
Sacred Heart – Griffin High School
AI Summit 2002

"When I dream alone, it is just a dream.

When we dream together, it is the beginning of reality.

When we work together, following our dream, it is the

creation of heaven on earth "

..... Adapted Brazilian Proverb
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Sacred Heart Griffin - 2007
Working Together to Create Our Future

SUMMIT CONFERENCE AGENDA

Conference Staff: Dr. Gina Hinrichs and Dr. Susan Rhodes-Yenowine
MONDAY, Aug 19, 2002
10:30 pm - 3:30 pm
OPENING AND WELCOME


CONFERENCE OVERVIEW & PROCEDURES


APPRECIATIVE INQUIRY:


AI SUMMIT: 4-D Cycle


Uncover the Positive Common Themes


DISCOVERY - PAST:


Highlights and Milestones


Goal: Appreciate our history, trends we have 


experienced, what the past means to us


Lunch


Principles to Preserve


DISCOVERY - PRESENT:  


Strategic Plan – Top Priorities

Goal:  Understand the forces having an impact


on Sacred Heart-Griffin now

HOMEWORK
FIND AN ARTICLE IMPACTING OUR SCHOOL COMMUNITY
TUESDAY, Aug 20, 2002
8:00 am – 8:30 am
RECONNECT/ Vote on Principles to Preserve

8:30 am - 11:30 am
DREAM: Goal-Imagine an ideal future for school community. Create Appreciative Inquiry Future Statements from the Common Themes 

LUNCH 

12:15 pm - 3:30 pm
DESIGN: Possibility Statements - Validate our positive future – Focus on four priorities
WEDNESDAY, Aug 21, 2002
8:00 am – 8:30 am
RECONNECT - Debrief
8:30 am - 11:30 am
DESTINY: Co-construct our future

Goal: Make short and long-term action plans


LUNCH

1:00 pm – 3:30 pm
NEXT STEPS, REENTRY, AND CLOSING

NOTE:  All sessions will begin and end on time. There will be breaks each morning and afternoon, with refreshments. 

FRAMEWORK FOR AN AI SUMMIT
How a Strength-Based Whole System Conference is different
· Clarity of Purpose and Commitment – participants have a shared clarity of what they will co-create. Commitment of leadership and participants is constantly checked. 
· The WHOLE SYSTEM participates – All stakeholders are represented (Teachers, Parents, Students, Administration, Staff, Community Members). Actors within the boundary of the system in which we are working are present.  
· All Voices will be heard to improve the quality of the future we will create. We will use dialogue, discussion, and debate to share knowledge and arrive at a common understanding, vision, and commitment to our whole system.
· Focus on the Future while bringing the best of what’s past.  There is a historical and global perspective to connect to the whole. Past problems are acknowledged but not worked on.  This feature enhances shared understanding and greater commitment to act. It also increases range of potential actions. 

· Participants SELF-MANAGE their work, and use dialogue as the main tool. That means helping each other to complete tasks and take responsibility for our perceptions and actions.

· Common Ground and Higher Ground is the frame of reference. That means honoring our differences rather than having to reconcile them as we seek our common commitment.

SHG SUMMIT

WORKING AGREEMENT
Conference Staff: Dr. Gina Hinrichs, Dr. Susan Rhodes-Yenowine, Sara Langan, and Jill Hinrichs
Conference Staff









· Keep purpose front and center

· Set tasks and time

· Manage conversations – especially in the large group
· Ensure we are operating according to ground rules
Participants

· Share knowledge information

· Create meaning
· Self-manage small groups
· Future scenarios/Action steps

GROUND RULES

· All ideas are valid
· Everything is captured (flip charts, PC)

· Listen - really listen

· Observe time frames
· Seek common ground and action
· Differences and problems are acknowledged – but not worked on

· Confidentiality – Understand what is said in the room is part of a process

Conversation: Dialogue, Debate, and Discussion  
Dialogue, discussion, and debate will be used to create knowledge and holistic understanding. Creative conflict will be managed by the conference staff. It will not be avoided since it produces increased knowledge, understanding, and truth-telling.  
Distinctions: specific ways of looking at the world that provides clarity and access
Dialogue – Expands: listen, inquire, truth-telling, explore, reflect, think, ask questions. Dialogue allows participants to directionally explore positions and collaborate. It is driven by implicit meanings. Dialogue supports strengths and builds community. 

Debate – Divides: Debate has participants take a stand, protect positions, and compete. Debate allows deeper engagement in the topic. It may be driven by individual interests and exploit weaknesses. It must be managed so it does not Increase alienation.
Discussion – Contracts: Looks to reduce positions, find answers, and come to a conclusion that participants can commit to supporting. It is driven by implicit meanings. Discussion emphasizes advocacy and respect while allowing creative conflict.
SHG Summit

SELF-MANAGEMENT ROLES
Each small group manages its own discussion, data, time and reports. Here are the roles for self-managing this work. Roles should be rotated. Divide the work as you wish:


DISCUSSION FACILITATOR - Assures that each person who wants to speak is heard within time available. Keeps group on track to finish on time. 


TIMEKEEPER - Keeps group aware of time left. Monitors report-outs and signals time remaining to person talking.


RECORDER - Writes group’s output on flip charts, using speaker’s words. Asks people to restate long ideas briefly.


REPORTER - Delivers report to large group in time allotted. 

SHG Summit 
Appreciative Inquiry: An Approach for Faster and Deeper Change

Schools, like all other organizations, can survive and thrive if they become change capable organizations. Schools are now facing more difficult social challenges, a need to compete globally on achievement, and accelerating introduction of new technologies. This environment of unprecedented change can prove to be an opportunity if schools are able to respond effectively. Changing effectively means pursuing the right changes and accomplishing these changes rapidly. In order to change effectively, schools must develop an organizational capability of constant inquiry and aligned action of the whole system. 

Utilizing a strength based approach such as Appreciative Inquiry (AI) could bring schools a new level of change capability. 

Appreciative Inquiry

Ap-pre’ci-ate, v., 1. Valuing; the act of recognizing the best in people or the world around us; affirming past and present strengths, successes, and potentials; to perceive those things that give life to living systems. 2. To increase in value

In-quire’, v., 1. The act of exploration and discovery. 2. To ask questions; to be open to seeing new potentials and possibilities. 

Appreciative Inquiry (AI) operates from the following assumptions:

· In every organization, group, or individual something works and can be valued

· What we focus on becomes the reality we create

· The language we use creates our reality

· The act of asking a question begins the change

· People have more confidence to journey to the future when they carry forward the best parts of the past

These assumptions lead to the five principles of AI. AI is not a tool but a principle based methodology. The five principles of AI are:

1. Constructionist Principle - Our capacity for imagination and creation of the future allows organizations to be altered or reconstructed.

2. Anticipatory Principle – An image of the future precedes the actual change.

3. Simultaneity Principle – Seeds of change are planted in the first question asked. Inquiry and intervention are simultaneous.

4. Positive Principle – The more positive the inquiry, the more powerful and deeper the change and the data gathered. Systems move in the direction of the questions asked. 

5. Open Book Principle – Organizations are like an open book. The book is open to multiple interpretations and conclusions (Cooperrider & Whitney, 1999).

Appreciative Inquiry is the essence of science. Bennis defines long range value of science as the spirit of inquiry which is a love of truth relentlessly pursued that ultimately creates the objectivity and intelligent action associated with science (Bennis, 1962). Most people have associated the scientific approach with only one methodology referred to as the problem solving model. Appreciative Inquiry is another approach to the spirit of inquiry from a different level and direction (see Figure 1). 
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Figure 1
Traditional problem solving involves understanding the current state, identifying problems and gaps, brainstorming solutions, selecting and testing a solution, and analyzing the results. This approach is especially effective with low level, bounded, mechanistic problems and has provided progress for centuries. 

What problem solving also does is focus on what’s wrong or broken. It has been proven that this approach lowers individual’s energy and creativity. Appreciative Inquiry, as an alternative approach, has proven to shift organizations and individual’s perceptions and effectiveness by focusing on what’s right, positive, or possible. 

There have been many studies in the field of athletics that prove focusing on what an athlete did well and imagining the best outcomes have greatly increased results over comparator groups that reviewed mistakes. Medicine is focusing on the study of health in addition to the study of pathology. Research on patients recovering at Mayo Clinic have proved that the patients that have a 2:1 positive to negative dialogue recover significantly faster (Cooperrider & Whitney, 1999). 

As we venture into the postindustrial world, a problem solving model of deficit based thinking may no longer be sufficient. A new model of strength based Appreciative Inquiry should be engaged. The industrial world of stability valued prediction and control. Incremental change was all that was needed. In the postindustrial world of accelerating change, flexibility and responsiveness must be valued. A comparison of two models (see Figure 2) shows the fundamental differences in approach.

	Problem Solving
	Appreciative Inquiry

	“Felt Need” – Identification of Problem
	Appreciating and valuing the best of “What is”

	Analysis of Causes
	Envisioning “What Might Be”

	Analysis of Possible Solutions
	Dialoguing “What Should Be”

	Action Planning
	Innovating “What Will Be”

	Assumes: organization is a problem to be solved
	Assumes: organization is a mystery to be embraced

	Back Door: What’s in the way of what you want?
	Front Door: What do you want to create?


Figure 2

Our society is has utilized and benefited from problem solving and deficit based thinking so moving away from that basic approach might be a leap of faith. If a leap of faith is not possible, perhaps a step of faith would allow the utilization of both approaches and observe in what situations the approaches are most effective.

Step By Step Approach to shifting to Strength-Based Whole Systems Approach

Step 1: Leadership chooses the central issue of their inquiry. What we study becomes our reality. The topic that will most effectively move the organization to achieve the desired outcome should be chosen. Examples of topics might be increased student achievement, collaboration across grade levels, and parental involvement.

Step 2: The next step is creating the question. The more positive the question, the greater chance of a successful change so the question must be well constructed. Examples of the three classic questions are:

1. Describe a time when you were involved in a project or situation where you successfully joined with others to accelerate student achievement. A time that stands out where you felt most alive and most effective, tell the story. 

2. Without being humble, describe what you value most about your self, your work, and your school community.

3. Project yourself five years into the future. The student achievement initiative has been unbelievably successful. Describe what is in place in our school community. 

Step 3: With the powerful questions in hand, the inquiry begins with a group of individuals that are trained as inquirers. Many times, this group becomes the core group that designs and executes an whole systems change intervention (AI Summit). They have been referred to by names such as: Change Community or Core Design Team.  The appreciative interview is data collection to discover the positive core. 

The Core Team and others are deployed to all the stakeholders throughout the educational system to inquire on the chosen topic and to gather responses. It is especially effective to employ children in the appreciative interviews. An intergenerational dialogue adds a powerful dimension to the dynamic of the interview. The responses are transformed into information. Themes emerge, common threads of success, and knowledge about the positive core that already exists on which to build the future change (Discovery). 

The inquiry provides important input to the organization readiness and design of the future. Focus on the topic has already begun the change so the cycle time of change is reduced. The inquiry also provides the information to create “possibility statements”.

Step 4 –Whole Systems Change Intervention - AI Summit: An AI Summit is a large group conference that brings the stakeholders together and moves through the four phases of AI (4-D Cycle, see figure 3). AI directly addresses resistance to change by engaging teachers, staff, students, parents, and community members in the design of the new system. The stakeholders are engaged through the creation of possibility statements (Dream), the consensual validation (Design), and co-construction of the future (Destiny). 

The possibility statement is a vision that is grounded in history, tradition, and facts that emerged from the stories. Stakeholders connect to the stories and resolve to do more of what works. It is easier to move to the future when you take the best of the past. 

[image: image5.wmf]
Figure 3

The large group design conference generally takes three days and involves a critical mass of stakeholders representing the whole system. Large group conferences have ranged from 100-700 participants. This method achieves the goal of involvement, significantly improves the quality of the design, and reduces the implementation cycle time.

The basic principles of the large group design conference are:

· Have clarity of purpose and commitment

· Engage the whole system

· Make the whole system visible in the global context

· Focus on the future but acknowledge the past

· Discover the common ground and the higher ground

· Self manage – information and decision making are public

When a school system becomes competent in this approach, it will bring them a step closer to being a high performance organization and provide the community with a sustainable differentiation.

Conclusion

[image: image6.wmf]It is critical to the effectiveness of our schools in today’s rapidly changing world to effectively execute change. Those schools that are best prepared to understand through inquiry and handle change will be the leaders and create the leaders of the future. Appreciative Inquiry and large group conferences as a strength-based whole system change approach provides faster, deeper, and more effective change. 

References/ Sources of additional information
1. Bennis, Warren, General System Yearbook 7, 269-282, 1962

2. Cooperrider, David L., Whitney, Diana, Collaborating for Change: Appreciative Inquiry, Berrett-Koehler Communications, Inc., CA, 1999

3. Gergen, Ken, An Invitation to Social Construction, Sage Publications, London, 1999

4. Weick, Karl, The Social Psychology of Organizing, McGraw-Hill, Inc.,1979
· Dr. Gina Hinrichs – hinrichs@geneseo.net
· Dr. Susan Rhodes-Yenowine – rhodesyenowine@earthlink.net

Questions:
· What’s Possible?

· What direction do you choose to take?

“It’s time to start living the life we’ve imagined.” - Henry James
Notes

Collaboration for Student Preparedness: Appreciative Inquiry
One person speaks, the other really listens and takes notes. After designated time, switch, and the other person speaks. Notes are important to the next step.

1. Describe a time when you were involved in a project or situation where you successfully joined with others to ensure students were academically, technically, or spiritually prepared for any future. A time that stands out where you felt most alive and most effective, tell the story. 

2. Without being humble, describe what you value most about your self, your work, and your school community when successful collaboration occurs.

3. Project yourself five years into the future. Sacred Heart-Griffin has been nationally recognized for technological excellence, student academic and spiritual preparedness, and artistic creativity. Changes that began five years ago have been unbelievably successful. Describe what is in place in our school community. 

4. What will enable Sacred Heart-Griffin to excel in its mission in the 21st century. What is your role in this creation? 

*Next Step: Collect the themes as a group and present to the larger group.
______________________________________________________________________

SHG Summit / Worksheet 1

Principles to Preserve

Purpose:  Discover the emergent themes of our past and future success.

1. At your Table: Share the stories that you captured. On a flipchart, capture the common themes of when we were at our best. Translate these themes into our Principles to Preserve. Prepare a 3 minute report out. 

2. After the report outs, Take your flipchart listing and cut the principles to preserve into separate strips.  Past the strips in affinity groups on the designated wall. 

*Later Step: From the themes, we will create Possibility Statements about how we want our future to be based on the best of the past.

Principles to Preserve
 ______________________________________________________________________

_____________________________________________________________________

____________________________________________________________________________________________________________________________________________

______________________________________________________________________

 _____________________________________________________________________

______________________________________________________________________

_____________________________________________________________________

____________________________________________________________________________________________________________________________________________

______________________________________________________________________

 _____________________________________________________________________

______________________________________________________________________

SHG Summit Past/ Worksheet  2

Common Past
Purpose:  Develop a school community picture of our world, values and histories.

1.
Alone, make notes on memorable personal, local and global events that represent milestones and/or turning points. 

2.
Create a table time line on a flipchart.

PERSONAL

What You Did? (Why was it important?)

1970’s ________________________________________________________________

1980’s ________________________________________________________________

1990’s ________________________________________________________________

2000’s  _______________________________________________________________

LOCAL & GLOBAL EVENTS

What Happened? (Why was it Important?)

1970’s ________________________________________________________________

1980’s ________________________________________________________________

1990’s __________________________________________________________

2000’s  _______________________________________________________________

SHG Summit Past / Worksheet 3
FOCUS ON THE PRESENT
Purpose:  Build a shared context of our priorities.

Four Pillars – Values of our community – Sr. Marilyn Jean

Top Eight Strategic Priorities – Vision of our community – Sr. Margaret Joanne
SHG – Mission, Values, Strategic Priorities

SHG Mission: Academic Excellence in a Community of Faith

Values: Four Pillars

· Preaching the truth- ministry

· Community

· Study

· Prayer spirituality

Strategic Priorities: SHG Task Force 2001 Final Recommendations. Highlighted priorities are the focus of this SUMMIT

1. Contain tuition to make SHG financially accessible to all students who desire a Catholic education.

2. Optimize technological systems in the school, ensuring the curriculum, classrooms and labs adequately prepare students for the college or care of their choice. 

3. Ensure adequate revenue is available to provide the highest compensation possible to faculty and staff while maintaining an excellent work environment so SHG will always be able to attract, retain and reward quality teachers. 

4. Increase the size and scope of the guidance department with an emphasis on college and academic planning, and further expand clinical services.

5. Make sure Campus Ministry, especially the retreat program, is adequately staffed and promoted, enabling SHG to take a leadership role in the spiritual development of young people in the community. 

6. Change the current mix of revenue so the school is less tuition driven. 

7. Provide state of the art facilities for and expand programs in fine arts, dance, drama, music and art. 

8. Attract a diverse student population – economically, racially, and ethnically.

Discovery - FOCUS ON THE PRESENT

Mind Map
Homework Article Summary: Go around the table. Each person summarizes the article, news report, or Internet information they brought. How is it impacting us? Why it is important to our future. (2 minutes per person.)

Notes:
_____________________________________________________________________

____________________________________________________________________________________________________________________________________________

Group Mind Map: The total group will create a "mind map" of present trends affecting us.

Ground rules for mind-mapping:

1.
This is a group brainstorm - no evaluation, no censorship.

2.
Person who names the issue says where it goes on the map.


3.
Give examples. Speak in terms of WHO and/or WHAT. ("More access to Website" is an example of the trend toward "better communications.")

SHG Summit / Worksheet 4
Dream - FOCUS ON THE FUTURE
Ideal Future Scenario

PRESENTATIONS ARE DUE AT ______________ O'CLOCK

Purpose:  To imagine and communicate a future you want to work toward.

1. Utilizing the AI question #3 and what you have learned about our school community’s present reality, project 5 years into the future. It is now 2007. Visualize our school community the way you really want it as if it exists now. How do we operate?

2.
Highlight your accomplishments, with special reference to:


Technology improvements

· Student Preparedness: academic, technical, and spiritual

Fine Arts facilities

School differentiation

School community 

3. Choose a creative way to present your vision as if it is happening now. Everyone in the room should “GET” what you want to create. 
Examples:   A TV Special   Magazine Cover Story   Song Drama   A Day in the Life  A Work of Art   Other - your choice.

Spend enough time to imagine concretely the world in which your group wants to live. This is an exercise in creative dreaming - of the kind of community you want to work toward.

4. Take Notes on the themes emerging from the presentations.
_____________________________________________________________________

____________________________________________________________________________________________________________________________________________

______________________________________________________________________

 _____________________________________________________________________

______________________________________________________________________

“A vivid imagination compels the whole body to obey it.”      -   Aristotle

SHG Summit - Future / Worksheet 5
Design – Focus on the Future
Purpose:  To create a list of Desired Future Themes that emerged from our Principles to Preserve and Scenarios to bring us successfully into the future we want to create.

1. At your Table: Share the future themes that you captured. On a flipchart, capture the common themes of what we want to create in the future. Prepare a 3 minute report out. 

2. After the report outs, post your Future Themes flipchart listing on the designated wall. 
3.  A consolidated list of Future Themes will be provided. Each participant will vote on the top three themes to achieve the strategic priorities. 
Future Themes -  _____________________________________________


Technology improvements

· Student Preparedness: academic, technical, and spiritual


Fine Arts facilities


School differentiation


School community 

Notes -

SHG Summit / Worksheet 6
Design – Focus on the Future

Purpose:  Create Possibility Statements for shared clarity 
1.
Reform into tables of interest – Five strategic priorities + areas of interest

2.
Create Possibility Statements – 30 min

A Possibility Statement is a vision for how we are operating in the future in regards to one of our strategic priorities or future theme areas. It is stated in the present tense as if we have already achieved 
Example: Communications: We the People of  ___________________ 

provide proactive, world class connections to all of our stakeholders. Continuous internal and external communication is vital to providing easily accessible information which spans all levels and shifts and is focused on sharing information in a timely and accurate manner. 
We commit to: 

·  Utilize cutting edge technology

·  Maintain integrity of information

·  Assure clear, concise and accurate documentation

·  Increase the transfer of knowledge

Making communication a priority of _____________
 creates respect internally and ensures the respect of our stakeholders.  

3.
Table Presentations – 5 min ea

Notes . . . 

SHG Summit / Worksheet 7
Destiny – Create the Future

Purpose:  Determine prioritized projects to achieve the future 

1.
Brainstorm projects to achieve possibility statements. Don’t stop at just a few projects but produce at least twenty projects that would help actualize the possibility statement. 
2.
Prioritize (dotmocracy) then select three projects on which your team is willing to work and could be done this year 
3.
Clarify the project to attract others to join your group
4.
Project Fair - Team presentations and feedback
Notes . . . 

SHG Summit / Worksheet 8

Destiny – Create the Future
Purpose:  Create action plans to achieve the future 

1. Create detailed project plans using action planning tools. Complete the action plan tools with details of objectives, activities, outcome, time line, and persons responsible*, and funding. (*You cannot assign a person responsible without their knowledge and approval). 
2. Group presentations and leadership feedback. Leadership provides immediate feedback on the commitment of resources. 
Example: 


[image: image1.emf]Possibility Statement: _______________________________________________________________________________________

 Objectives Activities:  Outcome Time Line

Responsible Party 

(RP) Funding

1

2

3

.


Questions at each step:
· What’s next?

· Who needs to be involved?

· What conversations need to be kept going (To whom and what do we need to communicate at this point?)

· What work needs to be kept going?

· What will be different?

SHG Summit / Worksheet 9

PERSONAL ACTION PLANNING

(This sheet is for your own use.)

Purpose:  To brainstorm short and long term action steps. What are steps you want to take RIGHT NOW to work toward our common future agenda?

Short term actions (next 3 months)

WHAT







HELP NEEDED FROM





DUE DATE

Long term actions (next 3 years)

WHAT








HELP NEEDED FROM





DUE DATE

SHG Summit / Worksheet 10
COMMUNICATIONS PLANNING

(This sheet is to record group planning ideas and decisions.)

YOUR TASK GROUP _________________________

REPORTS ARE DUE AT ___________________ O'CLOCK

Purpose:  To create a Water Cooler Speech for those stakeholders who were not able to attend the Summit and a Communications Plan 

1. Water Cooler Speech

When you return to school, a school community member that was unable to attend the Summit approaches you and asks how this week was. You have 2 minutes to engage them in what we created. 

2. Communications Plan – create a communications plan for your projects to keep your primary stakeholders informed and engaged. 
What is the purpose of the Communication (Awareness, Understanding, Support, Commitment)?

To whom do we need to Communicate? 

What do we need to Communicate?

When do we need to Communicate?

How do we need to Communicate?

Who needs to Communicate?

What Medium should be used?

SHG Summit / Worksheet 11
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Project 1

				Possibility Statement: _______________________________________________________________________________________

				Objectives		Activities:		Outcome		Time Line		Responsible Party (RP)		Funding

		1

		2

		3		.

		4		.

		5		.

		6		.

		7		.

		8		.

		9		.

		10		.

				.



&CDESTINY - Project Plan for ____________________

&L&D&R&P



Project 2

				Possibility Statement: _______________________________________________________________________________________

				Objectives		Activities:		Outcome		Time Line		Responsible Party (RP)		Funding

		1

		2

		3		.

		4		.

		5		.

		6		.

		7		.

		8		.

		9		.

		10		.

				.



&CDestiny - Project Plan ffor: ________________________________________



Project 3

				Possibility Statement: _______________________________________________________________________________________

				Objectives		Activities:		Outcome		Time Line		Responsible Party (RP)		Funding

		1

		2

		3		.

		4		.

		5		.

		6		.

		7		.

		8		.

		9		.

		10		.

				.



&CAttract Good Teachers



Project 4

		Activities		Time		Cost		RP

		Expand and Fully staff Tech. Dept		in place by Jan. 1, 2003		Quesstimate $18,000/yr (tech position ½ time)		Principal/ President

		Set up 2 Computer Labs with 30 each				$53,000		Tech Dept

		One free standing – classes		free standing – in place				Librarian,

		One mobile wireless lab administered by A.V. Librarian (sticky note: “This needs research and contact with schools who are using mobile labs”)		Mobile Lab: July 1, 2003 (sooner if funding available)				Principal

								SmA with Funding

		Add MS Office to network		by Sept. 15, 2002		subscription lisc (160 comp.) $3,933.00 /yr		Tech Dept,

						Purchased lisc (160) $7,546.00		SmA with Funding

								Mike



&CTechnology




