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Organization:  Delaware Center for Justice, Inc. (DCJ) is a nonprofit agency addressing an array of criminal justice issues.  DCJ provides advocacy, education, and direct services focused on achieving effective adult offender reentry to the community, justice for victims of crime, improvements in the juvenile justice system, and the preservation of family bonds for incarcerated parents.

Core Group:  Prior to the formation of the core group I met with the executive director and the associate executive director to review Appreciative Inquiry, my proposal to conduct an Appreciative Inquiry Event with their organization, and the formation of a core group.  I suggested a cross section of people for the core group, the executive director decided to include program managers and her in the core group.  A meeting was later held with the core group to acquaint the group with the appreciative inquiry process and fine-tune the interview questions.  The core group included the management team totaling seven people. 
Positive Topic Selection:  The core group meeting was scheduled for three hours and included an overview of Appreciative Inquiry, paired interviews using an abbreviated form of the generic appreciative inquiry interview questions, sharing of interview results, selection of positive topic for inquiry, and identification of next steps for conducting an All-Staff AI Experience.  Early in the meeting the group was leaning toward “teamwork” as the positive topic.  The group was encouraged to delay the topic selection until they had completed the paired interviews.   

The paired interviews energized the core group as evidenced by the amount of positive information shared and the surprises they discovered during the interviews.   Learning more about their co-workers and the positive life giving forces of DCJ also excited the group.  

After listing and discussing the quotable quotes, core values of DCJ, and the wishes for the organization from the paired interviews, the group decided to abandon their original AI topic of “teamwork.”   It was the consensus of the group to leave the topics to be explored in greater depth to the entire staff after it had participated in the paired AI interviews.  They realized that 2-3 topics may emerge from the larger group and were okay with that.  They wanted to see action/delivery plans developed based on what the entire staff deemed important to “do more of” and about which they are passionate and energized.  It was also decided to have the all staff AI event in one day rather than two half days in order to not disrupt the creative, positive energy generated from the paired interviews.  The core group chose to use the full, generic interview questions for face-to-face interviews at the all staff AI event.
Life Giving Forces at DCJ:  At the all staff AI event there was 15 staff present.  Following the paired interviews three groups formed to discuss life giving forces and narrow them down to the top three to five.  Each group then developed a provocative proposition.  The results are noted below:

Group One – “Life giving forces” themes

1. Diverse staff working with diverse clients

2. Appreciation from outside agencies – “Those who know us love us.”

3. DCJ staff has the flexibility, independence, and trust to deliver and envision services that promote growth

Group One – Provocative Proposition

DCJ has funding to provide services to current and emerging populations.  DCJ increases public awareness through state of the art technology, marketing, and community involvement.  We have the flexibility, independence, trust, and vision to deliver and promote quality services.

Group Two – “Life giving forces” themes
1. Support and commitment of DCJ in achieving goals

2. Willing to learn from each other and outside experts

3. Community involvement

4. Ability to follow through and dependability in providing services

5. Community partnerships and restorative justice
Group Two – Provocative Proposition

Delaware Center for Justice meets the needs of a diverse group of people while serving the community.

Delaware Center for Justice is a multifaceted organization that promotes growth within the staff, among the community, and organizations.  DCJ focuses on enhancing community relationships while creating opportunities for individuals and families. 

Group Three – “Life giving forces” themes
1. DCJ is very family oriented

2. Each person’s work is valued

3. Staff recognition

4. Increasing relationship with the board

5. Staff united with the mission of DCJ as a whole (not just programs)
Group Three – Provocative Proposition
DCJ accesses the talent and skills of all staff.  Staff shares through presentations their individual, professional expertise and technical know-how.  DCJ brings in experts from the community to expand staff’s knowledge and expertise.
Strategic Intentions:  Each group then developed the design component for making its provocative proposition a reality.
Group One – Design (How to make it happen)

1. Create a growth budget

2. Develop marketing/fundraising/networking

a. Individual sponsors

b. Corporations

c. Foundations

d. Board members

3. Educate potential funders on how DCJ services impact their lives (e.g. zip code data)

4. Expand visibility (e.g. social media, trade shows, speaking calendars, county resource, DCJ PowerPoint, press releases)
Group Two – Design (How to make it happen)

1. Expand partnerships among organizations 

a. to promote our services in the community 

b. to seek opportunities for training and networking

2. Set up exhibits and presentations at various events

3. Market our services

4. Face book/Twitter

5. Update pamphlets

6. Sharing information

7. Be guest presenters at university classes

8. Involve parents by training them to become advocates for their children

Group Three – Design (How to make it happen)
1. Professional, technological, or personal presentations at staff meetings

2. Brown bag lunches with community experts and board members

3. Develop funding to send all staff to at least one training per year

4. DCJ takes responsibility for the professional development of all staff; through yearly evaluations and frequent feedback from management

5. Staff develops cultural competency/sensitivity with clients and each other
Formation of Volunteer Teams

In conclusion three volunteer teams with team leaders were formed to address the above design points. According to interest in and/or passion for the design area each person volunteered for one of the following teams:

· Enhancing community visibility

· Fund raising

· Staff development

The associate executive director agreed to be the convener to encourage the work of the volunteer teams and to report out “stories of success.”
Follow-up Regarding AI Event Impact
On June 16, 2011 I met with the executive director and the associate executive director to learn what changes in the organization had occurred since the AI event.  They provided the following update: 
Volunteer Team 1:  Enhancing community visibility

Shortly after the AI event a Tech Team was formed to plan how to better use the DCJ website and social media to educate the public about the organization and its services.  The steps taken were:

· Received approval from board to invest in a new website, hired a web designer and began the work on re-creating their website for DCJ.  (The new website went public in July, 2011.)
· Obtained funding to increase a part-time administrative assistant to full-time to manage the new website.

· The new website will have the capacity to include videos related to DCJ services, public education on justice issues, and advocacy opportunities.  Donors will now have the ability to make a financial contribution via the website.

· DCJ is now connected to Twitter and Face Book
Volunteer Team 2:  Fund Raising 
This team focused on developing fund raising with individual donors, corporations, foundations, and board members and experienced the following changes in the last 12 months:
· Board is more involved with fundraising (e.g. appeals include personal messages from board members) resulting in a 1/3 increase in donations in the last eleven months
· Fund raising is more targeted and strategic
· Board and staff have begun developing relationship with major foundations for funding targeted to particular programs

· A luncheon with prominent women in Delaware was held to make an appeal for individual donations to the Delaware Girls Initiative, a DCJ community partnership
Volunteer Team 3:  Staff development

The executive director was especially pleased with the steps taken to strengthen staff development:

· More staff has attended grant writing workshops and are more involved in writing grants for their respective programs

· Staff meetings are more focused and “appreciative” in their format; volunteer team success stories are shared at staff meetings
· Staff attending workshops/conferences now completes a form for sharing with all what they learned; the form also asks the staff person to share how he/she can apply the knowledge/materials acquired at the workshop
Ensuring Ongoing Success

At the end of the AI event the organization understood that I was available to meet with the volunteer teams to assist with fine-tuning their strategic intentions and action steps.  In the months following the AI event when I did not hear from the organization regarding my offer of follow-up meetings, I checked in with the organization to determine if they needed any assistance. I was informed that due to the challenges that most nonprofits were facing in the months after the AI event (e.g. reductions in funding, staff turnover, more time devoted to grant-writing) the implementation of the action steps was moving more slowly than anticipated.  
However, over the months the teams stayed focused and steadily achieved successes that have made a difference in the organization as noted above.  At the follow-up meeting in June the executive director reported that it took time to acquire support from the board for the new website and to find the funding for the project.  Once these were secured the tech team moved rapidly to totally revamp the website.  She further reported that staff and board are more involved with fund development and staff meetings are more focused on the organization’s strengths rather than problems.  The executive director stated, “the AI event helped us get to know each other better, realize our strengths, focus our energy in a positive direction, and put us all on the same page.” 

Lessons Learned

My wishes for the event were twofold:

· The staff would have an understanding of the value of a positive, strengths-based approach for communicating with each other and for realizing their vision/mission
· The development of. an action plan for making at least one positive change in the organization 

While the AI event accomplished my desired wishes and the organization was pleased with the results, in the future I would prefer the identification of a topic for inquiry by the core team rather than topics evolving from the generic interview questions.  (After this event I had the opportunity to facilitate AI events with two other organizations for which the topics of inquiry were clearly defined.  I now understand the value of the core team establishing the topic of inquiry.)

.

Facilitating the AI process requires the provision of clear instructions (especially in step two – theme identification), provision of sufficient guidance to stay on course, and flexibility to go where the process leads you without compromising the AI principles and process. 

My personal best was keeping the day positive from beginning to end and staying focused on the completion of an action plan by the end of the day.  The most fun part of the day was the teams’ creations of their visual metaphors of their chosen themes.  The teams were much energized in their use of  skits, collages, and songs to illustrate their themes.  One group wrote and performed a rap about board relations.  I was energized by the sustained enthusiasm of the teams.  It was rewarding to hear participants say the day went by really fast and was fun.  Participants also reported that the process had helped them get to know one another better.  
It was exhilarating to witness the impact of an organization focusing on its positive, life-giving forces and accomplish real positive change.  For my first experience facilitating an AI event it exceeded my expectations due to the commitment of the organization to benefit from the process.  I truly appreciate Delaware Center for Justice permitting me to do my AI practicum with their staff. 
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APPRECIATIVE INQUIRY INTERVIEW GUIDE
1. (12 minutes) BEST EXPERIENCE:  Thinking about your experience at DCJ, tell me about a time when you felt most alive, most involved, or most excited about your work.  Describe the event in great detail.  What was happening?  What made it a great moment?  What were you feeling?  What were others doing that contributed to this being a great moment for you?  What did you contribute to creating this moment?  

2. (10 minutes) VALUES:  Let’s talk for a moment about some things you value deeply; specifically, the things you value about yourself; about the nature of your work; and about DCJ.

A.  Without being humble, what do you value most about yourself – as a person, a friend, a parent, etc.?  

B.  When you are feeling best about your work, what do you value about it?

C.   What about DCJ do you value?  What is the single most important thing that DCJ has contributed to your life?  

3.   (4 minutes) CORE LIFE-GIVING FORCE or VALUE:  What do you think is the core life-giving value of DCJ?  What is it that, if it did not exist, would make your organization totally different than it currently is?  

4.   (4 minutes) THREE WISHES:  If you had three wished for DCJ, what would they be?

A.

B.

C.

INTERVIEW SUMMARY SHEET
1. What was the most quotable quote that came out of this interview?

2. What were the most compelling parts of the story shared during this interview?

3. What were the 1-3 themes that stood out the most for you during the interview?

	TIME
	ACTIVITY
	TOTAL

	8:45 – 9:00
	COFFEE & GATHERING
	15 MINS

	9:00 – 9:15
	INTRODUCTIONS & OBJECTIVES
	15 MINS

	9:15 – 9:20
	AI AGREEMENT
	5 MINS

	9:20 – 9:50
	AI OVERVIEW
	30 MINS

	9:50 – 10:50
	PAIRED INTERVIEWS
	60 MINS

	10:50 – 11:00
	DEBRIEF
	5 MINS

	11:00 – 11:10
	BIO BREAK
	10 MINS

	11:10 – 12:10
	3 GROUPS OF 5 SHARE STORIES & LIST THEMES
	60 MINS

	12:10 – 12:40
	LUNCH
	30 MINS

	12:40 – 1:00
	GROUPS SHARE THEMES & DO SCATTER GRAM
	20 MINS

	1:00 – 1:40
	GROUPS SELECT THEME & CREATE VISUAL IMAGES OF THEME
	40 MINS

	1:40 – 2:00
	GROUPS WRITE PROVOCATIVE PROPOSITIONS
	20 MINS

	2:00 – 2:15
	GROUPS REPORT OUT PROVOCATIVE PROPOSITIONS
	15 MINS

	2:15 – 2:30
	BIO BREAK
	15 MINS

	2:30 – 2:50
	DESIGN-HOW WILL ORG. GET THERE
	20 MINS

	2:50 – 3:15
	DESIGN REPORT OUT & GO,CAUTION, STOP REVIEW
	25 MINS

	3:15 – 3:45
	NEXT STEPS – VOLUNTEER TEAMS
	30 MINS

	3:45 – 4:00
	WRAP-UP & EVALUATION CARDS
	15 MINS
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