
	Session:  Ways to Assess a Business or Organization—Appreciative Planning and Action


	Sector(s):
	
	Community Economic Development

	Competency:
	
	Develop understanding of economic and organizational principles and practices

	Training Package:
	
	Global CED Sector

	Terminal Learning Objective:
	
	By the end of the Global CED Sector Training Package, participants will assess an organization’s or business’ capacity and make practical and culturally appropriate recommendations using detailed Organizational Development or Business Development tools and methods.

	
	
	

	
	
	

	Session Rationale:  
	
	Participants will be introduced to an assessment tool—the Appreciative Planning and Action model—they can use to assess organizations, businesses, or community groups 

	Target Audience:  
	
	Peace Corps trainees during PST

	Trainer Expertise:
	
	Experience using Appreciative Planning and Action Model assessment approaches in the local context

	Time:  
	
	90 minutes

	Prerequisites:  
	
	Global CED Sector Sessions:  The Economic and Organizational Development in the Host Country and Workplace Culture and Professional Expectations, Ways to Assess a Business or Organization—SWOT Analysis, and M&E:  Accomplishing Peace Corps’ First Goal

	Version:
	
	Jul-2012

	Contributing Posts:
	
	PC/Macedonia



	Session:  Ways to Assess a Business or Organization—Appreciative Planning and Action

	Date:  
	Time:  90 minutes
	Trainer(s):  

	Trainer preparation:

1. Post Adaptation: Make sure that there is a Project Plan Framework poster hanging on the training center wall that includes the CED project plan goals and objectives.  This should have been hung up during the M&E:  Accomplishing Peace Corps First Goal session when you introduced the Project Plan.

2. Note:  If time permits, consider combining Ways to Assess a Business or Organization—SWOT Analysis and Ways to Assess a Business or Organization—Appreciative Planning and Action.  See Trainer Material 3 for steps to take to combine these into one session.
Materials:

· Equipment

1. flipcharts
2. markers
3. blue tack or masking tape
4. PowerPoint projector

5. computer
· Handouts
Handout 1:  Appreciative Planning and Action 

· Trainer Materials

Trainer Material 1: Project Plan Poster (create your own poster)
Trainer Material 2: Flipcharts 1-3
Trainer Material 3: Steps to Combine SWOT Analysis and Appreciative Planning and Action of the Assessment tools Session


	Session Learning Objective(s): 

1. After an introduction to Appreciative Planning and Action, participants will transform 1 to 3 needs-focused statements into appreciative statements
2. Working in pairs or individually participants will draft Appreciative guiding questions on a topic of their choice for each stage of the Appreciative Planning and Action Model - Discover, Dream, Design, and Do.



	Phase / Time /
Materials
	Instructional Sequence

	Motivation

40 minutes

	Introduction to the Appreciative Planning and Action Model 

Participants will experience the appreciative Planning and Action model for themselves

1. We recently learned about SWOT Analysis.  Explain to participants that today they are going to learn about another assessment tool.
2. Say, “In preparation for learning about that tool, we are going to do a visioning exercise.  I’d like you to think about a time when you were involved in a successful community project. What was your role and why was the project so successful?”  Give people a few moments to think of an example.  
3. Share a personal story of your own.  Take no more than three minutes to tell your story.

4. Then ask participants to get into pairs and share their stories with each other.  Give participants five minutes to share their stories.

5. Time permitting, ask two or three participants to share their stories with the larger group, and highlight some of the extraordinary qualities that were mentioned.  

6. Ask, “What are some of the common themes in these stories?”  Note these on a flipchart.  
7. Say, “Now take a moment to dream a little bit.  Imagine that it is ten years in the future.  You served as a Peace Corps Volunteer in a community very much like this training community and now you are back in the U.S.  Your host country work partner writes you an email full of excitement to tell you about what the community is like now.  What does she say?”
8. Ask people who were in pairs earlier to join with another pair.  Ask these groups to make a quick composite drawing of their communities in the future.  Give participants 10 minutes to draw.  

9. Ask everyone to gather around the first drawing, and have that group share some highlights from their drawing.  Give one to two minutes per group, as you visit each drawing.
10. Optional - Ask the participants to identify common themes among the drawings.  Give five minutes for discussion.  

11. Say, “Now in your groups, select one aspect of your composite drawing and think about what it would take to make your dream a reality?  What are five concrete steps that the community could take in the next year to five years to lay the groundwork for that bright future ten years from now?  Write these down.”
12. Have each group share one thing the community could do.

13. Ask the group to stand in a circle.  Ask, “What is one action step that you as an individual commit to doing right away in order to make that dream a reality?”  Start with yourself.  Then ask each participant to share something that will do.
Note:

Possible Responses:  For ecological awareness, “I commit to start bringing my own reusable bag to the store so that I don’t have to use a plastic bag.”
15. Thank everyone for their participation.  Clap if appropriate.


	Information
10 minutes
Flipchart and markers


	Dissecting Appreciative Planning and Action
Participants will learn the four steps of the Appreciative Planning and Action model.
1. Say, “The process we just went through is called the Appreciative Planning and Action model.  It is an organizational development technique that you can use with organizations, businesses, community groups or individuals.  Appreciative Planning and Action (some may know it as Appreciative Inquiry ) is an asset-based approach that looks for strengths and assets that an organization or community has to build on rather than problems to solve.”
2. Explain that the Appreciative Planning and Action Model has four steps:  Discover, Dream, Design, and Do.
  As you discuss each step, write the name of the step on a flipchart.
Note:  

Participants that are familiar with Appreciative Inquiry might call the steps by different names.  
3. [Discover]:  Explain to participants that you started the activity with Discover—what values, assets, and strengths, and best practices exist?  In this activity we considered our own leadership skills, but when you do Appreciate Planning and Action with your organization or business or youth group, you can create a question that is appropriate for each. 

Note:  

Example:  Think of a time when [name of business, community, organization} did something extraordinary or had a really successful project.  
4. Say, “This can be a very powerful activity.  Some people have never before shared stories like this about themselves.”  Ask participants what it was like for them to go through the exercise themselves?
5. Dream—Say, “After telling our stories, we then moved to the dream step.  Here we built off the talents and skills we discovered and then dreamed about what could be.  If people can manifest an image of the future that they want, then they have a clear vision of what they want to achieve.”
Note:  

Example:  It is ten years in the future.  Your community is well developed and has experienced a positive transformation.  What is it like now?
6. Design—Say, “The next step in the process is Design.  We have a vision, and know where we want to go.  Now we work backwards to figure out what we need to do to get there.  What is the road map that will take us there?  This is when we determine our strategies for getting there.  This is the beginning of the planning process.”
Note:  

Example:  Based on your dream for your organization, what are the major steps or milestones that need to happen to make that dream a reality?  
7. Do—Say, “Now we have arrived at the Do step.  It is also sometimes called the Delivery or Destiny step in which we move from planning to action.  This is where individuals make a personal commitment in front of the group to make the dream a reality.”
8. Ask participants what it felt like to share their personal commitment with the group?

9. Point out that this can be very powerful for people to make personal commitments in front of their peers.   The act reinforces accountability, transparency, and also mutual support. 
10. Ask if anyone has any questions about the methodology?



	Practice

20 minutes
Trainer Material 2:  Flipchart 1—Problem-based Approach
Trainer Material 2:  Flipchart 2—A Dream Statement is…

	Glass Half Full

Participants will compare and contrast problem-based and appreciative approaches.  Participants will convert problem-based statements into appreciative statements.  We recognize that difficult problems exist; however they can be dealt with in an appreciative way.

1. Based on their experience from the last activity, ask participants how Appreciative Planning and Action differs from a problem-based or a needs-based approach?

Note:  

Possible Responses:  The term “needs assessment” implies that there is a gap or something is missing and is a problem to be solved.  The term “Appreciative Planning and Action” implies strength and something to build on.  

2. Explain that while we face difficult problems and challenges, it is possible to respond to them with an appreciative approach without suppressing the issue.   

3. Summarize the difference between Problem-based approach and Appreciative Approach.  

Problem-based approach starts with a problem, fixes what is broken, and assumes something is inherently wrong.  An appreciative approach starts with what works, builds off of strengths, and assumes something is working that can be even better.
,
,

4. Say, “We acknowledge that there are big problems that our communities face.  Let’s take an example of a very difficult problem and see how we can take an appreciative approach to respond.  Read aloud this sample problem statement, “Many children in this community never attend school.”  
Post adaptation:  

Choose an appropriate problem statement for your country and communities.  

5. Ask participants to think about what would be the opposite of this statement?  What would a dream statement be?

Note:  
An appreciative statement could be:  “In this community families send all of their children to school.”  This “dream” statement implies that families value their children, especially girls since girls; families invest in their children’s future, they are keeping their children in school rather than sending them away or taking them out of school to work.  

Post adaptation:  

Choose an appropriate problem statement for your country and communities.  

6. Ask participants to shout out examples of really bad problems.    Write down several problem statements mentioned by the participants on Trainer Material 2:  Flipchart 1—Problem-Based Approach.  

7. Ask participants to select a problem statement from the list on Trainer Material 2:  Flipchart 1 and individually write down the opposite of the statement.  Write a dream statement as we did with the children not attending school example.  Give them a minute or two.
8. Ask a volunteer to share their dream statement.  

Note:  
If the volunteer’s dream statement still contains negative connotations, point this out and have the group adjust it to conform to the characteristics of a dream statement – focuses on what could be, or where we want to go.  If need be give them a little more time to revise their statements.  
9. Ask each participant to write their dream statement on Trainer Material 2:  Flipchart 2.
Note:  
This activity assesses LO 1.


	Application

20 minutes
Handout 1:  The Appreciative Planning and Action Model
Trainer Material 1:  Project Plan Poster
	Putting it All Together
Participants will use the Appreciative Planning and Action model to create guiding questions to use in their communities.
1. Explain that in this next activity each participant is going to pick a topic and create four guiding questions using the Appreciative Planning and Action model.  Perhaps they would like to use the Appreciative Planning and Action model with a youth group around the topic of employability, or with an organization about improving internal communication.  
Whatever topic they choose, they will create Discover, Dream, Design and Do guiding questions that would help lead a community group through the process. 
2. They can work individually or in pairs to create their questions.  Give participants eight to ten minutes to write their questions.
Note:  
It is best if they can create something that they can use at their site.  

3. Pass out Handout 1.
4. Ask a couple of participants to share their guiding questions.

Note:  

This activity assesses LO 2.
5. In the large group, ask participants what was challenging about this activity?  Would they use this assessment tool in their communities?  Why or why not?

6. Conclude by mentioning that they have learned about a couple of different assessment tools including SWOT Analysis and Appreciative Planning and Action.  It is like choosing a spoon, a fork or chopsticks to eat a meal.  They all work, so choose what is most comfortable.  


	Assessment


	Learning Objective 1: Assessed during individual exercise in Practice 
Learning Objective 2: Assessed during Activity in Application



	Trainer Notes for Future Improvement
	Date & Trainer Name:  [What went well?  What would you do differently?  Did you need more/less time for certain activities?]


Resources:  

NGO Training Guide for Peace Corps Volunteers (ICE No. M0070). 
Community Development Tech Training Panel Guidance, Peace Corps Macedonia
Community Economic Development (CED) Training Guide for Peace Corps Volunteers, A (ICE No. M0069). 
Chandi P. Chapagai, “Appreciative Planning and Action: A Trainer’s Guidebook,” CARE Nepal (2000), accessed April 25, 2012, http://appreciativeinquiry.case.edu/uploads/care_nepal_trainer_guidebook.pdf. 
Malcolm J. Odell, Jr., “Women’s Empowerment: The Role of Appreciative Planning and Action in Women’s Empowerment/WORTH,” March 2004, accessed April 25, 2012, http://www.appreciativeliving.com/files/Odell_APA_Process.pdf. 
Sue Annis Hammond, The Thin Book of Appreciative Inquiry (Thin Book Series, 1998). 
	Handout 1: The Appreciative Planning and Action Model



One goal:  Seeking the root cause of success (not the root cause of failure)
Two laws: 

1. What you seek is what you find (The questions you ask determine the answers you get)
2. Where you believe you are going is where you will end up

Three principles:

1. If you look for problems, you find more problems

2. If you look for successes, you find more successes

3. If you have faith in your dreams you can achieve miracles

The Four 'Ds'

1. Discovery - Asking positive questions, seeking what works, what empowers, what gives life to our community or group, when have we, as women, felt particularly excited, energized, empowered?

Examples:  Think about a time when you exhibited leadership abilities that you didn’t even know you had. 

Think of a time when [name of business, community, organization} did something extraordinary or had a really successful project.  
2. Dream - Visioning of what could be, where we want to go, what do we want for our daughters, our granddaughters?

Examples:  Imagine that it is ten years in the future.  You served as a Peace Corps Volunteer in a community very much like this training community and now you are back in the U.S.  Your host country work partner writes you an email full of excitement to tell you about what the community is like now.  What does she say?

It is ten years in the future.  Your community is well developed and has experienced a positive transformation.  What is it like now?
3. Design - Making an action plan based on what we can do for ourselves.  
Examples:  What are five things that the community could do in the next 1-5 years to lay the groundwork for that bright future ten years from now?  

Based on your dream for your organization, what are the major steps or milestones that need to happen to make that dream a reality?  
4. Do - Making personal commitments and start taking action, now!

Example:  “What is one action step that you as an individual commit to doing right away in order to make that dream a reality?”  
	Trainer Material 2: Flipcharts


Flipchart 1:  Problem-based vs. Appreciative Planning and Action Model approach
[image: image1.png]



Flipchart 2:  Dream Statement Characteristics
[image: image2.png]



Flipchart 3:  Appreciative Planning and Action Model 

	Trainer Material 3: Steps to Combine SWOT Analysis and Appreciative Planning and Action


1. Use Motivation from SWOT Analysis – Where to Start?  In the Motivation, point out that this session will introduce two types of assessment methodologies

2. Do Information from SWOT Analysis – Introduction to SWOT Analysis

3. Do Practice from SWOT Analysis – Doing SWOT Analysis

4. Do Motivation from Appreciative Planning and Action - Introduction to Appreciative Planning and Action Model

5. Do Information from Appreciative Planning and Action - Dissecting Appreciative Planning and Action
6. Do Practice from Appreciative Planning and Action – Glass Half Full

7. Do Application from Appreciative Planning and Action – Putting It All Together OR have a Volunteer Panel – Using SWOT and Appreciative Planning and Action in the Host Country using the following steps:

Volunteer Panel—Using SWOT and Appreciative Planning and Action in the Host Country
Participants will learn about practical applications of SWOT Analysis and Appreciative Planning and Action from currently serving Peace Corps Volunteers

1. Welcome the panelists.  Explain that each Volunteer is a currently serving CED Volunteer who will be sharing their real life experience implementing these assessment tools.

2. Panelists present their stories.  Give the panelist five minutes each.

3. Q&A—Participants ask panelists.  Give participants 30 minutes to ask questions.  

4. Debrief by asking, “What are three culturally appropriate and effective ways of using SWOT and/or Appreciative Planning and Action that you heard today?”
5. Point to Project Plan Poster on the wall of the training center.  Indicate which goal or objective SWOT Analysis and Appreciative Planning and Action support, so that participants see the connection between their technical training and their project plan. 

8. Trainer Preparation for the Volunteer Panel .  Make sure that Volunteer panelists are briefed on the purpose and content of the session.  The following is a sample Invitation Letter to participate on the panel:

Sample Invitation Letter

Dear [NAME]

First of all, thank you for being a part of the panel “Assessment Tools – SWOT and Appreciative Planning and Action model” on [DATE].  We are excited to include your perspectives in this year’s PST, and we wanted to give you a little overview of the approach we are taking this year.

The Aims of the Panel

· Participants hear real stories of Volunteers who have conducted (or tried to conduct!) organizational/business or community needs assessments.  This can include SWOT analysis, community mapping, and  Appreciative Inquiry

· Participants have a sense of how needs assessments and AI function  in reality in[NAME OF HOST COUNTRY]

· Participants see the relationship between assessments, SWOT, AI and the CED Project Plan

Structure of the Session

· Panelist Introductions (5 minutes)

· Panelists present their stories (5 minutes each)

· Q&A (Participants ask Panelists) (30 minutes)

· Wrap-up and next steps (15 minutes)

Areas we are asking you to cover in your “stories”:

· Experience with introducing concepts of assessment to your organization/business or community and how it was viewed by counterparts/colleagues/community members

· How has looking at what your organization/community has, as opposed to what it lacks, helped you – either in changing your perspective or those of your colleagues/fellow citizens?

· How did your experience with needs assessment/AI relate to the CED Project Plan?

· Share success or challenge stories with the participants

· Provide advice or lessons learned as it relates to gaining access to the community and learning more about how your organization/business works

Final Advice:
· Keep in mind that the idea behind this panel is to expose participants to possible work situations they will encounter, and not to overwhelm them!







Appreciative Planning and Action Model








A dream statement is:


grounded – based on the best experiences in the past, 


creative – challenges us;


desired – could be made a reality if we are willing to make it happen;


stated in affirmative and bold terms


stated in the present tense and in the affirmative�





Problem-based Approach


























� Malcolm J. Odell, Jr., “Women’s Empowerment: The Role of Appreciative Planning and Action in Women’s Empowerment/WORTH,” March 2004, accessed April 25, 2012,  � HYPERLINK "http://www.appreciativeliving.com/files/Odell_APA_Process.pdf" �http://www.appreciativeliving.com/files/Odell_APA_Process.pdf�. 





� NGO Training Guide for Peace Corps Volunteers (ICE No. M0070). 


� Community Development Tech Training Panel Guidance, Peace Corps Macedonia


� A Community Economic Development (CED) Training Guide for Peace Corps Volunteers (ICE No. M0069). 


� Adapted from Malcolm J. Odell, Jr., “Women’s Empowerment: The Role of Appreciative Planning and Action in Women’s Empowerment/WORTH,” March 2004, accessed April 25, 2012, � HYPERLINK "http://www.appreciativeliving.com/files/Odell_APA_Process.pdf" �http://www.appreciativeliving.com/files/Odell_APA_Process.pdf�. 
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