
Appreciative Inquiry Session
MSOD Team | January 25, 2019



Our agenda for today
▪Learn about the theory and practice of  Appreciative 
Inquiry (AI).

▪Experience an Appreciative Inquiry (AI) process.

▪Design a process for using AI in your organization.



No problem can be solved 
from the same consciousness 
that created it.  We must 
learn to see the world anew.

Einstein





What will make today successful?

▪All voices are important; everyone’s experience is valid 

▪Listen. Listen. Listen…. For the best in every idea.

▪Observe time frames

▪Seek and focus on Common Ground for action

▪Full and Active participation at every table



Appreciative Inquiry
Is both a Philosophy & a 
Process 

It is a Perspective that can be 
applied to any organization 
change process or model



The Art of the Question: Problems or Possibilities?

▪Why do we have such low 
morale?

▪Why do I have to be on such a 
dysfunctional team?

▪Why do we have such high 
turnover?

▪Why are there so many 
complaints?

▪When have we been the most 
motivated and engaged?

▪When have we worked together the 
best as a team?

▪What conditions create a magnetic 
work environment?

▪When have we successfully had 
outstanding support and enthusiasm?



Examples of organizations using AI



1.Define
“What gives life?”

(The best of what is)

Appreciating

2.Discover
“What gives life?”

(The best of what is)

Appreciating

3.Dream
“What might be?”

(The Preferred Future)

Envisioning Results

4.Design
“What should be? 

The ideal structure, process…

Co-creating

5.Deliver
“How to empower, learn,

and adjust/improvise?”

Sustaining

5-D Cycle



DEFINE
Choose The 

Positive as the 
Focus of Inquiry

Healthy organizations begin the 
process of change by inquiring 
about and building upon the 
positive aspects of its people and 
their experience. 

Building on the positive leads the 
organization to focus on what it 
does well and to create an image 
of a future based on its own best 
practices and highest values.



Define – Operational Excellence @ CWT 
◦Represent the efforts of all roles & team members

◦Empower all team members at all levels to identify 
improvement opportunities and to share them with other 
GSCs to identify best practices

◦Fine tune our analysis to build continuous improvement 
initiatives – data, KPIs-ensuring the right measurement is 
used

◦Our measures focus on what we want to achieve



DISCOVER
Uncover 

Meaning & 
Purpose 

Through Story 
Telling

Appreciative Inquiry begins with a 
conversation (called an 
appreciative interview) in which 
people share stories about those 
things within the organization that 
they value – things they want to 
expand and extend in the future.  

Through the interviews, people 
identify the themes that connect 
with their most deeply held beliefs 
and values.



Opening Dialogue in 
pairs
✔️Spirit of discovery

✔️“Mine for the Gold” in the 
other person’s stories

✔️Take brief notes

✔️At the end…. summarize 
what you heard and & say 
Thank You!

A →B (20 MIN)

B→A (20 MIN)



Tips for Active Listening

Skills Explanation

ATTEND and ACKNOWLEDGE Provide verbal or non-verbal awareness of 
the other person, i.e. eye contact

ASK PROBING QUESTIONS Ask questions in a supportive way that 
requests more information or that 
attempts to clear up confusion

CHECK PERCEPTIONS Find out if interpretations and perceptions 
are valid and accurate

STAY QUIET Give the other person time to think as well 
as to talk



▪Join another pair 
(2+2+=4)

▪Use a flip chart 
pad and markers 

Discover – table teams

DISCUSSION LEADER

TIMEKEEPER

RECORDER

REPORTER



Discover - Locate themes that appear in the stories

▪Introduce your partners vis-à-vis your 
interviews—share highlights, insights

▪Summarize themes on Flip Chart Paper

▪Have 3-5 on flipchart in 20 minutes



Dot voting

▪Use 3 Sticky Dots

▪You can put 1 dot on each topic

▪You are voting for the themes that 
resonate most with you in creating 
exceptional teams



DREAM
Create Shared 

Images of a 
Preferred Future

Building on the themes that 
emerge through these 
conversations, people in the 
organization create both a visual 
image and a written statement
(possibility statement) describing 
how the organization would look 
and feel at its best. 

These shared images act as a guide 
for creating the organization’s 
preferred future.  



Dream Phase
Mind searches beyond 
discovery “naturally”

Creating positive and bold 
image of desired future

Go beyond what we 
“think” is possible



Create shared images for a preferred 
future (DREAM)

▪Select 1 or more themes that resonate with your group and 
discuss what those themes mean to each of you

▪Develop a creative image or expression when these themes 
are fully present and at their best 

▪Once finished, on another piece of flip chart paper create a 
possibility statement 



Example Possibility Statements

Unsurpassed Throughput

is the #1 transportation provider in the world due to our unsurpassed throughput 
service. Team sell is contagious. Each employee is a stakeholder engaged in celebrating the 
success of the company. Customers are honored to have our employees handle their business.  All 
customer contact work groups are key components in our success.  They are recognized as the 
best trained, most highly motivated sales force in the universe.

Organizational Learning Capacity

We find ways to say "yes" to creative ideas. No idea is a bad idea. Achievements are rewarded on 
group levels by peer selection and level of contribution. The future motivates our innovative 
visions as we flex the muscle of sharing best practices. Our action-oriented vision sets the course 
to continuously learn and improve from the ideas of our employees through positive reward by 
empowerment.



Possibility Statements
❑Exciting

❑Provocative – they stretch and challenge

❑A realistic stretch

❑Desired (they represent our highest hopes)

❑Describe what is wanted in positive terms

❑Are written in the present tense, as if they are already 
happening 



Dream – Collective 
Statement

▪One group

▪Produce a single 
statement

▪20 minutes



Next steps



DESIGN
Innovate Ways 
to Create That 

Preferred Future

Organizations identify specific action 
steps to take individually or in groups.  
These action steps are specific, concrete, 
and do-able, designed to move the 
organization toward its preferred future. 

The steps may be small and incremental, 
building on each other, or link to larger, 
more encompassing actions. 

Q: Who is going to take ownership of 
design? 



DELIVERY

The final phase creates ways to 
deliver on the new images of the 
future, both the overall visions of 
the dream phase and the more 
specific possibility statements of 
the design phase.

The delivery phase is on-going with 
continuing dialogue.

Question: How will CR CWT stay 
true to sustaining the vision? 



Before I thought, now I feel



Thank you


