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The Appreciative Self

Inspiring the Best in People

action. It improves communication, problem-solving, decision-
making, conflict management, and teamwork: As I hope I have con-
vinced you by now, without interpersonal clarity no group of people

* working together can come close to achieving their potental.

But there is one other thing I see exceptional leaders in empow-
ered organizations doing that seems to be an important ingredient to
their magic. Put simply, they focus more on what’s working and what
they want more of, and less on problems and what they want less of.
Taking a cue from Dave Cooperrider and Suresh Srivastva, Pve come
to call what they do an appreciative stance toward management and

. change.!

Interpersonal clarity is the prerequisite for effective cooperative
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Attending to and amplifying positive inter-subjective truths
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In traditdonal organizations many managers see themselves as
“problem-solvers.” Authority to act on problems rests in the hands of
the few, while the many are there to gather information, make sug-
gestions, and execute the solutions arrived at by the few. The best

problem—solvem are promoted up the hierarchy and in many organi-

zations “management” is synonymous with “problem-solving.”

Management schools have been, I think, justly criticized for training
MBAs mainly in how to apply problem—solving formulas. There are a
number of deficiencies with the “manager as problem-solver model
that is contnbuung to the demise of bureaucratc organizing. One is
that such organizations make suboptimal use of their biggest operat-
ing expense, their payroll. Instead of using the minds of everyone to
achieve and sustain compettive performance, most people are used as
the hands and feet of the organization while only a comparative few
are used for their brains. This separation of problem-solvers from
solution implementers creates a number of other problems. One is
increased resistance to implementation from those who have had no
say in the “solutions.” “Those who plan the battle don’t batte the
plan,” as the saying goes. Another is that the “problem-solvers” tend
to be a few steps removed from the actual problems they are solving.

Research has shown that solutions tend to be more efficient and more

effective the more “variance is controlled at source”—that is, the
more people close to problems are the ones solving the problems.
Finally, the separation of those who report problems and then execute
solutions from those who actually solve the problems considerably
slows down processes of adaptation and innovation. In today’s rapidly
changing business environment this traditional form of leadership takes
too long to find the right solutions and get them implemented.

These are some of the very reasons that new, “empowered”
organizations are being created. These organizations “flatten the
hierarchy” precisely so that those solving problems and making deci-
sions are close to where the problems are. In theory, everyone is a
problem-solver and local adaptations to local problems occur rapidly.
In practice, however, these new organizational designs are still often
managed with traditional leadership styles, so the results are far below
those that are produced when people use clear leadership..

The clear leaders do a lot less problem-solving than traditional
leaders. They rely on the people doing the work to solve problems.
Instead of focusing on probleizs, they focus on solutions. They are con-
tinually looking for instances where things are going right: where qual-

ity is increasing, where customers are being satisfied, where internal .
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processes are being managed seamnlessly, and where wealth is being cre-
ated. They get clear about where things are working well and they
work to amplify it. They focus on increasing what is already wotking
well. Instead of trying to compensate for weakness, they build on

 strength. Instead of criticizing and punishing people for their failures,
they praise and reward people for their successes. Instead of worrying
about what to do with the processes or people that aren’t working well,
taking what is working well (and the bulk of the workforce) for granted,
they wonder about what to do with the processes and people that are
working well. By managing people through appreciadve processes, they
use less energy to have a much greater, positive unpact on people’s
motivation and organizatonal performance.

I call this set of behaviors being an Appreciative Self. There are
two skills that underlie appreciative processes: tracking and fanning.?
Using them requires an attitude toward life I call an appreciadve
mind-set. In addition to differentiation, it is the platform upon which
the skills of clear leadership rest.

Appreciative Mind-Set

‘The first step in being an Appreciative Self is 'deveioi)ing an apprecia-

tive mind-set. As it turps out this is not that easy for many people. We
are all heirs to a deficit mind-set that may have increased in Western
culture in the past century.? Our society trains us to see the glass half
empty, to notice what is broken, lacking, needs fixing, and isn’t good
enough. In organizations a lot of the drama of management is taken up
by the identification and quantification of the gap berween what is
and what should be, the actual and the ideal, the goal and current perfor-
mance. We are fixated on problém-solving. As soon as currerit perform-
ance gets close to the goal, we more than likely move the goal line. As
a result much of the time in organizations people live in gap land,”
that place of “not good enough.” Some try to put a positive spin on it
with words like “challenge” and “opportunities,” but most people see
that the ground their managers stand on when they use those “inspi-
rational” words is gap land. So they feel the gap, not inspiration..
Most people understand the critical role of self-esteem in the lives
of people who accomplish and succeed. Without self-esteem even the
most talented fail. We know that if we constantly critcize 2 child,
telling her she isn't good enough, setting standards she cannot meert,
and never lavishing our praise upon her, she will develop an inferiority
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complex. What happens to a team or organization that gets the same mes-
sage? What happens to people when most or all of their organizational
life is lived in gap land? I've come to believe that organizations also
develop inferiority complexes, and when that happens there is no
chance of outstanding perfonnance One large company I consulted
with had been very successful in the past but had spent the last 10
years continuously missing the standards and goals its executives set.
This company was going through a major transformation in its indus-
y. They had lost market share and wealth but had made numerous
positive changes that no one was focusing on. Instead there was a per-
vasive sense of inferiority. People were even embarrassed to tell their
nclghbors what company they worked for. In meeting after meeting
in this company I encountered a phenomenon I came to call pullmg
the rug out from underneath ourselves.” For the most part meetings
were full of cynicism and doubt that the company could do anything
right. Every now and then a group would start to get excited by an idea
of something positive they could do, and then someone would voice the
collective doubt that they really could pull it off and the energy would
instantly deflate. It was a very difficult atnosphere in which to get any
positive momentum going.

‘When all we do in our organizational life is go from one crisis to
the next, one problem to another, work becomes drudgery, or worse, -
paralyzing. The only time action is mobilized is when you have a seri-
ous problem. You can’t create a climate of continuous learning and
improvement in a prob]em-onented culture. Such cultures develop 2
“don’t fix it unless it's broken” map, for good reason: they have so
many already broken things to fix.

One CEO of a large telecommumcauons company put it like thl.S

[Appreciative processes] can get you much better results than seeking
out and solving problems. That's an interesting concept for me—and I
imagine most of you—because telephone companies are among the best
problem-solvers in the world. We troubleshoot everything. We concen-
trate enormolis resources on correcting problems that have relatively

- minor impact on our overall service and performance. . . . [W]hen used
continually and over a long period of time, this approach can lead to a
negative culture, If you combine a negative culture with all the chal-
lenges we face today, it could be easy to convince ourselves that we
have too marny problems to overcome—to sltip into a paralyzing sense of
hopelessness. . . . Don’t get me wrong. I'm not advocating mindless
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happy talk. . . . We can't Jgnore problems—we just need to approach
them from the other srde

What happens when we let go of a deficit mind-set and develop
an apprec:at:we mind-set? The most general thing is that we start to

see our organizations primarily as people and human relationships |

with limitless capacity and potendal to achieve whatever the human
imagination can yearn for. Social systems are not like natural systems;
they don’t follow natural laws. In médern society we are trained to
think of social systems as natural systems, as complicated sequences of
cause and effect. If you do A, B, and C then D will follow. In business,
economists and financial experts, in particular, like to think this way.
But most of us intuitively know it’s not true. Post-modern philoso-
phers have been pointing out the differences for most of this century.
Although scientists have been trying to discover laws of human nature
since the 19th century, about the best they’ve come up with is “a
behavior rewarded tends to be repeated.” And notice it is only
“tends,” because sometimes rewarded behavior isn’t repeated.
Organizations are not based-on objective truths but on inter-subjective
truths—they exist the way they do because of the web of agreements
among the people inside and outside them. Are we good or bad? Are
we successful or unsuccessful? Are we in conflict? The answers to
these and a thousand other questions are inter-subjective truths. We
can collect objective data to try and help us figure out what is true—
but the results of our research only become true in an inter-subjective
sense once the people they affect believe they are true.
This is one of the reasons why spectacularly successful managerial
“innovations in one company that are simply copied in another place
almost never yield the same results. There are no simple or compli-
cated ABC formulas that always work because we each create our own
experience, and people co-create the sacial systems they live in. What
gives social systems their reality are people’s shared maps. The only
limit to what is possible is our collective imagination. When our col-
lective imagination changes, the world changes. Here’s an example
* you may already know about.

When the ecology movement started it was seen as anti-business. Business-
. people thought “ecology nuts,” and in particular “ecological warriors,”
who pulled off daring and dangerous stunts to stop environmental
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damage, wanted us all to retum to living in peasant agrarian societies.
Ecologists, on the other hand, tended to see business people as greedy,
short-sighted lunatics who were relentlessly domaging the support sys-
tems of “spaceship earth.” There was almost no meeting ground. These
people had nothing to discuss; they were enemies. One VP of future
planning for a major wood products company was overheard saying, as
late as 1987, “This ecology thing will just blow- over.”

Something happened that changed all that. It happened in 1987 when
the World Commission on Environment and Development published its
report Qur Common Future, better known as the Brundtland Report. The
report set out a concept, with a new phrase that became a new map
that almost instantly changed the relationship between business and
ecologists. The new idea that expressed the yearning of the human
imagination was “sustainable development.” Within a year of the com-
mission’s report the social system that had existed was so dramatically
changed that one very well-known organization of eco-warriors went into
a crisis. For decades they had been screaming “Listen to us, listen to
us,” and now business and government, under the banner of sustainable
development, was suddenly tuming and saying, “Yes, we want to listen
to you, what should we do?” This organization went through more than
a year of intemal conflict and soul-searching trying to figure out what
its new role should be in such a radically changed set of social and
organizational relationships. In the end it decided that it must continue
outside the mainstream in a critical advocacy role, and left others to

~ Join the boards of companies and govemment planning commissions
that followed this dramatic chahge in Western culture.

At the beginning of the 21st century when telecommunications,
media, and transportation have shrunk our world and we are contin-
wously confronted with the enormous variety in human cultures, the
average person has some recognition of the arbitrary nature of social
systems. Most of our great-grandparents never traveled farther than
30 miles from where they were born. They didn’t have TV to beam
itnages of different cultures and ways of thinking into their living
rooms. Almost everyone they met in their lives grew up believing the
same things they did. No wonder they thought there was a “divine
order” or “natural law” to human relationships. But the clear leader
knows differendy. She knows that people “see it when they believe it,”
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that what people think about and the way people think about things
makes all the difference in organizations. How we think has a direct
influence on our sense-making, our experience, and ultimately our
actions. _ .

Since it is through our actions that we co-create the world, it
turns out that our biases have a much more profound impact than
merely clouding our perceptions. It is not just that someone who
wears rose-colored glasses sees a rose-colored world. Research in
many areas of human existence consistently shows that self-fulfilling
prophecies happen, that what we believe will happen is more likely to
happen because of our beliefs.® One of the most striking examples is
the research initiated by Robert Rosenthal, whose studies have pro-
duced what came to be known as the “Pygmalion effect.” In hundreds
of studies conducted by dozens of researchers with children and
adults, the same effect has been found. If you tell a teacher that a ran-

- domly selected group of people are the best at something in the
. course, by the end of the course they are the best! It doesn’t matter
whether you are teaching reading to children or marksmanship to

army recruits, the results are the same. The teacher expects randomly

chosen student A to be the best, and by the end of the course, on objec-
tive tests of achievement, he is. How does this happen? Potental
explanations have been put forward but none proven.

. This phenomenon aiso occurs in healing. The “placebo effect”
refers to the fact that if you give any group of sick people fake medi-
cine, about 30 percent will get better simply because they believe they
will. The reality of self-fulfilling prophecies (literally, faith healing) is
50 accepted in medicine that tests of new drugs must contain placebos
(fake drugs that look real) and be administered by people who don’t
know which is fake and which is resl. Significantdy more of the peo-
ple getting the new drug than the fake drug must be cured for the
drug to be considered effective. How about thad A sxgmﬁcant num-
ber of people will get better if they think they are going to get better!
Medicine is only now studying how that happens.

My point is that a leader’s beliefs about the people, teams, and
organizations he works in probably come true. If he is biased toward
seeing the best in people, that's what he gets. If he is attending to the

worst in people, he gets more of that. But taking an appreciatve

mind-set is not about having a Pollyanna view of people. It comes
from having a map that acknowledges the power of maps for creating
the relauonshxps people have.
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Your Thoughts and Feelings
Do Affect Other People’s Behavior

The people 1 have had the most negative emotional reactions to in my
work life have been the people who have taught me some of the most
important lessons about myself. The most important lesson of all,
however, has been that when I own the part of me (the split-off pro-
jection) that I am reacting to in the other person, he or she miracu-
lously changes and becomes much easier to dea! with. For example,
there was one person I worked with who used to “make me” very
angry. I often found myself at the other end of arguments with him
over what our organization should do and how we should do it. It got
50 bad 1 found myself avoiding him and having daydreams where 1
would roundly defeat him. I finally applied my own medicine to
myself and thought about what unfavorable words I would use to cat- -
egorize him. Then I took those words and searched for a part of
myself that is rigid, tradition-bound, and elitist, and it didn’t take me
long to find it. When I owned the part of me that I had been trying
to deny, took back the projection, all my fusion with him went away.
We stopped arguing and I discovered that we actually agreed on a lot
of things.

Part of this kind of change, of course, is due to my change in
awareness; my map changes, so my experience does as well. But part
of this is also that the other person’s behavior changes—and others
notice it as well. It is as though my negative thoughts are part of the
systemn that keeps their negative behavior in place, and when my
thoughts change, the systemn changes and so does their behavior. Let
me give you the example of the first.time I put this idea into practice.

My partner and I wete woiking with a group of 35 engineering managers
and their direct reports at a five-day workshop that was the beginning of
o long-term change effort, After the first three days I was totally frus-
* trated and becoming hostile toward the people we were working with.

My partner agreed that they were reluctant, resistant, always question-
ing our motives, argumentative, narrow-minded, and closed to our ideas
and suggestions; but he was less emotionally affected by it than I was.
He had worked with this client system longer and seemed to be taking it .
in stride. I, however, was fused and getting emotionally hooked by their
behavior. Toward the end of the third day I found myself starting to sar-
castically attack some of them, I realized that if I continued to do this
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I would lose any chance of being effective with them, so I decided to

try out some ideas I had been developing about how I could alter my
experience. The next morning I got up an hour earlier than usual and
put myself into a quiet, meditative mood. Then, one by one, I visualized
what each of the 35 people looked like when they were five years old. As
I got a clear visual picture, I imagined myself putting them in my heart
“and felt the loving feelings I can have for any sweet five-year-old. When -
I felt the loving feeling I went on to the next person until I had done
this with each of them.

An hour later when the fourth day of the workshop started, the atmos-
phere in the room was completely different than it had been for the pre-
vious three days. Right from the start the group enthusiastically partici-
pated in the activities I suggested. They were open, interested, and
completely receptive to our ideas. The day was a huge success and a
tuming point in our work with them. My partner and I were stunned by
the change in their behavior. We had a hard time believing it was just -
from my morning exercise, but we could not discover any other reason
Jfor their change. Interestingly, the participants we talked to about this
later either had not noticed a difference or agreed there had been a dif-
ference but could not name what it was.

Can I explain the change in this social system by conventional
notions of cause and effect? No. So this and a variety of other experi-
ences has led me to question our commonly held assumptions about
cause and effect, at least as they apply to people, and to come to the
conclusion that we somehow affect each other with our unspoken

' thoughts and feelings. There are a number of simple experiments I
have since learned that demonstrate this. One of the simplest involves
a group of people and two volunteers. I usually ask a strong man and
a petite woman. The strong man sits with his back to the group so
that he cannot see what I or the group is doing. He holds out one of
his arms, parallel to the floor, and resists while the petite woman tries
to force his arm down. Usually she can’t. Then the group is asked to
focus an emotion at the man, and on a board or flipchart where he
can't see ] write the word “hate.” After five or ten seconds the woman
is asked to try to push his arm down again. She can do it easily. The
group’s negative emotion, directed at him, weakens his bicenergy sys-
tem. I then ask the group to direct another feeling toward the man
and write “love” on the board. After five or ten seconds she once more
tries to push his arm, which is now rock solid. I have done this with
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dozens of groups and it never fails. In fact, some men claim they can
sense the change in emotions being directed at them. If you try this
yourself it’s important to make sure that you and the others have
enough tme to really feel the emotion you are directing at the sub-
ject. And be sure to end with love, as you don’t want the poor person
walking around with other people’s hate in them.

- 1 suggest that a person’s thoughts and feelings have an effect on
other people and that, like the Pygmalion effect, the thoughts and feel-
ings of those in authority have an even bigger impact on people who
work for them. If you are a manager, you are probably having an effect
on people who work for you simply by the way you think about them.
Wait a minute, you may say. Doesn't this totally contradict what you
were saying earlier about boundaries and keeping you and me sepa-
rate? What about the “I’'m responsible for the impact you have on me”
stuff? From my point of view it is paradoxical but not contradictory.
Both things are true: We each create our own experience and others’
unspoken thoughts and feelings affect us. From the point of view of
differentiation and learning the most useful map to use is that each
person creates the impact that others have on him. From the point of
view of leadership and positive influence the most useful map is that
the mind-set leaders have affects their followers. These are just two
maps; they are not “the truth”—which none of us knows. They are
paradoxical, but that doesn't make them any less useful.

We Get More of Whatever We Pay Attention To

There is an ancient piece of wisdom that whatever we pay attention
to grows. It’s as though simply paying attention to something invests
it with more energy. The appreciative mind-set chooses to pay atten-
tion to things it can value, care about, be happy with, 2nd want more
of. It recognizes that inquiry into inter-subjective truth can either be
a looking at the past, where we try to uncover the agreements we've
‘had, or a Jooking to the future, where we try to uncover the agree-
ments we want to have. The appreciative mind-set is more interested .
‘in the latter kind of truth.

This means, first of all, being clear about what you want more of.
Sometimes that is easy and sometimes it isn’t. People often begin by
kmowing what they want less of, especially from other people. “I want
her to stop gossiping,” “I want him to stop interrupting me when I
talk,” “I want them to stop filing nuisance grievances.” OK, but what
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do you want more of? You cannot use the skills of the Appreciative Self
to stop something, not directly. Appretiative processes are used to
amplify things—to create inter-subjective reality by increasing the
amount or frequency of something you want more of.

Second, for it to be a truly appreciative mind-set, you need to be
calling to something that touches people’s imagination, their aspira-
tions and spirit. You may want one more widget produced, but that, in
itself, isn't going to touch the hearts and minds of anyone.
Opportunities to excel, make a difference, grow and develop, achieve
our potential, be the best, live in community, make a better world, ful-
fill our dreams, gain new hope, surpass expectations, be a winner, enable
the children, ennoble our spirit, be a part of a dynamic and caring

.team, be in real parmership with others, make a valued contribution—
these are the kinds of things that an Appreciative Self pays attention to.

Jeny, a manager who was trying to develop his Appreciative Self, found
himself stumped over a “problem person” who worked for him. Bemice
had been in her job before he arrived and was protected by the union
she belonged to. Jeny found her obnoxious and intimidating, with a
minimal work ethic, and believed that she poisoned the whole atmos-
phere in the office. His attempts to give Bemnice comective feedback had
met with sullen silence and no change in her ottitude. He found himself
stumped over what he wanted more of from Bemnice. He tried out differ-
ent ideas with me: “I want her to be nicer.” “What's nicer?” I asked.
He described what she would stop doing if she were nicer. “I want her.
to just do her job.” “Does she do her job now?" I asked. Well, yes.
“Actually she really knows her job but just doesnt care. That's it, I want
her to care more.” “What would it look like if she cared more?” But all
he could come up with were things she would stop doing if she cared
more. “You're going to have to work harder at figuring out what it is
you want to see in her,” I said,

Jerty was still trying to figure this out when, a few days later, he was in
a meeting with his regional manager and his staff, including Bemice.

His manager was describing a new service that they would begin to offer
customers and his belief that they needed to transfer someone from
another office with expertise to provide the service. Jery said, “We don't
need someone else. Bernice knows more about that than anyone we
could transfer. Don't you, Bernice?” Bernice did not change her sullen
expression but nodded her head, and the regional manager said, “OK,
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we'll start out with Bernice, but if you feel you need more support on
this et me know,” and the meeting concluded.

An hour later Bernice came back into Jerry’s office with a list of ideas
Jor how to launch the new service. Jerry was stunned; she had never
taken initiative on ‘anything before. He redlized that an appreciative
process had been set in motion. He now started to see the part of
Bernice that wanted to be recognized as the best, as making o valued
contribution, and he began tracking and fanning that part of her at
every opportunity. Two weeks later when I saw Jerry he was buoyant at
the change in Bernice. “She still uses coarse language and makes fun of
me, but I have to say that she has really tured around in terms of her
work. She actually stayed late at the office last week, and other people
are noticing it too.” Jeny hadn't realized what he was doing when he
praised Bemice in front of his boss and her peers, but he had the where-
withal to quickly capitalize on it because he was working on developing
an appreciative mind-set.

Developing an appreciative mind-set is not something most of us

can do overnight. I have met a few people who seem to be naturals at it.
For most of us, however, it is s lifelong task to focus less on what’s not
right and focus, instead, on what is right. Pl offer you some techniques

for developing your appreciative mind-set at the end of the chapter.

Tracking

Once you know what you want more of, then you start “tracking” it.

The image here is of a hunter tracking game in the jungle. It takes
constant attention, a light step, and seeing the clues hidden in the sur-
rounding foliage. It is, most profoundly, the ability to see what you
want more of as already being there. After 10 years of teaching man-

_ agers (and. myself) the skills of the Appreciative Self I've concluded
that this is the toughest part: developing your ability to see what you
want more of as already there in the people and systems you work in,
Sometimes you just have to start with a leap of faith.

A team from Healthy World, a non-governmental organization, had
entered the small, war-tom African country to get permission from the
cunrent ruler to allow them to begin inoculating children against diarrhea,
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one of the major causes of infant martahty There were reports that gov-
ernment forces were killing women anid children in outlying villages, and
just before the audience with the ruler someone had put ¢ videotape
into Jock’s hands, showing a recent massacre. The irony of inoculating
children who might then be gunned down was not lost on Jack, the
team leader, and he decided to try and do something about it.

When he was given an audience with the ruler he explained their desrre
to inoculate the children and asked for permission to do so, which he
was given. He then also asked the ruler if he would help to open the
first clinic to begin “saving the children of your country.” The ruler
agreed to do that. Then, in a risky move, Jack asked for a videotape
machine and played the tape of the ruler’s troops massacring women
and children. Nothing more was said except to thank the ruler for having
given his permission to “save the children of your country.”

A few days later when the outdoor clinic was set up and mothers were
lined up with children to get the inoculations, the Healthy World staff
put the syringe in the ruler’s hands and invited him to give the injec-
tions. As the long line of thankful mothers, joyful over the blessing they
were receiving at the hand of their ruler, moved past, the Healthy World
' staff kept saying to him; “You are saving the children of your country.

Now you really are the father of your nation.” The ruler so enjoyed him-
self he decided to cance! all his engagements and spent thé next few

. weeks traveling with the clinic throughout the country, personally inocu-
lating children and being reminded over and over that “now you really
are the father of your nation.” The massacres stopped.

In this case, Jack and his staff looked for and found the part of this
warlord that cared about the people he ruled. It wasn't sométhing that
people would have instantly seen in this man. In a sense, they had to
take a leap of faith and look hard for every sign of compassion in him
with the appreciative mind-set that there was a part of him that want-
ed to be and could be amplified into “the father of his nation.”

It's easy to track something when it already exists in abundance.
One senior manager I know personally tours his far-flung operations
twice a year. He spends one or two days at each location while man-
agers and employees make presentatdons on the best unprovements
they've made in one of three areas: increased operating efficiency,
customer satisfaction, and product improvement. His expectation is
that the people who were personally involved in the improvements
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will make the presentations. If he believes there’s more potential in an
idea or a group of people, he will give them more resources to keep
doing whatever they are doing. In a sense, he has trained his managers
to0 do his tracking for him, and his personal attention and methods of
amplification ensure a steady stream of improvements for him to fan.
But it can be difficult to track something when we don't see it
there in the first place. This is the tough part of rracking and is what
makes the appreciative process more than just positive reinforcement.
The Appreciative Self begins with the assumption that whatever we
want more of already exists, if only in tiny quantities. We begin by
believing in the best in people and organizations. We have to get over
the belief that our experience is “the wuth” and assume we can have a
different experience by changing our map. Numerous managers I've
taught this technique to have discovered that when they start to look
for something they didn’t think was there, they start to see it. The
_more attention they pay to it (fanning), the more of it they get. Let
me tell you one more dramatic story.

Tim, the consultant, flew in for his usual monthly two-day plant visit
and as usual was met at the airport by Fred, the operations manager.
Tim had been working at the piant for six months and was credited with-
having helped create a lot of positive change in work relationships,
which was paying off in productivity and quality improvements. Fred,
however, met Tim at the airport with a tale of doom and gloom. Two
weeks ago the replacement for the regional vice-president, who was
physically based at this plant, took up his new position. The new RVF,
Eric, had a reputation throughout the company as ruthless, demandinig,
aggressive, manipulative, and very hard to work for. But as a plant man-
ager in another region he had gotten results in more than one opera-
tion, and that had led to this promotion. Tim’s clear leadership style
seemed the complete opposite of Eric’s style, and Fred thought that Eric
would quickly pull the plug on Tim’s consultancy. As they drove back to
the plant Fred regaled Tim with stories of Eric’s abusive behavior since
his armival. Things sounded very bad indeed. Tim decided to try to keep
an open mind.

Once Tim arived at the plant a number of people came up to him to
talk about their despair over the changes since Eric had arrived. At 10
that morning the usual management meeting took place, but the atmos-
phere was even worse than it had been when Tim first started working
there. Sure enough, Eric was bossy, sarcastic, and demeaning. People
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were completely closed down and no truth-telling was going on. Tim
decided that he would not be able to do anything for them if he got
caught up in their sense of helplessness and doom. Instead, he began

" tracking the part of Eric that wanted to be a wise, compassionate, and
loved leader. He looked and looked, and noticed at one point in the
meeting that Eric offered some good ideas about how to deal with a per-
sonnel problem. At a break Tim mentioned how wise and compassionate
that idea was. Over the next two days Tim was in the presence of Eric
six more times, and each time he ignored everything else about Eric and
Just paid attention to the part of him that wanted to be loved as a
leader. Whenever he saw Eric do something that had the slightest wis-
dom or compassion he said something about it.

During lunch of the second day Eric sent a message to Tim that he
wanted to see him before he left for the day. Evéryone, including Tim,
assumed that Tim was going to be given the pink slip and that would be
the end of that. When Tim went to see Eric, however, something quite
different happened. Eric almost bmke down as he described to Tim his
realization that he had gotten where he was by being ruthless, demand-
ing, and aggressive, but that he was at 0 management level now where
those characteristics would not be effective and that he was scared arid
didn’t know what to do. He asked Tim to help hrm, and the work went
on from there.

It seems obvious to me, and I'm sure it is to you, that if Tim had
paid attention to what he didn’t like in Eric’s behavior he would have
quickly been shown the door. Using. an appreciative mind-set and

- tracking the best parts of Eric allowed that part of Eric to recognize
an allp—someone who saw what others weren't seeing—and created
enough trust in him to confide his doubts and fears to Tim. Let’ face
it, who are you going to go to for help and advice? Someone who sees
the worst in you or someone who sees the best in you? The
Appreciative Self creates followcrshxp by trackuig the best in people
and fanning it when he sees it.

Someone who is good at trackmg is constantly looking for what
she wants more of, without presuppositions of where she’ll find it. A
friend and I went to a conference where the leaders of two dozen
hand-picked, successful NGOs had been invited to talk with academ-
ics about processes of change across political and economic bound-
aries. We were excited about our expectation that we would be able to
witness some of the world’s best trackers in action over the coming
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week. We ended vup a litile disappointed, however, at how little track-
ing we saw. But one image has always stayed with me and it says a lot
about the difference between the trackers and the rest. Everyone would
come into a large conference room between sessions for major speeches
or to discuss what was being learned at the conference. Most people
would walk in, find a seat, and sit dowi. But the really good trackers did
not sit down. They stood up along the walls on the sides of the room.
They were constantly wandering about talking to anyone and everyone.
You might call this “good networking,” and it is, except the wackers
weren’t just collecting contacts; they had larger game they were stalk-
mg There was something each of them was looking for more of. I have
since learned that I can often tell who the good trackers are just-by
noticing how much each person moves around in a crowd. Good track-
ing takes constant motion, looking for more and more of the thing
being tracked, never assuming you kmow where you'll find it.

Fanning

Fanning means to metaphorically blow air on a small fire to turn it
into a roaring blaze. You are fanning when you look for ways two
increase what you want more of. You could call it positive reinforce-
ment, though fanning strategies can be more inventive than that. But
simply paying attention to what you want in itself tends to amplify it.
There is some evidence that any kind of attention, even negative
attention, tends to amplify whatever is being attended to. In many sit-
uations attention is a kind of reinforcement. ‘

In a company-sponsored leadership training course where I talked about’
appreciative processes as one of a set of change-management options, a
woman approached me at the break to tell me she finally understood
what she was doing. Right out of high school she had begun as a clerk
at a customer service center of this large company and after many years
became the store’s supervisor. The store, located in @ major city, consis-
tently ranked high on productivity and customer satisfaction (though
she never understood why they got better ratings than others), and six
months ago she had been promoted to regional manager of a small non-
urban region with a dozen centers. The very next day she had an
appointment with the president of the company to tell him how she had
been able to propel the region from an 83 percent customer satisfaction
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rating to 92 percent, something unheard of in the company. She said,
“Thank God I took this course because I did not know what I was going
to say to the man. But now I see it. I just pay attention to what they
are doing well and ignore what I don‘t like. It's what I've always done.”

El

In my early years as a researcher and consultant, when I did lots
of interviews and gave managers anonymous feedback, I found a
number of common complaints, no matter what organization I was in.
One of the most common was the reaction to the question “What do
people get rewarded for around here?” Workers and lower-level man-
agers would almost invariably laugh or shake their heads and say
something like “Rewards?! You don’t get rewarded for anything
around here. The only time you ever hear anything is when some-
thing’s wrong. If you do a great job well, that’s what you're supposed
to do and no one pays any attention. But as soon as there’s a problem
you sure hear about that!” No wonder that, in such environments, the
simple act of noticing the great job people do daily can lead to leaps
of imnprovement in quality and productivity.

Praise

In additon to just paying attention to what you want more of, you can
fan through praise, blessing, and asking for more. Praise refers to
appreciating something that has already happened. When we are
praising we are ca!lmg attention to something that has already been
done and apprecxaung it. For any fanning process to be effective, it
has to be sincere. Many companies have employec of the month”
kinds of programs, which are intended to use praise asa posmve moti-
vator. Such programs, however, will just get chewed up in the inter-
personal mush if the person or comimittee doing the prmsmg is not
really operating from an appreciative mind-set. If the praise is just the
result of some impersonal mechanism (e.g., most widgets sold) it can
act as an incentve for some people, but it is not an appreuauve _
process. Poorly thought-through praising programs can sometimes -
have the opposite effect from that intended. I know of one company
that tried to influence its managers to improve their employee rela-
tions by having employees vote for the best supervisor of the montch.
‘What happened was that the supervisor widely seen as the most lax
and ineffective won the first vote and then there was a race to the bot-
tom as some other supervisors tried to win votes by coddling the
employees, This created friction between those supervisors who were
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willing to do that and those who believed they were trying to do their-
best for the company. The latter became more and more disenchanted
and upset with employees who saw their fellows getting more and more
coddled, and employee relations got worse instead of better.

Any sincere praise can have a fanning effect when it provides pos-
itive reinforcement, but praise can have a deeper s:gmﬁcance The
great psychologlst Heinz Kohut has shown that praise from someone
we look up to is an indispensable way in which we develop a strong
Self.” We continue to deepen and strengthen our Self ali our lives, and
I believe this kind of praise is just as necessary to adults as it is to chil-
dren. For praise to have this kind of impact on adults, however, it
must come from someone seen as a good authority. To describe whiat
I mean by “good authority,” we need 1o step back for 2 moment and
understand the notion of psychological archetype.

Carl Jung, another great psychologist, coined the term archetype
to describe bundles of image, affect, and intention that transcend tme
and culture. They are like templates that are hard-wired into the
human mind. Jung’s theory is that we are all influenced by 2 callection
of ancient urges, desires, and inclinations. At most times in the history

- of humankind these have been talked about through myths and sto-
ries. ‘These urges and desires tend to have a coherence: the urge to
‘overpower, for instance, goes with the urge to protect. ‘When we see
‘a person who tends to overpower we may also notice 2 willingness to
protect others. These bundles of qualities get personified into the

_characters who populate our myths and stories. In this ¢ase Jungians
would talk about a warrior archerype—a template with common char-

~ acteristics that appears as a soldier or hunter or knight in the stories

‘and myths of all human cultures. '

What makes Jung’s and his followers’ arguments so compelling is
that the same unages and stories reappear time and again, in all eco-
nomic fevels of society and in all cultures. They can be séen in all
human art, poetry, scientific discoveries, and religion, and in our pat-
terns of thought and feeling. It is as though the human race projects
these deep structures onto things that we create. The stories and
images that tap this structure most clearly are the ones a society
retains and tells itself over and over. Some stories seem to be closer to
the source, and as such they offer advice and wxsdom on what it means
to be human and how to lead a life worth living

Robert Moore, a Jungian scholar, theologlan, and psychotherapist
who has studied myths and legends, has jdentified a deep part of the
unconscious mind that has needs, feelings, and potentials, which he has
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Bad Autherity Good Authority

Seeks adoration and being the center Adores others and makes them the
of attention . center of attention

Self-serving Serves the people

Has a vision of own greatness Has a vision of the great sédety, cul-

ture, organization

Blames others Takes responsibility
Holds on to power Steps aside when it is appropnate to
do so

come to call the “King archetype.” The King archetype is very
instructive for learning about leadership. It is as though our beliefs and
feelings about the difference between “good authority” and “bad
authority” are hard-wired into us as human beings. I have found the
study of “ritual kingship™ the best-map for understanding the kind of -
leadership people want to follow and the kind they do not. Listed
above are some of the key differences in the stories of the “good king”
{good authority) and the “shadow king” (bad authority) that seem to
exist in'all cultures through the ages.

I believe there is a yeamning today in Western culture for the good
king and queen, for leaders we can trust to put the needs of the whole
ahead of their personal interests, who are more interested in their
vision of the great team, organization, or society than in their own
personal grandiosity. There seem to be so few of them in business and
government that when one comes along her power to elicit follower-
ship appears truly astounding.

One of Moore’s important insights is that a core function of the
King and Queen archetype is to give others praise and blessing. The
bad King (or Queen) demands that he be the center of attention, that
he be seen as the smartest, the strongest, the quickest, the best. From
the shadow lu.ng’s point of view his employees are there to admire and
adore him, to praise and bless him. Such leaders, however, create deep
and suffocating interpersonal mush around them, stifling the poten-
tial of the people they have power over and leaving a toxic work envi-
ronment in their wake.
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The good Queen (or King), however, makes others the center of

attention. In her presence others feel bigger, smarter, stronger, more

able. The Queen’s job is to admire and adore her employees, to praise
them and, in doing so, help them become more than they thought
they could be. Anyone who has ever had a good King or Queen in his .
life (as a parent, coach, teacher, boss, or other authority) knows exactly
what I am talking about—that merely being in her presence leaves you
feeling more capable and motivated than you felt before. It literally
strengthens your Self,

Praise serves to fan most when it comes from a leader in whom we
see some of the good King or Queen. A leader with an appreciative
mind-set has some of that going for her already. When praise comes sin-
cerely from a leader who embodies the Appreciative Self, it is amplified.
The same is true of blessing, While praise is about the past, blessing is
about the future. When we bless something or someone we are giving
them license to continue being what they are. Again, getting a “blessing”
from a manager who just attended a course and is following his three-
blessings-a-day program doesn’t have much kick. But 2 blessing from a
leader who sincerely appreciates what you are doing has an impact. And
when blessing comes wrapped in tangibles, like money or resources to
increase what you are doing, amplification is assured.

. One of the first acts of blessing I witnessed early in my career had
a big impact on my understanding of the power of appreciative
process. ' -

A regional manager who had come to the plant was shown what two
skilled tradesmen had devised in their spare time. Using some discarded
circuit boards and electronic parts they had gotten the maintenance
superintendent to buy for them, they had been able to get two different
machines on the production line to “talk to each other.” They had, in
fact, invented the basics for a crude programmable controller, now a
mainstay of any modern manufacturing plant. At the time, however,
these did not exist. The general manager said, “I've just spent the last
week being told by our engineering staff that what you two have done is
impossible!” He then, on the spot, gave them half a million dollars to
spend however they saw fit to extend their work. You want to tatk about
two incredibly motivated, pumped-up guys! It offected not only them.
Everyone in the plant took pride in their accomplishment and the bless-
ing they received, and that helped to amplify their efforts in numerous
ways as everyone pitched in to make them more successful.
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Meta Fannihg

Anytlnng that amplifies what you want more of is fanning. A lot of

things fall into the categories of attention, praise, and blessmg, and these
seem to be the mainstay of fanning. But people can be ingenious in the
ways they come up with to amplify what tiey are tracking. Meta fanning
is what I call their strategies for getting someone else to do their fanning
for them. I've seen people use the local newspapers for giving attention,
and apply for company or industry reward programs for generatlng .
praise and blessing for others. Getting a r&cpected authority to give out
the attention and praise can have a powerful impact.

Meta fanning js also about finding positive ways to deal with what
appear to be obstacles to getting more of what you want. One of my
favorite meta-fanning stories comes frorn the first clear leader I ever

saw in action.

Jarice, a young quality supervisor who had shown an interest in
Japonese quality methods, had been placed on special assignment to
help implement Quality Circles. At the time, Quality Circles, where
employees meet in groups on company time to identify and solve prob-
lems in their areas, were a very new idea. Being a natural clear leader,
she decided to work from strength, and targeted the-skilled trades area
as a place to start. Employees there were used to taking initiative and
solving problems. She found a couple of supervisors who supported the
- idea and began two Quality Circles using company-sponsored moterials.

After about a month she got wind from the supervisors that their gener-
al supervisor was not at -all supportive of the Quality Circles. Rob, the
general supervisor, did not think it was a good idea to have employees
meeting on company time doing the work of supervisors. He figured the
workers would just goof off or corne up with demunds that management
would not be able to meet. He was worried that other employees would

- demand the same “hour off work” and his efficiencies would go down.
Janice’s attempts to persuade him otherwise had no effect. He hadn't
done anything yet because his supervisors were committed, but it looked
like it was just a matter of time before he would pull the plug.

Janice thought that Jim, the plant superintendent, who was Rob’s boss’s
boss, would be quite excited by the issues the Quality Circles were talk-
ing about. She put together the minutes from previous meetings of the
circles and showed them to Jim. As she expected, Jim was excited by
what he saw. The skilled tradesmen were discussing issues that were
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always causing the department problems, and any solutions they came

up with would really make a difference. Janice said, “What I'd really like
you to do is go see Rob and tell him how much you like what the circles
are doing and ask him to keep up the good work—and it might be bet-
ter if you didn’t mention you heard about it from me.” That's just what
Jim did. And Rob became o supporter of Quality Circles.

Notice how different this is from more taditional power plays
and the use of authority to deal with issues. Janice reported to the
plant manager who supported Quality Circles and could have asked
him to “get Rob in line.” But that would only have created a more
resentful adversary out of Rob and could have created problems in her
work with other supervisors. As a change strategy, appreciative process
doesn’t create the negative repercussions that “push” methods and
“burning platforms” do. Appreciative processes are more likely to cre-
ate the strong social bonds, good feelings, and sense of camaraderie
that sustained organizational change requires.

Meta-fanning strategies depend on the circurnstances and situa-
tion and are only as limited as your imagination. One of my favorite
examples comes from the Peter Mayle book A -Year in Provence, in
which he is trying to get 2 host of different tradesmen to finish the ren-
ovations to his house. Anyone who has suffered through a major ren-
ovation, with contractors and subcontractors who are always disap-
pearing before anything is finished, can relate to that. Work has now
dragged on for close to a year with no end in sight when Peter’s wife
comes up with a brilliant meta-fan. She gets the contractors to agree
that the work could be finished before the end of the year (of course, 1
could finish my part if those other people would finish theirs) and then
invites them and their wives to a'Christmas party at their home. This
will give the wives an opportunity to see the husbands’ handiwork.
What happens next is that no husband, of course, is willing to be the
source of his wife’s loss of face in front of any of the other wives by not
having his part of the renovations complete. The pace of repairs speeds
up and everything is done in time for the party. :

Exercises to Develop Your Appreciative Seff

Appreciative Mind-Set

Sometimes it’s hard to have an appreciative mind-set, just because life
ain’t that good. With all the stress and problems we face we can lose
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any sense of appreciation. Depression, too, can make it very difficult
to pay much attention to the bestin ourselves and others. I have found
one thing that has worked for me and others that makes a big differ-
ence in my ability to have an appreciative mind-set (and get over
non~chemically based depressmn) I call it “the gratitudes.” It is sim-
ply spending a few minutes, twice a day, thinking about what I am
grateful for. I invented this at a tme when nothing in life seemed
good to me. At first I would exhaust my list of gratitudes in about 15
seconds! But I would try to sit out the five minutes I allotted to the
exercise trying to think of other things, and feeling almost guilty that
I had so little I was grateful for. One effect of this was that I started to
notice people who had it worse than me. I could at least be grateful that
my life was better than theirs. Slowly I began to notice that I really did
have a lot to be grateful for, and this spiraled into more and more grat-
itude until one day, a few months after I had started doing the grati-
tudes, I noticed that I was walking down the street with 2 smile on my
face for no apparent reason at all. I was easily able to fill up five minutes
with things I was grateful for, and realized that I'didn’t need to be doing
the gratitudes anymore. Every now and then, however, when some-
thing is making it hard for me to be appreciativé at work or at home,

I do the gratdtudes for-a-few weeks and-it always makes it easier to - -

track what I want more of in others.
You can do the gratitudes out loud with your partner or just
silently to yourself.

Tracking and Fanning

1. Tracking and fanning go together, so although they are two sep-
arate skills, you really practice them together. To practice track-
ing and fanning, think of some behavior you’d like more of from
someone at home or at work. Remember, it can’t be something
you want less of disguised as something you want more of. With
your partner identify what, exactly, you'll see if and when you see
more of it. Pick someone that is low-risk; if this blows up in your

face it'll pass with minimal damage.

Then simply be on the lookout for it. When you see it, notice it,
praise it, bless it, and ask for more. If it is a2 behavior you don’
think you’ll ever see without some prompting, tell the person
what you want more of and then fan like heck as soon as you see
it. For example, one of my students wanted his mother to get
along better with her sons-in-law and daughters-in-law and
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decided that she needed to talk less and listen more at family din-
ners. He began by talking with her about her relationships with
her in-laws, using the appreciative mind-set that she wanted good
relationships, and discovered that indeed she did, but she didn’t
know how to get them. So he asked for what he wanted. He asked
her, at the next family dinner, to talk less and listen more, to be
curious about others and to ask quesnons At t.he next dinner she
did, and he fanned, and the rest is history.

Review with your partner, at regular intervals, how you are domg
Together, think up some meta-fanning strategies.

2. If it’s an atribute or attitude you want more of, tracking is trick- -
ier. Then you have to see it yourself, behind the person’s behav-
ior. Remember the stories of the “father of his nation” and Eric,
the leader who wanted to be wise and compassionate. Here is
where tracking is the hardest. You need to assume that the atmi-
bute you want more of is indeed behind the actions you see.

If you find tracking an attribute difficult, start by choosing one
attribute you want to see more of in people in ge.neral sométhing
like generosity or thoughtfulness. Then, at work_, in every inter-
action you have, assume that attribute exists in everyone you deal
with, even if just in little ways. Work at noticing when it might be
present in their behavior. Don’t worry about fanning it, ]ust pay
attention to it. You'll notice that you forget to track, sometimes
rather quickly. Just start wacking again. See how long you can
keép wacking for that attribute before forgetting. Each day, try to
increase the amount of time you spend tracking it until you can
go for hours without losing track. When you start being able to
see the attribute you are looking for in most people, review with
your partner any differences you are noticing in your interactions

with people.

Summary

Clear leaders are not averse to problem-solving, its j just that they recog~
nize that their effort and impact are greater if they leave the problem-
solvmg to the people domg the work and use their attention differently.
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* By focusing on what is working well, on solutions that already exist,
on the qualities of teams and people they want more of, they improve
organizadons through amplificaton. Instead of using their time and
energy to shore up weakness, they build on strength Clear leaders get
clear about what they want more of and search for more of that.

Being an Appreciative Self requires developing an appreciative
mind-set and the skills of tracking and fanning. An appreciative mind-
set requires 2 map that says that your beliefs have an impact on the
world you inhabit and that you get more of whatever you pay atten-
gon to. The Appreciative Self is about attending to and noticing those
things that call out the best in us as people—the kinds of things most
of us value, hope for, and want in our work lives. An appreciative
mind-set is focused not on identifying and fixing what we want less of,
but on tracking and fanning what we want more of. :

One of the really neat things about appredative process as a
method of leadership is that it can be used by anyone regardless of his
level of authority. You may have noticed that in a number of the exam-

_ples in this chapter the person using appreciative process didn’t have.
authority over the person he was tracking and fanning. Anyone can
use appreciative process to influence others but, like anything else,

power amplifies the effect. Using appreciative process, a supervisor

" can influence a few people (including people with more authority).
A CEOQ, however, can influence a whole organization.

Tracking involves seeing what you want more of as already there.
You can’t fan something you can't see. Sometimes it requires a leap of
faith to believe that the positive qualities or attributes you want more
of are already there. Sometimes tracking requires seeing the subtie
clues and tiny instances that give you a place to start fanning.
Tracking is about secing the good intentions people have in even their
weirdest behavior. Most of all, tracking requires not taking all the
positive effort, skills, imagination, and motivation people bring to the
job every day for granted.

Fanning is about turning the little flame of positive potendal into
a roaring fire. By simply paying attention to something you tend to
get more of it, but praise, blessing, and asking fotr more can go a long -
way in amplifying your efforts. Praise and blessing have to be sincere,
and the more they come from someone (or some organization) that
people have respect for, the more impact they have. When they come
from someone we see as a “good King or Queen,” praise and blessing
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are a potent kind of psychological food that strengthens our Self.
That, in turn, helps to strengthen and increase our ability and moti-
vation to do more of whatever we are being praised for. The consum-
mate Appreciative Self uses meta fanning, leveraging her fanning
efforts and removing obstacles through appreciative processes.



