


are, where the 'buzz' is, what the experience of
excellence ha been and where el e that could work.

The proce s of uncovering a long list of problems
inevitably gives rise to a sense of being overwhelmed.
In contrast, talking about what works gets people
genuinely excited. It lets them feel that despite all the
difficulties, the contribution they make are
recogni ed and welcomed. This improves morale.

The first result i that many of the problems are
re olved quickly, which brings a further rise in
morale. During this process of dialogue, agreement
beginS to emerge about the organisation, its purpose,
and the meaning of its work at every level.

At this point, the 'insoluble' problems that remain
are faced by people who know where they are headed
and who are united in purpose. Now we have an
environment in which our problem- olving
techniques can work at their be t.

Origins of AI
The AI method was developed by David Cooperrider
and hi associates at Case Western Re erve University
School of Management in Ohio, US, in the mid-1980s.
It began with Cooperrider's work with the Cleveland
Clinic where doctors talked more about their failures
than their successes. Turning their focu toward what
was working well had a powerful impact on their
clinical results.

This led Cooperrider to develop a process of
discovery to determine what give life to an
organisation, rather than look at its problems. It
required a shift away from deficit-based thinking.

Four steps
There are the four basic steps to an AI intervention,
known a the 4-D Model. They are preceded by
a scoping type of exercise that ets the 'theme', or
affirmative topiC, for the inquiry (see figure I).
1. Discover. What is happening when the organisation

is at its best?
2. Dream. What might be?
3. Design. What should be?
4. Deliver. How to create a destiny ba~ed on 'what

will be'.
AI provides another way of thinking about or seeing

the issues of our times, including the fundamental
challenge for society and business to be sustainable.

The AI process draws on wisdom from all levels of
an organi ation and create a shared vi ion. AI
operates from five principles:
1. Constructionist principle: this states Simply that
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who we are influences our attitude and re ponse to
what we observe.
2. Simultaneity principle: this state that thing
change as soon as we begin our inquiry. We cannot
be 'outside' the system, we are part of it.
3. Poetic principle: this says that, like a poem, groups
and organi ations provide us with endless ource of
discovery and learning.
4. Anticipatory principle: what you expect leads to
what you find. "What you focu on grows" - so let's
not focu on problems. Positive image lead to
positive action.
5. Positive principle: positive questions lead to
po itive change and bring out the be t in people.

In its aim to work with the whole system, AI has
developed an interview methodology that can operate
with large workforces and engage the personal
contributions of even tens of thousands of employees.

Although Appreciative Inquiry programs don't aim
for a quick fix, they do dissolve large numbers of
problems, including the 'insoluble' and, as the AI
po itive focus become the norm of organisational
life, ther are indeed orne very quick fixes. l!Ul
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Differences between the traditional problem-solving
approach and Appreciative Inquiry.

Problem-solving focus Appreciative InqUiry

The frame of reference: The frame of reference: organisation
organisation as 'a problem to be as 'possibilities to be explored'
solved'

Pathology Health

Identify exactly what needs to be Appreciate and value the best
fixed, describing symptoms and of what already is
causes

Analyse the causes of the problem Imagine what might be

Prescribe possible solutions Dialogue'to create what
should be

Action plans Innovate what will be

Source: Adapted from Jane McGruder Watkins and Bernard J. Mohr, Appreciative inquiry - Change at
The speed of imagination, Jossey-Bas Pfeiffer, 2001.
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