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Apprec
iative I

nquiry
training

Bernard Tollec & David Shaked

"What you focus 

your attention on 

grows!"



DAY 1

Experiencing Appreciative
Inquiry:

The "AI" of ourselves



o What do the flies represent?

o What is the Samurai’s typical reaction?

o What effect does this have on the situation?

o What does he do to see the flies from a 
different angle? 

The Samurai and th
e Fly: a metaphor for A

ppreciative Inquiry
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Reality = the RED AND the GREEN 

REALITY

Knowledge we have
Past

successes

Possibilities

Positive
deviances

Existing
solutions to 

amplify

Hopes & 
Aspirations

Desired
results

Strengths

Resources

Ideas

Things we
can do

Complaints

Gaps
Waste

Threats

What can’t be
done

What’s
missing

Defects

Barriers to
overcome

Performance
issues

Challenges to 
mitigateProblems

Weaknesses

Change your perception of reality by 
Expanding your field of vision!
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A typical structure for A.I. interviews (1 of 3)

INTERVIEW GUIDE
A memorable moment in your professional or personal life that reveals the person you are, your talents, and the values you embody

Introduction : 
We all have memorable moments in our past when we experienced a sort of “professional/personal accomplishment” where all the stars
aligned, we experienced energy, joy, efficiency, profound satisfaction and achieved results that went beyond what we had anticipated...
Perhaps even a moment when we were able to positively influence another person or a group.

These are moments that we would like to repeat more often, but they are often unplanned. It’s as if something mysterious is happening,
something that surpasses the people and the situation; we feel particularly engaged and successful, full of life and a sense of belonging.

We now invite you to recall one of these moments, either in your professional life or another context.

1. Recall this moment 
a) THE STORY: What was the experience like? What was the context? Who was involved? What was your role? What did you do? 

b) WHY did you choose this particular moment to share? 
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A typical structure for A.I. interviews (2 of 3)

c) Your CONTRIBUTION : 
What did you do that specifically contributed to this success?
What are you most proud of? Putting aside false modesty, which of your talents shown through?

2. The key ingredients of success
What have you learned from this story? What are the key success factors that you can take away from this experience and which describe the
circumstances in which you can be at your best and use your talents?
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A typical structure for A.I. interviews (3 of 3)

3. TITLE: If this story was a successful film or book, what would the title be?

4. Wishes
Based on what you discovered  as key ingredients of success, what are the three wishes that you would make to develop an environment in 
which you can be the best version of yourself and contribute in the best way possible?

1.

2.

3.
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Strengthscope: identifying your talents and putting them into practice
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Strengthscope: identifying your talents and putting them into practice

9

4 categories
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Strengthscope: identifying your talents and putting them into practice

10

7 main 
talents



How? It’s all in the wheel.
Your unique fingerprint. 

The wheel that’s giving participants their lightbulb moments. The wheel
that shows participants their unique strengths (i.e. true motivators at
work and in life), the top 7 of which are that unique, that the chances of
getting the same Top 7 in the same order as anyone else is 1 in 1.7
billion.
Each participants receives an individual, detailed report.

Talent (a natural way of  thinking, feeling, acting)

Investment (the time spent developing and practicing
talents, and building personal knowledge base) 

« Strength » (the capacity of  being productive and 
effective in a consistent manner)

Strengthscope: identifying your talents and putting them into practice



MY TA
LENTS 1.

2.

3.

4.

5.

6.

7.
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An article to discover more about Strengths

https://en.appreciative-inquiry.fr/documents
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W for Wonder (dream)
Imagine a point in the future when you have fully realised your wishes from the interview 
earlier and found new ways to fully express all your strengths in everything that you do…. 
.  
Discuss with a partner and begin imagining your ideal vision of this challenge. 

“I have a dream” 
- Martin Luther King

“We have chosen to go to the moon” 
- John Fitzerald Kennedy

A few tips for this exercise: 
• Focus on what you truly desire: Concentrate on what you want and desire, not on what you want to get rid of or avoid. Your vision should 

have a positive formulation (what I want), not a negative one (what I don’t want) What do you want to become or accomplish? 

• Build on your talents: Imagine how things would go if you optimized your talents. What type of success do you want to have? What does 
the best version of yourself look like?

• Be daring. Give yourself permission to explore. Think big, don’t set limits, work those brain cells, and create a unique vision of the future. You 
vision should be exapansive and ambitious (not generic!). What would happen if you were truly audacious, what would you dare to do? 

• Keep your doubts and fears at bay. Don’t box yourself in. Who cares if your vision has never been expressed before! 

• It is important to talk about your vision with enthusiasm to all stakeholders. How does your vision translate for each of your stakeholders? 
What types of results will prove that you were successful? What would this success look like? What about you do you want people to see 
differently? 

• Visualize the final result, not the way to get there. Visualize the incredible success to be reached and go in this direction. Add as many details 
as possible in order to paint a vivid picture. What would you draw to illustrate your exceptional results? 

• Feel the future: Imagine that you’re already there, your vision has materialized. What emotions do you feel?
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W for Wonder (dream)

Express your vision here (ask your partner for feedback so that it has a much impact as possible)

15
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Desired situation: 
What will be different when all has 

been achieved?

10

9

8

7

6

5

4

3

2

1

0

The Solution Focus scale

A recent success that is 
going in the desired 

direction…

Imagine if things were 
one notch higher…

Where you think you are

Nothing has been 
achieved

Small 

steps
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Take-aways from today

1) What did you appreciate the most today?

2) What did you discover/rediscover/learn today?
a) About yourself…

b) About others…

c) About Appreciative Inquiry and talents? 

3) What are you most curious about at this point?
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DAY 2

Experiencing Appreciative
Inquiry

AI in a group



The 5D cycle – an AI process
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Dream

Rêver

Quel bien peut-on en retirer ? 

Define

Définir

Ce sur quoi nous 
voulons travailler



The 5D cycle – DEFINE phase
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Dream

Rêver

Quel bien peut-on en retirer ? 

Define

Définir

Ce sur quoi nous 
voulons travailler
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Reframing ideas – what do we really want to develop and change?

Define

Définir

Ce sur quoi nous 
voulons travailler

DEFINE
This phase is about defining the sphere of exploration, 

it’s what the leaders of the organization want to develop 
(ex. cohesion within teams, interpersonal relationships, 

leadership, cooperation, a particular mindset…).  

This phase is crucial because the definition of the subject 
becomes the basis for the 4 other steps of exploration.

The initial subject
(The problem we want to solve/reduce/get past)

The "reframed" subject
(What we want more of/to diffuse and grow/go towards)

Reduce costs due to train delays caused by defective cars
Use our expertise to successfully change the train cars in 
order to improve our performance

Reduce the number of client complaints Have perfect transit times

Reduce the amount of lost baggage Make the experience at arrivals perfect

Eliminate time losses in our processes Discover what brings added-value and what is important 
for us and our clients

Reduce errors with the goal of managing and delivering Everything in the right place at the right time: perfect 
sequencingTh

e 
po

w
er

 o
f r

ef
ra

m
in

g
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Define what we really want instead of what we want to avoid: the FLIP

Not good Better Best“The Norm”

Problem X 
(as described
by the client)

The absence 
of problem X

Having Y Having Y 
AND…

- = + ++

• « what hasn’t been said up until now? »
• I understand that problem X is really present in your business. What do you want instead? 
• What if we find a solution for X, what would take it’s place? 
• I understand that a lot of things are not going the way you’d like them to (give examples).  For you, 

what is the most important to obtain? 
• Are there situations where X doesn’t appear/happen? What happens instead? 
• When did things function at their best? What was the result? 
• So… what do you want to obtain?
• And… what is things were even better? • Represents something that is very 

exciting and that we truly desire…
• Exhilarating and energizing
• Uses broad concepts that offer more 

possibilities and unknowns
• Attracts people to it like a magnet
• Offers an inspiring vision of the future
• Chooses the AND rather than the OR

Reflect or discuss with your client – especially if they 
start with a problem X

What constit
utes a

 good su
bject?

The 4S subject :
Strategic and Stimulating Subject

for the ecoSystem



The art of appreciative questions After having defined the subject in the Define phase, it’s now time
to move towards the Discover phase by exploring past successes
using generative questions.

What we normally do…
Have you had these types of conversations?

• What problem do we have with…? 
• How can we avoid Problem X?
• What challenges are we facing?
• What do we need to stop doing?
• What isn’t working well for us?
• What is preventing us from being successful? What are 

the obstacles? 

What AI proposes…
Ask question differently! Questions that focus on resources help 
to discover:

• What works/what has worked in the past
• What is possible
• What is desired
• What will allow us to progress
• What makes people come alive
• What is useful

Not good Better Best“The Norm”

What is the 
problem?

What is the normal 
situation?

What if things 
were better?

What is your greatest 
aspiration?

- = + ++
Problem-solving methodology Creation of a desired state

What AI allows to happen… 

“A journey of a 
thousand 
miles begins 
with a single 
step”
- Chinese proverb

“Each resource-based 
change begins with a 
single question”
- Bernard Tollec
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Appreciative Inquiry and questions

Developing your questions – the generic interview:

• Tell me about a time or an event when you felt that you were at your 
best and were proud to be a part of your organization: a moment in 
your work when you felt the most alive, the most engaged and the 
most enthusiastic. What made this experience special? Who was 
involved? Describe it in detail. 

• What do you appreciate the most about yourself, your work, your 
organization? What added value do you bring to the organization? 

• What are the strengths/resources you have that could help you with 
your current subject? 

• If you had 3 wishes for you organization, what would they be? 

Conducting an AI interview: the common core

1. A story about a significant moment (PAST)
2. What is important, what you most appreciate (PRESENT). What resources can you count on to help you?

3. Your strengths (PRESENT) 
4. Wishes / vision of the future (FUTURE)

“What would the universe look like if I 
were riding on the end of a light 

beam at the speed of light?” 
- Albert Einstein

A good AI question…

• Is constructed affirmatively
• Is based on the hypothesis that “there is always something in the 

glass” (vs. the glass half-empty)
• Gives a wide definition to the subject, allowing the person to 

explore further
• Is presented as an invitation to tell stories
• Highlights what already exists. It sparks the imagination by helping 

the person to detect past or present experiences that have the most 
value for him/her. 

• Takes a positive view (unconditionally!)
• Evokes essential values, aspirations and inspiration
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The 5D cycle – DISCOVER phase

25

Dream

Rêver

Quel bien peut-on en retirer ? 

Define

Définir

Ce sur quoi nous 
voulons travailler
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Interviews in pairs

Interview your partner after creating your 
own AI questionnaire:

DISCOVERY
The Discovery phase offers the person the
possibility of sharing his/her most
meaningful experiences and success
stories. Stories are what define our lives.
Stories tell us who we are. Often, we live
our lives basedon stories that we did not
choose. The appreciative interview gives
each person the chance to recall the
moments where he/she was the pilot of
his/her own life.

From these stories, people consciously
discover their strengths, their assets, those
of their teams and organization, their
values, beliefs, and ideas that create
cohesion. This phase focuses on what
works and not on what doesn’t with the
objective of what we want to develop in
mind.



The 5D cycle – DREAM phase
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Dream

Rêver

Quel bien peut-on en retirer ? 

Define

Définir

Ce sur quoi nous 
voulons travailler



Dream

Rêver

Quel bien peut-on en retirer ? 

DREAM (vision)
Based on positive past experiences, the person begins imagining possibilities 
for the future. Anchoring the process in reality during the Discovery phase 
helps each person to consider his/her dreams as accessible (in contrast to 
many visualization exercises which are not anchored in a real-life experiences).

During the Dream phase, participants imagine the “best of what could be”. This 
phase generates creativity which manifest itself in different ways (drawings, 
songs, sculptures, magazines…). The dream can be expressed by calling into 
question the status quo of the organization.  The dreams are propositions that 
are challenging and get people excited about getting there.
An example from a department at Case Western Reserve University that used 
the Appreciative Inquiry approach: “We are a self-motivated, determined and 
diverse group of individuals with a great sense of humor. We strive to satisfy 
our clients and surprise ourselves in doing so. Those around us would be thrilled 
to work with our department because we’re one of the best in the world.”
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In su
mmary, 

a provocative 

propositi
on…

…is f
orm

ulated in th
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…is w
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ve manner
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Dream

Rêver

Quel bien peut-on en retirer 

? 
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The 5D cycle – DESIGN phase

30

Dream

Rêver

Quel bien peut-on en retirer ? 

Define

Définir

Ce sur quoi nous 
voulons travailler
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Create the architecture of what we want to 
happen (discovery + dream)

DESIGN (conception)
Design is the phase during which participants start to build the concrete
implementation of their vision by determining the possible levers of change. Even the
smallest propositions contribute to diverse components such as leadership,
organizational culture, processes and systems…
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The “Daisy” Model

Provocative 
proposition

Levers of action

* There are numerous tools/models/processes 
for design.  We propose the “daisy” for this 
training. 
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The 5D cycle – DEPLOY phase

33

Dream

Rêver

Quel bien peut-on en retirer ? 

Define

Définir

Ce sur quoi nous 
voulons travailler



DEPLOY
In thiis phase, the dream provides the vision and oriebntation for the
actions we take each day. The Destiny phase also provides the
opportunity for individuals, teams and organisations to look for ways to
improve, deepen and expand what they have created and further build
their Appreciative Inquiry skills.
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Take-aways from today

1) What did you appreciate the most today?

2) What did you discover/rediscover/learn today?
a) About yourself…

b) About others…

c) About Appreciative Inquiry? 

3) What are you most curious about now?
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DAY 3

Going further and deeper with
Appreciative Inquiry

Principles
The history of AI

The 5P’s
What happens next?
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Definition of Appreciative Inquiry

Ap·pre·ci·ate [uh-pree-shee-eyt] verb
1. to be grateful or thankful for
2. to value or regard highly; place a high estimate on
3. to be fully conscious of; be aware of; detect
4. to recognize the good in a person or thing and value it
5. to raise in esteem

In·quir·y [in-kwahyuhr-ee] noun
1. A seeking or request for truth, information or knowledge
2. The act of investigating or seeking information by questioning 

with the goal of learning and changing “A st
ren

gth
s-b

ase
d a

pp
roa

ch fo
r le

arn
ing

 an
d c

hang
e”

Appreciative
In each situation there is at least one thing that works

Be inspired by exceptional examples, learn, and build on 
these examples!

Focusing our attention also focuses our energy 
Our energy circulates in a situation on which we focus our 

attention
The language we use forges our vision of the world

Is the glass half-full or half-empty?

Inquiry
People, Organizations and Systems move foward in relation to:

• The questions they ask
• The stories they tell and the stories that are told
• The vision of the future that they create

Change begins with the first questions we ask ourselves and that others ask us!
That means we must pay attention to the question we choose
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Other strengths-based and resource-based approaches

Appreciative Inquiry Positive deviance Solutions-oriented coaching

All of these approaches are supported by proven theories and research:
• Positive psychology, neuroscience, complexity, Positive Organization scholarship (POS) and dialogical OD

“The task of leadership is to create an alignment of 
strengths, thus making our weaknesses irrelevant”

- From an interview with David Cooperrider about Peter Drucker’s book The Next Society



What AI makes possible

• A cultural change and transformation

• High-performing management + evaluation 

• Improved processes– Lean / Sigma…

• Continued learning and progression

• Stakeholder engagement

• Project / Program / Change Management

• Strategic planning / common shared vision (by all!)

• Leadership development

• Organizational and community development

• Mentoring and coaching
• Client service / client satisfaction
• And much more…
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Three key dimensions: the past, present and future

• What worked well

• What helped us / situations be 
at their best (or at their least 
worst)

• How did we overcome similar 
problems in the past?

• What we already know

• Where / when a ‘problem’ does 
not show up (or only 
occasionally)

• Where are the ‘positive 
deviances’?

• What resources are available?

• Where do we want to go and 
with what vision?

• Starting now, what can we do 
to move forward? 

By basing our work on the past, present 
and future, we liberate more resources, 

creativity and commitment!
The key concepts of AI
• What we ask determines what we “find”
• What we find determines the conversations we have
• The conversations we have determine how we “see” the future
• How we see the future determines what we achieve

40
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The Constructionist principle (1 of 2)

DEFINITION:

This first principle is the key to the appreciative approach. This principle classifies human communication and the
language that is at the center of transforming human organizations. It is based on the fact that meaning is created in
conversation, that reality is created in communication and that knowledge is generated through social interactions.
Essentially, it stipulates that knowledge is a subjective reality derived from a social artifact resulting from
communication among a group of people. In addition, this principle suggests that words, language and metaphors are
more than a simple description of reality. It is words that create the world in which we live. Language is a central
process that creates, maintains and transforms reality.

Reality cannot be separated from the people that create it. People create their perception of reality together. We can
therefore understand how this can be particularly complex in an organization where people create their perceptions
based on who they are. Who they are is rooted in their background and the stories they hold about it: their
profession, their gender, their religion, their management style, their position in the organization, etc.

When people interact they think that they share a similar vision of reality. This is often False! The root of conflicts
usually goes back to this error. Imagine the different perspectives in play when it’s time to lead a transformation!

Organizational change occurs through language and stories that people will tell. It is through these dialogues and
conversations, the exchange of words and points of view that we create the present and the future. During a
transformation, people will continually create meaning from these exchanges and notably from the stories that they
hear and choose to tell.
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The Constructionist principle (2 of 2)

ILLUSTRATION OF THE PRINCIPLE:
A group of hikers were climbing in the Alps. When they reached the summit, they were blocked at the top by
a blizzard that erased their tracks. They did not know which path to take to get back down. They did not
know what to do and did not have any means of communication (telephone or radio). After a certain time
had passed, one of the team members discovered a map in his backpack. The group gathered around the
map to try and figure out where they were and how they could descend the mountain. Following a group
discussion, they decided to follow the route that seemed to make the most sense according to the map.
They started descending and from time to time stopped to consult the map and plan the next steps. Finally
they found their way to the village at the base of the mountain!

It was only after they arrived that they realized that the map they had been using was a map of the Andes in
South America... they had completely missed this fact while they were trying to make sense and follow it!

“We don’t live in a world of 
reality, we live in a world 

of perception”
- Gerard J. Simmons

“We don’t see things as 
they are, we see them as 

we are”
- Anais Nin

“With language, we construct our identity, our 
relationships with others, the countries in which 
we live, the societies we have, and the values we 

appreciate. With language, we create life.”
- Fernando Flores

TIPS FOR USING THE PRINCIPLE EFFECTIVELY:
1) Remember that everyone has a perspective on reality – none of

which are good or bad, more relevant or less relevant. Each person
has his/her own interpretation of the reality they see and the stories
they hear.

2) Do you remember recent conversations you have had? How do these
conversation contribute to enlarging your view of reality?

3) What happens when you share a story with a friend, a colleague or
coach? Is his/her understanding of your reality equal to how you
perceive it? Does your understanding of reality change when they
ask you questions?

4) What are the metaphors or images that your friends, colleagues, and
clients use to explain their reality? What is the meaning behind
them? How could this meaning be different?
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The Wholeness Principle (1 of 2)

DEFINITION:
Taking into account the system in its entirety and integrating it into the conversation helps to diversify stories and increases
possibilities. This helps to enlarge our vision about the potential of the system. Integrating all those relevant to learning and change in
our investigations, dreams, designs and achievements create the capacity for the organization to grow and evolve. The Wholeness
principle honors the multitude of opinions, perceptions, knowledge base, and experiences that exist within our organizations. It helps
to create a shared sense of direction towards the future and supports changes that have been made.

The Wholeness principle invites us to view each individual (ourselves and our colleagues) holistically. This means not stopping at our
titles, job descriptions or education. Each one of us is a whole person who brings a life story and unlimited ingenuity to the table – all
of these stories can be useful for the change we want to accomplish. This principle also encourages us to look at the wholeness of a
situation – the positive, the negative, the people involved (with their own thoughts, emotions, actions…).

ILLUSTRATION OF THE PRINCIPLE (on an organizational level):
“As an internal change consultant I had the habit of deciding on the change program with the Board, and then to promote
specific projects with middle management. I was expecting to communicate, engage and coach these managers through
the change process, allowing them to spread the message to their direct reports. So, naturally, we were almost
automatically waiting for “resistances” to change to form. If I got good results, it was at the price of numerous and
successive battles and was a rather slow process.

In the framework of my Appreciative Inquiry practice, I followed the wholeness principle and for the first time brought
together a diverse group from all levels of the organization to discuss the strategy of their department – and it was
memorable. I was struck by the fact that 50 people could have so many things in common and a common passion for
producing results. All we needed was a 1-day workshop to finalize the strategy – a strategy accepted by everyone. This saved
us a lot of time and effort and so I could put all my efforts into on-boarding the rest of the organization. In my previous
frame of reference, I would have had to cascade the change and which would have followed the often used 3333 model.”



44

The Wholeness Principle (2 of 2)

ILLUSTRATION OF THE PRINCIPLE (on personal level):
A young manager was invited to present a key project he was leading to the Board of his company. The manager was stressed about
his presentation and felt cornered. He couldn’t create a slideshow for the presentation, and he struggled to deliver his key messages in
a coherent manner. He was worried about the group of demanding executives that he was going to have to convince.
Per the request of his manager, I accepted a brief coaching session with him. I asked him to tell me about a situation where, with
confidence, he had convinced a “challenging” group of people. He told me he had never experienced this before. I suggested that it
could have happened outside of work, during his studies or in relation to one of his hobbies.

All of a sudden he remembered that each Sunday for the past 5 years he had been coaching a team of amateur soccer players – all
teenagers (certainly a challenging group!). I then asked him how he was capable of convincing the players; he said he drew all the
different positions on a blackboard in order to explain to the players the strategy he had in mind. I added: “I see that you can be very
clear and successfully convince a challenging group of people!” - he nodded in agreement, and then our time was up.

The manager called me two weeks later to tell me that his presentation in front of the Board went well. Surprised, I asked him what
made this possible: “instead of a slideshow, I brought my blackboard and drew the plan for my project. The Board members loved it
and said they had never had such an interesting presentation. They even invited me to come back each month and share the progress
that had been made.” For me this is an excellent example of the way in which we can have access to the totality of our skills, not just
the “professional” part of our lives.

“People don’t resist change, 
they resist being changed”

- Frank Sonnenberg

“People support change they 
helped to create”

- Meg Wheatley
TIPS FOR USING THE PRINCIPLE EFFECTIVELY:
1) During an individual or team coaching, can you help locate potential talents and means of progression using instances from the participant’s’

« non-professional » life?
2) Observe who is invited to which conversations. Are you involving all those who have an interest in the question/project? If not, find a way to

include them.
3) If it’s not possible to include the whole system in a conversation, make you have at least a representative sample. Remember that even if it might

seem difficult to include more people, doing this brings new ideas to the table and truly facilitates commitment and engagement. Be creative
when trying to find a way to bring together the whole system!
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The Positive (Generative) principle (1 of 2) +

DEFINITION
The Positive principle says that we are more likely to obtain a positive result if we take on a situation with a positive perspective.
For most of us, we are all too aware of our weaknesses and our failures and that we have a tendency to focus on these: it’s what
seems normal and logical to do, and has therefore become a habit. We rarely think about our positive stories, what we have done
well, and our potential. Organizations often follow a similar pattern and will look for what doesn’t work, even if they are not
convinced that this is the best way to go about things.

Thanks to the questions we use in AI and on what we choose to focus our attention, we want to discover, develop and build on the
positive core of a person, organization or community. We consider assets as key, and that allows us to achieve excellent results or
take things in a positive direction. This positive core is a great jumping off point for change: using positive (generative) questions
helps to liberate hope and energy for change.

ILLUSTRATION OF THE PRINCIPLE:
Before a team-building, the client mentioned that one of her team members was blind. The manager suggested that the consultat contacts the
participant in advance to check what he would require to be able to participate (e.g. braille translation of the documents that would be used).

The consultant called the blind employee to ask him how he could make the workshop more accessible to him. Together they decided what
needed to be sent for translation to braille ahead of time, and discussed other requirements so that he could get the most out the experience.
After about 10 minutes of conversation, the consultant realised that the conversation was focused on what the person could NOT do because of his
handicap. The consultant then asked the following question: “Up until now our conversation has focused on your blindness and what you’re not
able to do, but now I’m curious to know what you can do that no other person in the team can?”

The employee was surprised by the question at first, but then responded: “You know, that’s a good question that no other facilitator with whom
I’ve worked has ever asked!” He then told the consultant that he had a great memory and was particularly good at noting change in someone’s
tone of voice. He even added: “ I can tell if people are telling the truth or not!” The consultant and the employee decided to debrief during each
break. Later, during the workshop, this team member was completely engaged and was recognized as a source of excellent ideas, both by the
consultant and the rest of the team. This experience sheds light on the unimaginable potential that a simple question can have!
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The Positive principle (2 of 2) +

“Beauty is not just the absence of ugliness; bravery is not 
just the absence of cowardice; well-being is not just the 
absence of misery. It’s the presence of real things.”

- Martin Seligman

TIPS FOR USING THE PRINCIPLE EFFECTIVELY:
1) Look for stories in which the client and/or the situation reached full

potential
2) Reflect on what you remark and what you share with others the most

often – what if this was more positive?
3) Even in problematic situations, there are certain moments when the

problem is less apparent or absent: when does this happen and why?
4) “In every complaint, there is the desire for something to be different” –

try to turn your attention to what is desired rather than what is not.
5) Who did something well? How was he/she able to do this? What were

the root causes of this success?
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The Poetic / “Open Book” Principle (1 of 2)

DEFINITION:
The Poetic principle says that individuals, teams and organizations are like open books with multiple interpretations possible. These
stories can be told from all different angles. This principle underlines the fact that we always have a choice of how to interpret the
stories we hear. Our choice about where to focus our attention in these stories determines what we will find and the potential results.
If we investigate our difficult moments, our fears and our failures, we are more likely to generate more in the future. We are therefore
invited to discover, articulate and learn from moment where we have felt more positive, more alive, more empowered, and where we
are exceptionally brilliant!
We often give ourselves little time to study these powerful moments, these inspiring stories that describe what happens when success
is achieved or what the future would look like in the absence of our current problem.

ILLUSTRATION OF THE PRINCIPLE:
A charity that supports ex-prisoners asked for help with their strategic planning. The organization had a very
small annual budget, one part-time employee and hundreds of volunteers who helped ex-offenders to re-
integrate into society.
An appreciative seminar was held and allowed participants of the charity to reconnect with the positive impact
of their organization. The 60 participants shared stories and special moments that they had experienced as
volunteers – those which had made them proud to be a part of the organization, and what they hoped to
achieve in the future with the network of volunteers. Sharing these stories was inspiring for the volunteers,
and it drove them to create working groups and launch new projects in the process.
One of these projects concentrated on identifying new sources of funding. The team filled out a request with a
government agency directly following the seminar. They completed the form as indicated but also included in
the appendices the most inspiring stories that had been shared during the seminar. Shortly after they were
informed that their request had been successful and that they would be given a sum equal to 10x their annual
budget! And that the funding was guaranteed for at least 5 years…
This experience shows the power of going on the hunt for the best stories in an organization and sharing them!
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The Poetic / “Open Book” Principle (2 of 2)

“I would define, in brief, the poetry of words as 
the rhythmical creation of Beauty”

- Edgar Allan Poe “All that we see or seem is but a 
dream within a dream”

- Edgar Allan Poe (“Dream within a dream”)

“They who dream by day are 
cognizant of many things 

which escape those who dream 
only by night”

- Edgar Allan Poe (“Elenora”)

“The world is a book of which we 
turn a page at every step”

- Alphonse de Lamartine

“The real voyage of discovery consists not in 
seeking new landscapes, but in having new eyes

-Marcel Proust (“The Prisoner and the Fugitive”)

TIPS FOR USING THE PRINCIPLE EFFECTIVELY:
1) There are often multiple realities in situations that our clients and organizations encounter. Think about how you can enrich the

conversation with these realities rather than digging on one specific direction.
2) How do the people you’re working with describe their reality? What language/words do they use? Is the description engaging and

inspiring? Are there other ways of describing this reality or different ways of interpreting the situation?
3) Be careful not to impose your own hypotheses and beliefs about what is positive / successful or what matters for your client. His or her

story is reality – the more you help him or her discover this with all the richness it implies, the better.



49

The Anticipatory Principle (1 of 2)

DEFINITION: the images that inspire action
This principle suggests that the images we create in our mind about the future guide us in our present actions, and that these actions
contribute to creating the future we imagine. David Cooperrider and Diana Whitney explain it in these terms: “One of the basic
theorems of the anticipatory vision is that the image we have of the future influences behavior in the organization. It’s a little bit like a
film that is projected on a screen: human systems are constantly projecting themselves into a more or less distant future that is
already being generated in a powerful way in the present, like an engine of mobilization.”
Fred Pollak studied the stories being told in European civilizations and the growth of these civilizations. He was able to show that the
civilizations that told positive stories that were anchored in a positive vision of the future, grew. And that civilizations that told
negative and anxiety-provoking stories, failed.
As human beings, we are planning and anticipating machines. We are constantly trying to plan our next steps, and to rejoice or on the
contrary, worry. This conscious or unconscious planning influences, in part, our future.
You have most likely heard of what we call a self-fulfilling prophecy. A self-fulfilling prophecy is a prophecy that changes our behavior
in such a way that the future we anticipate is what actually comes true. What was once only a possibility among many others,
becomes reality because we have focused our energy on this possibility in particular. On the other hand, the self-destructive prophecy
(or the forecaster's paradox) is a prediction that on the contrary destroys the possibility of the prediction coming true.
In both cases, the act of announcing the prediction and finding people who believe in it, modifies expectations and therefore
behaviors.

“Whether you think you can 
or you can’t – you’re right!”

- Henry Ford

“The best way to predict the 
future is to invent it.”

- Alan Kay

“The future is not some place we are going, but one we are creating. The paths are 
not to be found, but made. And the activity of making them changes both the 

maker and the destination”
- John Schaar (university professor and political theorist)
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The Anticipatory Principle (2 of 2)

ILLUSTRATION OF THE PRINCIPLE:
During an Appreciative Inquiry conference for Oxford University students, the consultant divided the group in two and gave each
group a flipchart on which he had noted a specific question. The first group’s questions were deficit-oriented: “What is worrying
you the most about the two upcoming years at school? What will be your biggest challenge? What problems do you anticipate?”
The second group’s questions were strengths-based: “What motivates you the most about the two upcoming years of school?
What are you looking forward to or are impatient to begin? How do you want to progress in this program?”
The two sets of questions were similar and yet very different. Both talk about expectations that the students could have: the first
focus on problematic expectation and the second concern aspirations.
They had one minute of silence to reflect on their answer and they then shared their reflection with their neighbor. After two
minutes they were invited to join another pair to share what they had heard from their partner (a process which amplified either
worry or enthusiasm).
During this time, the consultant left cards and markers in the center of each group and when they were ready, he asked them to
pick up a card and write a number on it. This number represented how he/she felt at the end of the exercise. 10 meant “I feel
very good” and 1 was the opposite.
He then asked them to line up from the lowest number to the highest in their groups. The two lines then had to face each other
holding their cards in front of them. He then invited them to share their observations . It was obvious that the average in the
strengths-based group was 1.5/2 points higher than in the other group.

TIPS FOR USING THE PRINCIPLE EFFECTIVELY:
1) You have the choice of the perception you have of the future, we encourage you to project a future that you desire and

that gives you confidence
2) Ask questions that aim to create a positive and enthusiastic vision of the future
3) What is your natural tendency about the future: optimism or pessimism? Be aware of it and the impact it has
4) Ask questions that allow you and those around you to begin moving towards an attractive future
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The Simultaneity Principle (1 of 2)

DEFINITION:
The Simultaneity principle says that change begins from the moment we ask a question.

David Cooperrider and Diana Whitney describe the fundamental nature of questions in Appreciative Inquiry: at its core, AI
involves the art and practice of asking questions that strengthen the capacity of a system to apprehend, anticipate and
increase its positive potential. This means beginning the exploration after asking the “unconditionally positive question.”
AI assumes that human systems continually develop in the direction of their questions. The “product” of questioning is a
transformation, a change. It is therefore crucial to reflect on the first question to ask: positive or negative, the premises of
change are present. Questioning and exploration are the change! We live in a world that our questions helped to create.

The main message of this principle is that from the moment we start exploring a topic or a system, we begin to change it.
Our questions have an immediate impact on the way we think, our conversations, beliefs, and the actions we will take. All
of the questions we ask have an impact. If we accept this assumption, this implies a big responsibility – choosing our
questions wisely! Each one needs to be thought out before being asked.

This profoundly challenges our habitual model: analyze, discuss, choose, implement!

“Change your questions, change your life”
- Marliee Adams

“If you change the way you look at 
things, the things you look at change”

- Wayne Dyer

“If I had an hour to solve a problem and my life 
depended on the solution, I would spend 55 
minutes to determine the proper question”

- Albert Einstein
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The Simultaneity Principle (2 of 2)

ILLUSTRATION OF THE PRINCIPLE:
A company head of a US gasoline distribution business intelligently decided to add a service center for minor
repairs (tire and oil changes, etc.) to each of his gas stations. After 6 months, he analyzed client satisfaction of
this new service. The reports noted 75% satisfaction among clients. He decided to question the 25% of people
that were not satisfied in order to increase overall satisfaction. He identified the sources of dissatisfaction,
posted them in all of his gas stations and conducted another poll 6 months later. To his surprise, despite all the
work accomplished, dissatisfaction had increased and satisfaction had dropped to 66%!
It is interesting to note that the analysis was not fruitful and that the actions implemented actually decreased
client satisfaction and had a negative effect on employee morale. Faced with this difficult situation, he met a
woman who worked for his company and who had trained in Appreciative Inquiry. She explained to him what
had probably happened and proposed intervening in a very different way with AI. 100’s of clients were asked
about their best experience and the key ingredients of that success. One of the reasons (and far from the only
one!) was the quality of the coffee in the waiting room!
The initial analysis did not resolve anything, was not able to get people moving and even contributed to the
deterioration of the organization. In any case, an analysis is a source of endless discussion – were the questions
the right ones, was our understanding of the subject adequate…another opportunity to sink even deeper into
the situation.

TIPS FOR USING THE PRINCIPLE EFFECTIVELY:
1) Question people about what they want to obtain, rather than what they want to avoid – mere asking will

shift their attention towards what they want to have.
2) Consider questions as strategic interventions and spend time thinking about the question you want to ask
3) Ask questions about resources (talents, memorable moments, successes…) rather than asking questions

about what’s missing or what is wrong.
4) Decide what change you want to come about and then decide which question you will ask to start

unfolding that change
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Tapping into the power of AI - investing in 5 dimensions! 
The 5P’s of AI or AI5

Bridging Doing and being AI

“Parts & pieces”

Processes

Principles

Paradigms

Posture Being AI

Doing AI



Going further with AI
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How can I use AI in my work?

How am I going to start?

What are my intentions/projects?

What will be my field of experimentation?

What is my subject?
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Interesting reading…

Claire Lustig • David Shaked • Bernard Tollec
Appreciative Inquiry has become a well-established 

strengths-based approach to positive transformation.

AI
5
 – How to unleash the full power of Apprecia-

tive Inquiry introduces a new five-layered framework 

to AI. As well as showing new ways of approaching AI, it allows practitioners to 

maximise the results that can be delivered by combining “doing” and “being” 

AI in any given situation.

Through stories and case studies, this book offers easy-to-follow and practi-

cal examples which will inspire you to think about AI more expansively and  

creatively in both professional and personal life.

CO-AUTHORS
Claire Lustig, David Shaked and Bernard Tollec are experienced  

AI coaches, facilitators and trainers with more than 25 years of experience  

applying this approach between them. They have successfully used it all 

around the world to accompany many individuals, teams and 

organisations through change and achieve surprising 

breakthroughs. This book introduces an innovative 

framework that captures their practical insights.

ISBN 978-1-9160-2860-9
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APPRECIATIVE INQUIRY

PRESEN
C

E

PARADIG
M

S

PRINCIPLES

PROCESSES

PARTS & PIEC
ES

H
O

W
 T

O
 U

N
LE

AS
H

 T
H

E 
FU

LL
 P

O
W

ER
 O

F 
A

PP
R

EC
IA

T
IV

E
 I

N
Q

U
IR

Y
 -

 L
U

ST
IG

 •
 S

H
AK

ED
 •

 T
O

LL
EC



56

Videos

A video on Appreciative Inquiry in FRENCH

A video on Appreciative Inquiry in ENGLISH


