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A FORWARD THINKING APPROACH TO SAFETY

Investigating for success – Positive Investigations 

99% of work goes right but we are fascinated with failure and spend all our time 

investigating unwanted outcomes without have a detailed understanding of what 

occurred when we achieved planned outcomes 

Investigating for success focuses on the many things that go right, rather than looking 

at numbers or statistics it is about storytelling and encouraging innovation for safer, 

smarter outcomes. 

This can be done through engagement tools with a group such as the collective 

insight process and positive event model.  It can also be done through a conversation. 

Understanding the variability of everyday performance is the basis of good safety. 

A positive investigation is about finding out surprising, interesting and useful results. 

Conversations of discovery ask a number of questions to learn about work. For 

example, we could learn something new about safety and better ways of doing the 

work. Or, something new about the organisation and better understanding of current 

activities. The purpose is to find out about the secrets of work – i.e. what drives the gap 

between work as imagined and work as done by looking for sources of variation. 

The positive event model asks four simple questions in a group after an activity: 

1. What was intended? (20% of time) 

2. What actually happened? (15% of time) 

3. What did we learn about it? (25% of time) 

4. What should we sustain or improve next time? (40% of time) 

The activity should take approximately 1-2 hours. Allow multiple perspectives and ask 

for every person to contribute to the question you ask. The output is written on four 

quadrants of a white board. 

If done well these have proven to increase safety, productivity, quality, innovation 

and team relationships. 
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This is how we believe we will send everyone home safely every day. 

Let’s discuss: 

1. What do you think investigating success is about? 

2. Have you been involved in a positive investigation? 

3. Thinking about your work activities can you see a benefit to understanding 

when work goes well? 

4. Do you think investigating success will help create more innovative, smarter 

ways of working? 

5. What is one thing you are taking away from this toolbox talk? 

Example of a whiteboard output of the positive event model. 


