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‘Effective Advising’ in international cooperation contexts. The ���
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�*�Many of us are not part of the huge ‘management consultancy’ industry, which offers ‘solutions’ 

	����rticularly the private and public sector at a hefty price. Nor are we necessarily ‘organisational 

development’ specialists, joined up to networks such as the International Society for Organisation 
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The following chapters do not constitute a tightly integrated ‘handbook’. While they all relate to 

understanding ‘organisational life’ and catalysing or supporting positive organisational change, they 

��
�� �
�		�
� ��� ����
�	�� 
����
��� 
�	��� ��
� ��������
"� �
��	�	��
�
�*� ����� ��
� ��� ��
���	���

�
����
��
	����
���������	��
$�	���"��	��
���
�����������
�
���
�
������	���
�	���*�
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� �� ‘We Didn’t Hire Your CV, We Hired You!” clarifies that ‘organisations’ are more than a 
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can have on organisations. It also draws attention to the fact that ‘hierarchy’, with its ‘command and 

control’ style of operating, need not be the only way in which people work together �����	������	����
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Chapter 2 ‘The Five Capabilities Framework’ elaborates one, broad, organisational framework, that 
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organisational capacities, other than the ability to act and produce ‘results’. �
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frustration, but to actively seek to understand the reasons for ‘resistance’. Only if we do so will we be 
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Chapter 4 ‘Understanding and Working with Power’ offers us some insights and frameworks to think 

and work more constructively with something as elusive and difficult as ‘power’. Power dynamics can 
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� @� ‘Appreciative Inquiry’ invites us to beware of the common pitfall of ‘deficit thinking’, 

focusing on the problems, the gap, what isn’t working very well, the glass half empty. While critical 
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positive change requires positive emotions and energy. Appreciative inquiry is a ‘method’, but more 

fundamentally an ‘attitude’ that invites attention to and appreciation for the success���������������
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Chapter 6 ‘The Question Never Failed 1�G�The art of asking catalytic questions’ focuses on one of the 
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doesn’t come from within. By asking powerful, inspiring, questions, we can open mi
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requires personal and professional development, to be practiced consciously (‘with mindfulness’) over 

��
�����
�*��

�

�

�

�

�

�

�

�

�

�

�

�

� �



�
�
�
�


�

������������������

Chapter 1: “We Didn’t Hire Your CV, We Hired You!” �������"	��
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‘OD support’. In 15 days they wanted one consultant to do what sounded like ‘everything’, including 
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and fundraising strategies and drafting a finance manual. My suggestion that ‘int�
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communications’ might be important didn’t seem to resonate. #���
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understandings of ‘organisational development’, how it differs or not from ‘capacity)development’ 
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Every ‘organisation’ is more than the sum of its parts, and has a certain existence and life of its own. 
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The nuance can be observed, for example, with regard to ‘mainstreaming’. Many ‘mainstreaming’ 
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J���initiates the ‘capacity’ or ‘organisational’ assessment and why, are two factors with significant 

�
����
��*�

+
�	����
	�

�	��
��������
�	��
����	�
$��������������
	����	�
��
���������������
����	��
�	����
��

�
�	����
	
�
���	���
�	��
��
"�
���	��
*�9^����rocal ‘assessments’ are extremely rare.) We all tend to 

become defensive when something feels ‘imposed’ from outside: internally initiated and ‘owned’ CD 

or OD exercises are likely to have more traction. But internal ‘assessments’ are often initiated becau���
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of a perception that things are ‘not working so well’. If only the senior management’s view of ‘what is 

not going well’ is heard, resistance from the other people is likely.�
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‘technical superiority’ of one over the other. Choices can be tactical, but also have a much deeper 
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In essence, we examine whether the ‘form’ corresponds to what we expect from a ‘modern’ 

organisation, particularly if it handles public money. For those familiar with Matt Andrew’s work on 

institutional reform in development: has the organisation successfully ‘mimicked’ i.e. imitated$� 	���
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framework to assess what shape different parts of the body are in, is the BOND ‘Health Check’.�

The ‘Health Check’ focuses on 11 ‘pillars’ that relate to core functions: �����	��
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the lines of a ‘social audit’.�

This ‘Health Check’ is not overly focused on the ‘form’, but understandably contains references that 
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�� UNDERSTANDING ‘CAPACITY’.

'� Who’s Capacities?

‘Capacities’ can exist at different levels: that of an individual (which we then will call ‘���������	��’), 

a team, a unit within an organisation, an organisation as a whole. We are looking here at ‘capacity’ for 
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second key question is ‘capacities for what?’ This has been defined or answered in many different 
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“Capacity is the overall ability of an organisation or system to create value for others.”���9,��47�
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“Capacity is the ability of a human system to perform, sustain itself, and self�renew.” (Ubels, 
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unit, department or division, a Ministry, a local administration, the ‘educational’ or the ‘security’ 

sector (where it will have to be decided who is considered ‘in’ and ‘out’ of the system), a cooperative 
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In international cooperation, the dominant paradigm tends to understand ‘capacity’ (or lack thereof), 

as the ability to deliver ‘results’, which is seen as largely dependent on the availability of�
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The capabilities to ‘commit and act’, to ‘relate and attract’, ‘balance diversity and coherence’, to 

‘create results’ and ‘to adapt and self)renew’ are th���������
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itself. It are strengths in each of the capabilities that add up to ‘organisational capacity’. ��
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2 For a short overview of six such approaches see: ‘Approaches�to Organisational Assessments”. No author or 
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��We take over the word ‘capability’ here to indicate that we are talking about an important component of 

overall ‘organisational capacity’, but otherwise do not make much of the different terms.�

�.�3����.�����&-���2�

��>>�����.�����

�-�����-��0����

��������.�B�-���=���.�

��9�-�����

-��������.����-����



�

�
�
�
�
�


�
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renew, but doesn’t deliver ‘results’, has little justification for�a continued existence. ‘Delivering results’ 
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‘financing’ can be put under ‘capability to create results’, but also under ‘capability to relate’ (attract 

funding). And financing may reappear under ‘capability to adapt and renew’. This is not really a 
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also in the internal accountability practices. The ability to ‘commit and�act’ is a precondition for the 

‘capability to deliver results’, and itself partially dependent on the capability to relate, to maintain 
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relevant and important outcome is ‘improved capacity’, or the organisation itself and of others whom 

it seeks to provide value for. Once again, improved capacity is not only a matter of tangible ‘resources’, 
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and remain ‘enabling’ and leave the organisation enough ‘autonomy’ to do what it feels it
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� It doesn’t only consider the more tangible aspects of organisations (resources, procedures…)
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5 See chapter 5 on ‘Appreciative Inquiry’.�
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� When you are not really familiar with it, and would work with it as just another ‘technical 

framework’ or ‘checklist’;  �
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is ‘just another’ framework for organizational assessment, which is seen as a ‘must go through’ 
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� The ‘cost’ is perceived as too high: Working with the 5C framework in an interactive manner 
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There is a risk that the 5Cs becomes used as just another technical ‘tool’, in which case it will not 

deliver its potential value. The 5Cs framework is not a ‘tool’, it is an approach with a strong dialogue 
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approach, although the dominant interpretation of ‘project’ thinking, with logframes and the 

expectation to ‘deliver results’ (preferably quickly and visibly) is often a powerful disincentive for it.�
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“Resistance can be the result of an accumulation of past events, in existence long before the new 
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There are many possible reasons for ‘resistance’. Some of the frequently mentioned ones (Schuler 
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• Tap into people’s desire to avoid loss: make it clear what the costs and losses of the ‘status 

quo’ are; �
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• Take advantage of people’s inclination to focus on the short term: Generally, people’s mindset 
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term benefits. So focus your argument on the losses ‘now’ of maintaining the status quo, and 
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That also means there is only a ‘finite pool of worry’ (a term coined by Linville and Fischer in 
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2. �Sophisticated approaches: Distinguishing ‘colours of change’. �
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� Ideal: Searching for the ‘optimal fit’ between people and the structures and rules; be	���
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�� WHY IS IT IMPORTANT TO ANALYSE AND UNDERSTAND ‘POWER’? �
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Anyone interested in ‘change’ has an interest in understanding ‘power’, because ‘power’ is both one 
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the nature and distribution of power in a given environment is understood; and ‘power’ is a core 
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‘democratic culture’ and more participatory, transparent, responsive and accountable governance. It 
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authority i.e. power to make decisions. But equally important are ‘hidden’ and ‘invisible’ power.�
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authorities, institutions and procedures of decision making … Strategies that target this level are 

usually trying to change the ‘who, how and what’ of policymaking so that the policy process is more 
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exclude and devalue the concerns and representation of other less powerful groups … Empowering 
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Recognising these different ‘manifestations’ of power can shape what we start looking at in our 
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Do people think they are too ‘stupid’ 
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How are problems ‘sold’ to the public –����
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Action to strengthen awareness, dignity and “power 
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prevailing tendency to see ‘power’ in negative terms i.e. the ability to control others (power over). In 
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But ‘power’ also has to be understood in ‘positive’ terms: it is the ability of an actor to do something 

‘power to’. That ability can be enhanced through collaborati�������
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greater than the sum of its separate members: ‘power with’. But acting rather than being passive, also 
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The ‘Power Matrix’ approach on the previous page remains essentially based on the ‘power over’ 

premise, and seeks to change the ‘balance of power’.�
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a ‘zero)sum game’, and that they can achieve more (and yes, also benefit personally) by pursing ‘power 

with’. This can apply to internal organizational development and change management, where a more 
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but also shared responsibility, that reduces the temptations to turn to the ‘blame)game’, when efforts 
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Power in its different forms does not only reside at the level of ‘national politics’. It plays out at the 
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need to acknowledge the growing reality of the ‘glocal’). But it also plays out within the family and, as 

we have seen through our recognition of the importance of ‘power within’, within each individual.�
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power (in its manifestations and natures and in the spaces in which it is exercised….) changes over 
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As efforts are made to widen participation, to move from closed spaces to more ‘open’ ones, new 

spaces are created which may be referred to as ‘invited’ spaces, i.e. ‘those into which people (as users, 

��	�7�
���
���
������
���:��
���
��	���	����
	�����	�������
�����(�
��������	��
�	���$����	����"���

��
	$�

���
�
�	��
��� �"�
����� �
� 
�
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be created from the other direction, as more autonomous people’s movements attempt to use their 
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The “Power Cube” framework

������� 	
��
�� ���������
����
��

������

������

������

��
��
��

�����

��	�


�������

	
��������	

��
������
�����




�

�
�
�
�


�
�

�9�3��-�%*��33-������B����G0�-=�

�

“��
������
�
�������	��
�����
�
�
���������


�
�	�
�
��
������
�	��
	�
���
�
��
�	�
��
��

�
�
�
%�


���������
��

����

�

�����	
�	%�
��
���
	�
��
!��"#
H�!
�
�
�

�����	��
��
!�
�
	�
!��"	��
!���&
���


1�
�	�	��
��
��
�����	�
��
�����
�������
��
�
�
!
��
��
���
����
��&

��
���
��

���	��
����
!���
�
���


����#
8�	�
	�
	�
�	����
�����
��
��
��
��
	�	��
!����
�
��
����
��
���
!�
�
!
�
�	��	��

��
��	��
��
�


���#
��
���
�
��
�
�������
��
�������
��	��
���
�
	�����

��
�
������	��
��
��
�����	�

��
���
�	,
�	��#


�
 �������
 ��
�
 
!
������
 !
�
 ���
 �	���
 ����
 	�
 ��%��������
 
��
 ��
 �
 ����
 	�
 !
�
 ��
 *��
 
�
 
�


���
�	,
�	��
�
��%��������
�������
��
��
�
"�
������

!
��
��
*���
��!
�
�
��	���
��
���
!���#
H�!


�

�
�����	��
��
����	��
������
������

!
��
��
��!
����
��	���

��&
��
���
���	��
	�
�������%��



��
������&
��
���
"��!�����

��

�	�	�	��
����

���
��
�
%�&
��
��
�����
��
���
������
	�
���
�������#


/���
��	�
��
���&
I am finding that chance happens more easily, people don’t get as bogged down in 

������
	���
��
����
	�

��
������
����
����
������.”�9]��������@:*�

�

�

�� 29�������33-������B����G0�-=�@���

�

'� ����	���
�#	���5���6��		�����‘Organisation’ as�‘Organic’ rather than a ‘Machine’.�
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Through ‘Appreciative inquiry’ Cooperrider, with others like Peter Senge (‘the learning organisation’)$�
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Frederick Taylor’s 1912 “Principles of Scientific Management’ i.e. the organization as ‘machine’.������
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management may decide to give them in a process of ‘re)engineering’ the organization. �

Appreciative inquiry on the other hand sees organisations more as ‘organisms’ and focuses o
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emotional energy and not just rational ‘logic’. AI practitioners see organisations as ‘social constructs’ 
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��The first formal articulation of ‘appreciative inquiry’ (AI) can be found in the 1985 Ph.D. dissertation of David 

Cooperrider: “Appreciative Inquiry: Towards a methodology for understanding and enhancing organizational 
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analytical, disconnected manner, to produce allegedly ‘objective’ ‘findings’. Action research deliberately 
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directly with ‘positive psychology’, a term first coined by Martin Seligman in 1998 to stress that psychology 
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changes the stories that circulate in the organization’s inner dialogue.”�9]��������@:�
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for the company, and adopted a storytelling narrative model of cultural change; the Women’s Empowerment 
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“Appreciative inquiry recognizes that inquiry and change are not truly separate moments, but 

are simultaneous.” (Ludema et 
�		5
4>7
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“…the most critical part of appreciative process required for it to work is a change in the 
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‘problems’, we may amplify them. If reliance 

on ‘needs’ or ‘problems’ is an entry to� "�	�


����
���$� 	��
� 	���� �
��	��� �
� �
��
	���� 	��

��(��	����
���������""�
�	��
�	�����
���
��

��
���	��
��
�	������	*� +	� 	�
���	���"
�
���
�

���
� ���(�
� 	��� ��

��	��
�� �
��


���	��
������ ���
"� 	����� ��
��

��$� �
��

looks to ‘outsiders’ to find solutions.�
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on the ‘insiders’ to find solutions�
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Does this mean that Appreciative Inquiry conflicts with a ‘change approach’ referred to as ‘problem)

driven iterative adaptation’ (PDIA)?����2�	�
������
���*��

�

Like ‘��������driven iterative adaptation’$����
����	�����
-��
���	�
	����	���	��	������
	�����	��
��
��
�

�
���	��	�������
������
��
�����
	����	���(����	�(������
���
��	��	���
���
���	��
�������	�������
"�*�

Like PDIA, Appreciative Inquiry stays away from the ‘grand design’ master plans, and consc�������
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reorientation to the ‘strengths’ rather 

than the ‘weaknesses’ is also 
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‘resilience’ after a decade of emphasis 

on ‘fragility’.�
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Appreciative inquiry can be practiced already without mastery of its ‘methodology’. Its basic principle 
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‘communities’, the other in interactions with members of an ‘organisation’.�
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“The Global Relief and Development Organization (GRDO) is a non7+�%���#��	�����+���,�	����1�8*2�)�����
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Methodologically, appreciative inquiry starts with ‘Defining’. Then it proceeds as a 4 step approach: 

Discovery, Dreaming, Designing and Destiny. These are referred to as the ‘4Ds’ though of course if you 

include ‘defining’, you have ‘5Ds’.�
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comes together as a ‘rationalising’ and 

‘anonymising’ analytical report, but as 
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dissimilar from ‘visioning’ exercises, but with the difference that the vision is closely 
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focus remains at the fairly high level, to produce a high level ‘plan’ or ‘pathway’. But this is not 

for the ‘top leadership’: the diversity of stakeholders remains engaged �
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about what is going to happen. These are phrased as ‘Provocative Propositions’ i.e. in terms 

as if the situation is already obtained e.g. “we are registering (and thereby providing a legal 
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identity) all newborns within a week of birth”, and not “we aim to register all newborns with 

a week of birth”.�

�

�* P���	��/���������	����	�
	����	�����	�����
�"
������
��
�*�!�
����	��������	��
���
�����

��/�

“What specific actions or changes to processes will bring the ideas to life?”, and they are 
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replace this with the local ‘population register’, the local ‘tax office’, the local police or health or 

educational service, the local branch of the ‘Ministry of Natural Resources’.�
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AI practitioners have of course encountered resistance to AI, at least when used as a ‘methodology’ 
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culture that emphasis ‘professional distance’ and ‘emotional detachment’. AI as a ‘style’ of 

change management also requires an ‘appreciative leadership’ style –
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There is also a question of ‘timing’: The midst of a crisis might not be the best time to pursue an 
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are held in proximity to a crisis.” (Anupah Makoond, manager of the Interpeace action�����
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on ‘resilience’. 
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disappointments. It is inappropriate and misleading to call anything that looks at ‘the positives’ a form 
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	�ere was no ground for it, and which turned into frustration at the next challenge. (Bushe 2005). ‘Do 

no Harm’ is a key responsibility of advisers. �
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�9�3��-�7*�“THE QUESTION NEVER FAILED US!”
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‘Open’ and ‘closed’ questions: We all know the difference between ‘open’ and ‘closed’ questions. 

Closed questions lead to a brief answer, either ‘yes’ or ‘no’ or a specific piece of information (“In what 

year was this unit created?”)��
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experts. They may also know what has been tried in the past and what worked and didn’t work. �

� +�"	��
���
���
���
	�#


The key to change may not be ‘knowing what to do’ but ‘being motivated to do it’. People are more 
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confidence to actually go and do it. “Self confidence is a huge factor in change.” When you ask 
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Leadership is the ability to take responsibility. Asking ‘what could you do about this?’��������������

������
���
����
"��
����
��
���
��	��	�(�������
������
�	�����	��	��
*�“Asking builds the 

responsibility muscle, and that develops leaders.” �
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and confirm our existing information. They can therefore also contribute to ‘shared understanding’, 

������
�����
	�
	������
	�	��	���
�����������	�������	�"�	��
*�

���
"����
��������
����-���	��
�: ‘Compounded questions’ are inquiring ph
�����	��	���	�����������

multiple questions in them e.g. “L�!
�
�	��	��

��
���
!	��
����
�
�

��
����
 *��
����	�	���\”, or 

“'������
���
!����
���


��%��%��
������
�%���
��
�

��
���
����	�	�	��
��
�	������
"���
23]
��
����


���
���
 �
	���
�
���&
 !����
���
����
 ����
 ��
�
�������
�	,
�	��
 	�
 ��
�	���&
��
 !�
�
 �����
 ����	�	���


would you see as necessary for it to be able to work?”����	���(���	������������	�	���
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‘Leading’ or ‘loaded’ questions: These are questions that appear ‘open’ but point towards a certain 
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“How are you coping with the restructuring?” is an open question but seems to suggest� 	��	� 	���

restructuring is problematic and that staff may be struggling with adapting to it. “What are the top 

three problems here that need to be fixed?” seems a more open question, but is still loaded with a 

focus on ‘problems’ that are presumed to stand�in the way of more effective performance. “What in 

the current situation do you feel needs to be preserved and what needs to be changed?” is already a 

more ‘balanced’ way of inquiring.�
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‘gaps’. They may be required but do not create energy for change. Appreciative questions focus the 
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‘Can you think of a time when your unit was working well…?’ as this is a fairly closed question: 

it leaves doubt whether such time ever existed, and can easily generate a ‘no’ answer. �
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made that possible?’
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consider the positive side of ‘disagreement’, perhaps by askin"/�

‘Tell me about an experience of strong disagreement in the team, that resulted in a better 

outcome.’
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may be reflected in our questions: ‘What is the problem here? What/who caused it? Why did they do 
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human situations) to want to preserve the ‘status quo’ very resistant the change efforts that focus on 
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“What was the last time this problem didn’t exist for your department? What was different 

then to now?”





“What would
 people observe about your unit’s way of working and performance if this 

problem were resolved? What would be different for you working in the unit?”
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‘Recall’ and ‘inquiry’ questions/� ^������ -���	��
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dent’s memory. ‘Inquiry’ questions invite the respondent/conversation partner to think deeper 

and more creatively while looking towards the future. “What were the criteria for recruitment into 
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“What competencies will our department need in the next five years and how can we assess them in 

individual applicants?” is a forward)���(�
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A series of successive questions can add up to a fairly conscious ‘line of inquiry’. Be conscious about 
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you don’t do this? What’s the cost if you don’t decide and let circumstances overtake you?
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next, you can simply ask your interlocutor to continue and expand: ‘You mentioned (repeat person’s 

key words)’ –�can you elaborate on that / tell me more about that?’ It is important to literally repeat 

your interlocutor’s words and not to paraphrase or ‘improve’ their expression. Asking people to 

elaborate can shift the story from a ‘rehearsed’ account oriented towards people think you want to 
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� The willingness to receive ‘more personal’ questions, will vary according to overall culture, 
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conversation gets personal, it might be better to replace ‘why’ with ‘what’: ‘What led to that 

decision?’ rather than ‘Why did you make that decision?’, ‘What are the potential ris(���
��

potential benefits of broader consultation on this?’ instead of ‘Why do you hesitate to consult 

on this?’ The focus remains the same but the phrasing is less personalised. �
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actions, and our difficulty of acknowledging that real ‘knowledge work’ and ‘strategic’ and 

‘innovative’ thinking and leadership consist of asking profound questions and hosting wide)
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� The belief that ‘managers’ or ‘leaders’ need to have or be seen to have the ‘answers’ so they 

are uncomfortable with ‘not knowing’ and can’t see themselves as ‘leaders of inquiry’. �
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“We tend to be focused on “the right answer’ rather than discovering the right question.” (Vogt et alii 
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• What’s taking shape? What are you hearing underneath the variety of opinions being expressed? �

What’s in the center of the table? �

• What’s emerging here for you? What new connections are you making? �

• What had real meaning for you from what you’ve heard? Wha�
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• What’s missing from this picture so far? What is it we’re not seeing? ��
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• What’s been your/our major learning, insight, or discovery so far? �

• What’s the next level of thinking we need ��
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�

• If there was one thing that hasn’t yet been said in order to reach a deeper level of 
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• What’s possible here and who cares? (rather than “What’s wrong here and who’s responsible?”) �
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