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Most organisations routinely investigate when 
things go wrong, but rarely have structured 
methods of investigating how and why people are 
successful in their work. The purpose of 
Appreciative Investigations is to improve 
organisations? ability to proactively learn from 
normal work, to discover what people do to achieve 
successful outcomes, and to appreciate and build 
on strengths that are already present in the 
organisation.
 
The process
Appreciative investigations are a guided 
interaction with field experts during which 
managers and other leaders gain insights about 
how people create successful outcomes. By 
examining the resources, tools and strategies 
people rely on to achieve successful outcomes, and 
the conditions and constraints make work difficult, 
Appreciative investigation uncover details about 
work that other formal observations and auditing 
methods do not capture.  

Appreciative Investigations start by an 
investigation team selecting a task, environment or 
team to study. The team then explores what work is 
like for those involved in the process/environment 
using a combination of observation and 
semi-structured conversation techniques.

Focus areas include:
- What people are dependent on - What 

happens when tools, people, resources, 
machinery, knowledge, plans, information 
and other things people need is not 
accessible?

- Improvement ideas - What ideas do 
employees closest to the issues have for 
how tools, resources, methods and the work 
environment can be improved? 

The process also contains mechanisms that 
channel the learnings from the investigations into 
improvement ideas, and involve the rest of the 
organisation in creating better workplaces.

Appreciative Investigations
- create engagement and ownership
- establish positive collaborations
- speed up positive learning and change
- improve productivity and well-being

Appreciative Investigations help discover the safety excellence 
you already have and build upon it.



How is Appreciative Investigations different from 
incident investigations or safety observations? 
Incident investigations and safety observations look 
at unwanted deviations. As such they are reactive 
and try to understand the present as a deviation 
from a standard designed in the past. 
Through Appreciative Investigations organisations 
can proactively learn, and build on the strengths 
that are already in place, and take steps to create a 
more desirable future state. Appreciating what goes 
right also contributes to collaboration, while 
incident investigations tend to generate 
defensiveness. 

How many people are part of the Appreciative 
Investigation team? 
It is possible for one person to do an Appreciative 
Investigation. But the quality of the investigation 
increases with more viewpoints involved. Our 
recommendation is to have a investigation team of 
three-five people. 

How is the investigation  team selected? 
It is preferable if the team consists of people from 
diverse backgrounds. Everyone can contribute to 
the investigation and it requires little previous 
experience to carry out. Normally, organisations 
assign a number of appreciative investigations to 
be carried out, and to be involved in to their 
managers and supervisors. The person responsible 
to carry out the investigation invites the team 
members to participate. 

Who leads the team? 
Anyone can be a team leader. But the task of being 
a team leader is normally assigned and scheduled 
by the organisation.

How long does an investigation take? 
The investigation do not need to take more than 30 
minutes. Filling out the report form takes about 15 
minutes. 

How many Appreciative Investigations should an 
organisation do per month? 
There is no generic answer, but we suggest that you 
start small (1 per month) and see if it brings you 
the desired benefits. If you find Appreciative 
Investigations helpful we suggest increasing the 
frequency. 

What happens with the generated information?
The team leader, or someone they appoint, writes 
down the learnings from the appreciative 
investigation and engage relevant stakeholders in a 
discussion about what is working well and how 
work can be improved.

Appreciative Investigations
Frequently Asked Questions 

People are the solution
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