to relevant 
functions and geographies worldwide. The impacts were 
simply amazing. One packaging innovation saved the 
company millions, and that innovation was rapidly 
replicated in at least ten other separate parts of the 
company.  And at the trucking company mentioned earlier 
their accelerating strengths network took a different 
form but had equally powerful effects. In this case, it 
was easier to have 3,000 truck drivers get together via 
cell-phones once a quarter. Ten of the most powerful 
progress moment stories would be shared for all to hear. 
Even over the phone there would be cheering!  
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These examples boldly illustrate how the Eclipse stage can 
accelerate the nonlinear interaction of organizational 
breakthroughs. Putting positive traditions progress moments with 
solutions and strengths creates a "convergence zone," 
facilitating the collective repatterning of human systems. At 
some point, apparently minor positive discoveries connect in an 
accelerating manner. Suddenly, quantum change, a jump from one 
state to the next that cannot be achieved through incremental 
change alone, becomes possible. The Eclipse Phase reminds us how 
powerful stories are: the network-like structures that liberate 
not only the daily search into qualities and elements of an 
organization's positive core but also the establishment of a 
convergence zone for people to empower one another to connect, 
cooperate, and concrete.  
 
I often ask in my speeches with managers: “How many of you have 
actually trained people from every level and function to spot 
the positives everywhere, and have a narrative rich progress 
moment network as a key phase in your organizational change 
efforts?” The number of hands raised is nearly zero. And when a 
few hands go up it usually involves a very expensive knowledge 
management system or a communications department, far removed 
from the masses. What we want is a resounding third wave of 
change that leaves behind not simply a remarkably successful 
single change, but learning culture where this kind of capacity 
becomes a way of life. One of my colleagues Frank Barrett has 
studied these kinds of positive change networks and has 
identified four characteristics of what he calls the ultimate 
“leave behind” and what is it? It’s an “affirmative learning 
culture” which is affirmative, expansive, generative, and 
collaborative: 
 
Affirmative Competence. The organization draws on the human 
capacity to appreciate positive possibilities by selectively 
focusing on current and past strengths, successes, and 
potentials. In nurturing affirmative competence, leaders of a 
high-performing organization celebrate members' achievements, 
directing attention to members' strengths as the source of the 
organization's vitality.  
 
Expansive Competence. The organization challenges habits and 
conventional practices, provoking members to experiment in the 
margins. It makes expansive promises that challenge members to 
stretch in new directions, and it evokes a set of higher values 
and ideals that inspire members to passionate engagement. High-
performing organizations create a vision that challenges members 
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by encouraging them to go beyond familiar ways of thinking; 
these organizations provoke members to stretch beyond what have 
seemed to be reasonable limits.  
 
Generative Competence. The organization constructs integrative 
systems that allow members to see the results of their actions, 
to recognize that they are making a meaningful contribution, and 
to experience a sense of progress. High-performing organizations 
inspire members' best efforts. These systems include elaborate 
and timely feedback, so members sense that they are contributing 
to a meaningful purpose. In particular, it is important for 
people to experience progress, to see that their day-to-day 
tasks make a difference. When members perceive that their 
efforts are contributing toward the desired goal, they are more 
likely to feel a sense of hope and empowerment.  
 
Collaborative Competence. The organization creates forums in 
which members engage in ongoing dialogue and exchange diverse 
perspectives to transform systems. Collaborative systems that 
allow for dialogue promote the articulation of multiple 
perspectives and encourage continuous, active debate. The high-
performing organization creates the environment that fosters 
participation and highly committed work arrangements. 
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Activity: Imagine the Accelerating Strengths Network 
 
Imagine that you have successes and progress moments happening 
all across your system. In the previous change step of valuing 
you’ve discovered ways to value and reinvest the gains in a kind 
of pay it forward kind of way. Now you have the opportunity to 
leave behind something even larger than your change success 
itself. Now you have the opportunity to establish an affirmative 
learning culture. Thinking about what you have learned 
throughout this course answer the following questions.  
 
1. If you were to train people to become positive strength-
finders—with the purpose of having a critical mass of people to 
become advanced storytellers and spotters of progress moments—
imagine the ideal scope, scale, and size of the network. Who? 
From where? How many? Why?  

 
2.  What kind of network and what tools do you want to employ? 
Is it a digital network? Is it something very simple—like a 
quarterly phone conference—with dedicated storytelling? Is it an 
app?  
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3. Once you have designed it in the spirit of rapid prototyping, 
what’s the easiest, lowest cost and most effective way to get 
started? Perhaps instead of recruiting all new it's the change 
community you’ve already engaged—because it would require very 
little new training? Or alternatively, perhaps you would like to 
use this as an occasion to train others and create another wave 
of engagement outward, upward, and everywhere?  

 
 
 

 

 



 

TNCE Workbook David Cooperrider Page | 97 
 

4. Most important, how might you make the art of progress moment 
sharing truly relevant and rigorous, inspiring and not inert, 
and always fresh with good news that’s surprising, newsworthy, 
and powerful?   
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Let’s Get P.O.S.I.T.I.V.E 
 
 
 

Activity – Create Your 100- Day Project Plan 
 
Now that you have worked with the entire 8-stage P.O.S.I.T.I.V.E 
Change platform we encourage you to take on an actual project. 
What we have found is that just as a newly appointed leader 
creates their "first 100-day agenda" we encourage you, as the 
last step in this workshop, to create your 100-day plan.  

• Begin by sketching your Timeline 
• Then create a project roadmap where you sketch out end 

goals, etc. 
 

Step 1: Begin by Sketching your Timeline 
 
Using the timeline below, begin to map out each of the steps in 
your change agenda. 
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Step 2: Create your Project Plan  
 
End Goals: 

 
What Resources/Strengths will help you succeed? 
 
 
 
 
 
 
 
 
 
 
 
 
What beliefs do you have about yourself and team that will help 
you succeed? 

 
 
 
Define 

indicators of success: 
 
	  

 

½ page 
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What are the constraints and how will you work within those or 
rise above them? 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Project Checklist: What do you need to get in place to get 
started, in the easiest and most cost-effective way? 
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Notes & Insights 
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Contacts Made During This Course 
This section has been provided as a space for you to record 
contact information for connections you have made during this 
course. 
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Additional Resources 
Record any additional resources you found during the course that 
you feel may provide value to you as you implement your change 
initiatives!  
 
 


