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5.1 Introduction

This chapter concerns the first phase of Imagineering design, where you will 
embrace an appreciative mindset that will lead to generative processes and out-
comes. Appreciative and generative are the two core concepts in this phase and 
they are highly connected to one other. You will come to realize that an appre-
ciative point of view will enable you to examine well-established conventions 
and traditional assumptions in fresh new ways.

In the Appreciative phase you will be surprised and inspired by the research 
you do. We will present a number of creative tools that you can use to collect data 
in this phase. The many insights you gather will form the basis of the B-phase.

The ultimate goal of the A-phase is to gain an understanding of the current sit-
uation of the system you are investigating/working with and to provide the basis 
for opportunities that will unfold in the rest of the Imagineering design process.

5.1.1 Appreciating . . .

The A-phase stands for analysis as well as appreciating, emphasizing an appre-
ciative attitude, defined by Whitney and Trosten-Bloom as “the study of what 
gives life to human systems when they function at their best” (Whitney and 
Trosten-Bloom, 2010:1). This attitude underlines a strengths-based approach 
that focuses on assets, capabilities and resources of organizations, communities 
and people that can be leveraged and encouraged (Cooperrider and Whitney, 
2005).

5.2 What does being appreciative really mean?

The appreciative attitude comes from the Appreciative Inquiry approach, which 
is based on the theory of social constructionism with the fundamental concept 
that language does not represent the world but creates it (Gergen, 2015). 
According to Gergen (Gergen and Gergen, 2004) meaning arises from what 
people do together and not from an individual’s mind. Language is fundamental 
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to the creation of meaning, which in turn creates action and action will create 
new realities (Gergen, 2015).

The way we talk when we interact with others, the way we choose our words 
and how we relate together drives our actions, our behaviors and our way of 
living. This suggests that we always move in the direction of what we choose to 
focus on and that we create new meaning by the questions we ask. So the best 
way to generate positivity is to study it.

Generativity is closely related to the Appreciative Inquiry approach and also 
part of the A-phase, examining well-established conventions and meanings, 
and challenging traditional assumptions about life, the organization, and so 
forth. The focus of generativity is on the capacity to look at these conventions, 
meanings and assumptions in fresh new ways (Gergen, 2014). The generative 
approach provokes examination and reflection in order to (re)consider what 
is taken for granted, and aspires to (re-)create new ways of being and acting 
(Bushe, 2013).

This is exactly what A-phase is about: embracing an appreciative mindset that will 
lead to generative processes and outcomes.

You are often faced as a practitioner/researcher with the traditional problem-
solving attitude of finding out what is wrong, rationally explaining it and then 
fixing it. The focus here is always on identifying mistakes and ways to repair 
them.

Appreciative analysis, on the other hand, invites us to examine a system 
beyond its constraints, to focus on what gives life to this specific system, and 
to view it generatively. Remember that generativity is the ability to see things 
with new eyes, to co-create new understanding and to make innovative con-
structs. The appreciative mode stimulates a generative stance towards a system 
by inquiring through affirmation. It invites us to consider the best elements of 
“what it is” and to picture “what it might become”. We illustrate this below with 
a description of two oppositional approaches to food management.

A traditional project on food management would likely start with an analysis 
of the heart of the problem (i.e. food waste) to prepare for the next phase, which 
is finding solutions. Thus, you would first collect information from the usual 
sources, such as food service and management, food production and product 
developments, supermarkets and other distribution channels, restaurants, hotels 
and all kinds of industry representatives. You would talk to the people in these 
areas asking them: “What is wrong? How do you deal with the problem of food 
waste here?” You would then search around the food legislation concerning 
production, regulation, inspection and distribution and you would ask: “How 
can we manage people better? How can we manage things better? Why is this 
causing such disputes concerning small farming and consumption at the end of 
the chain?” This type of analysis already sets the stage for a focus on food waste 
as the reason for such inequalities and the hunger in the world. The logical next 
step after this analysis would be to raise awareness of food waste and to invest 
in education to bring about change. However, this focus may very well create 
resistance among those responsible for food waste, since they would tend to see 
themselves as not good enough and in need of education.
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Embracing an appreciative analysis, the investigation would start by trying to 
understand what is working well in this realm, what are the best achievements in 
food management? This does not mean that you will not see the problems, but 
you will instead focus on elements that unite people rather than separate them 
(i.e. food sharing). This focus brings energy rather than resistance.

The underlying principle is that food belongs to all of us. From this start-
ing point you can “flip” the meaning from food waste to food sharing. This 
small alteration changes the perspective from “who is to blame?” to “we are all 
involved”. It has suddenly become a global system in which we are all respons-
ible for taking action. This second perspective engages stakeholders and brings 
inspiration for something new rather than fixing what is wrong. It also takes the 
analysis in the direction of exploring advocacy and social causes. A good example 
on this topic is the slow food movement (http://www.slowfood.com (accessed 
October 12, 2018)), which is all about valuing local food resources, taking the 
time to appreciate them and preserving the ecosystem; another one is the “from 
farm to table” movement (http://fromfarmtotable.ca (accessed October 12, 
2018)), which promotes the direct acquisition of food from the producer; and 
the ozharvest project, which is a perishable food rescue organization in Australia 
that collects food that would not otherwise be used and delivers it free of charge 
to charities (http://www.ozharvest.org (accessed October 12, 2018)).

The idea of sharing is an appreciative idea. It started with the same topic (i.e. 
food management), but the approach and the outcome are completely different.

Food waste calls for a more individualistic, rational and hierarchical attitude 
to solving the problem. Food sharing involves the whole system and everyone 
in it. It is about relational and ethical responsibility (McNamee, 2017) where 
everybody is responsible for making it happen.

This illustrative example shows how the appreciative component in the 
A-phase can lead to discovering the generative potential of the endeavor.

The paths chosen and the questions asked will make a vast difference to the 
way information is provided. In turn, it will determine the direction taken and 
the findings uncovered. Working in an appreciative and generative way will lead 
to more opportunities and open up new paths for possibilities. Moreover, the 
findings will generate other (positive) ways to look at the issue.

It is important to note that the way we communicate, either explicitly or 
implicitly, will give rise to specific meanings, which in turn will bring forth 
certain actions and, ultimately, create the reality we live in (McNamee and 
Hosking, 2012).

A language of promise and opportunity is much more likely to create a reality 
filled with possibilities for your project. A language of trouble and challenge is 
more likely to create a reality of a nest of problems (Cooperrider and Whitney, 
2005). In other words, when we choose to focus on best practice, promise, 
 possibility and opportunity, these very phenomena tend to flourish.

What does this approach mean in practice? The search is for what is really 
valuable in a system (by which we mean an organization, a community, a school, 
or any other kind of institution). The aim is to discover the magic of the system 
in order to help it grow, rather than focusing too deeply on problematic issues. 
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All the aspects of the topic should be an inspiration for understanding the ele-
ments involved and the larger context in which the topic exists.

This phase is the first step towards articulating the generative core of the 
system. It prepares for the creation of the High Concept (the generative image) 
in the later phases of the Imagineering process. This phase will harness the col-
lective imagination to generate new action in a more desirable direction. In 
this A-phase, you will collect data using some of the tools described below. The 
many insights revealed using the tools will form the basis of the B-phase.

5.3 The classical dimensions of organization analysis

A well-established way of investigating and understanding a system and its 
context (such as an organization) is through classical supply and demand 
dimensions. This can be a good initial way of approaching your topic and to start 
mapping what you need to cover in your analysis. The supply dimension relates 
to the organization itself and its surroundings. It explains what it is and what it 
offers. Take a piece of paper and describe your system both internally and exter-
nally. Then dig into the system by asking follow-up questions such as: What is 
the focus of the organization? How does it function? What is its purpose? You 
might consider doing some field research using these questions too. You should 
also take a look at the values, successes, dreams and cultural elements of the 
organization in order to better understand the whole system. In other words, 
identify the habits of the organization, how individuals relate to each other and 
their everyday way of talking, behaving and making decisions. Try to discover 
pivotal moments in the history of the organization when key changes and trans-
formations took place. You might find these in books or reports or simply by 
talking to people.

Finally, explore the relationships with external environments and how the 
organization positions itself. A good place to start is to examine the original 
vision that the founders or pioneers had when the organization (company, 
school, community, etc.) started. Then look at how the organization has devel-
oped since then. Dig around for the special stories they have celebrated. These 
can be especially illuminating in helping to understand the historic values and 
how they play a role in the present.

Once you have organized and described all these elements in the supply 
dimension, it is time to move on to the demand dimension, which is related to 
the customers and the target group. In this dimension you ask the questions: 
Who are the stakeholders or the community that is involved? Why do they use 
the products and services? What drives them to do so (i.e. what is the value to 
them as customers)? What are the other segments outside the organizations that 
are key? Who else is connected in some way to your topic? Who else could have 
an impact on the system?

The target audience of your organization (i.e. customers) is an important 
aspect of the demand dimension. An empathy map (Gray et al., 2010) is a crea-
tive way to investigate this group. In particular, this tool helps you understand 
how the target group perceives the world and how they relate to the organization 
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you are investigating. It helps you to pinpoint what your target audience really 
needs.

To use this map put yourself in the shoes of your target audience and con-
sider what they think and feel, what they hear and see, and what they say and do. 
Then determine what their pain and gains are.

Explore each quadrant one at a time. The questions you ask should be a 
mixture of concrete, objective questions and more general, subjective questions. 
Here are some examples of questions that you might ask for each quadrant:

�z Think and feel: This section is about understanding what matters most to 
the target audience. How do they about this topic? What do they wonder 
about in their daily life? Is your target audience stressed or relaxed? Do they 
enjoy what they do? What do they think about the organization you are 
investigating? Do they feel connected to it? How?

�z Hear and see: This section covers the influences that impact the custom-
ers. What are music, movies, advertisements they watch and listen to? What 
“self talk” goes through their heads on this topic? In general are they more 
visual? Do they search for innovative stories or more traditional ones? How 
do they see the organization in general?

�z Say and do: This section helps to understand the attitudes customers have 
towards others. What do they communicate about with others? How do 
they communicate? Do they talk about this organization at all? If so, what 
do they say about it? What are their day-to-day behaviors and actions? What 
do they say to each other? What are their cultural habits?

�z Pain and Gain: This section identifies obstacles that customers face as well 
as the things they are hoping for (i.e.: that represent success for them). 
What frustrates them about  their current situation? What annoys them? 
Where would they like to be? What would they like to be doing? What 
encourages them? What are the good things about the organization in ques-
tion? And what are the bad things?

The empathy map is highly effective when completed with stakeholders working 
as a team to answer the questions.

5.4 Don’t forget about values

Values are a key part of all levels and dimensions of the A-phase. Indeed, values 
play a role in every single phase of the Imagineering Design Approach, as you 
will see in the forthcoming chapters.

Values are those qualities that are considered worthwhile by people and 
organizations (Rounds and Armstrong, 2005). They represent the highest 
priority and they are the underlying driving force of a system. Values can be 
understood from the perspective of cultural values, personal values and/or 
consumption values. Values are more stable and lasting than needs, which are 
fluid and can evolve fast. Values, however, are much more deeply engrained 
into a specific culture and society. Values are all about what organizations and 
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customers believe in and how that affects their behavior. Understanding values 
is a fundamental part of a business strategy (Desarbo et al., 2001).

Nevertheless, it is not always easy to grasp exactly what the values of an 
organization and the customers are. Values are often written down in statements 
and they manifest themselves in behaviors. The challenge is to see beyond the 
statements and to translate the behaviors into the real underlying values. Note 
that, although values tend to be more or less constant, they are context-related. 
Values may change when you change places and relationships. This is something 
to consider at the end of your Imagineering process if you conclude that values 
need to be changed.

One way to better recognize and understand values is to look at them in two 
categories: terminal and instrumental (Rokeach, 1973). Terminal values are the 
views of people that represent their ultimate goals in life and their opinions and 
beliefs about those goals. For example: how do they fulfill themselves? How do 
they enjoy life, friendship, etc.?

Instrumental values are “value tools” that people use to support their terminal 
values. They are the beliefs that people have about how they should act in order 
to achieve their terminal values, for example: going out to meet more people, or 
changing jobs, or visiting friends, or buying a nice house. Terminal values are 
more abstract (e.g. happiness, equality, harmony) and can be generalized more 
easily than instrumental values, which are often specific to an individual.

There are many ways to uncover the values of organizations and customers. 
You can observe an organization’s website – its colors, what kind of language 
is used, the pictures that are posted – but always reflecting upon what kind of 
values they might represent. You can also observe the behavior of people, for 
instance by interviewing them or even by reading their comments about the 
organization (see also Box 5.1).

Values show the deeper level of what drives people and organizations. All 
systems are value driven even if those values are not obvious. Some values are 

Box 5.1

TWO EXAMPLES OF DETERMINING VALUES

1.  You visit an organization (or their website) and they tell you that their priority is to be 
transparent with their clients by showing all their processes, services and production 
clearly. They also tell you that they motivate their employees to express themselves, not 
to lie and to be direct to their capacity and positions. From this you can deduce that the 
underlying values of this organization are honesty and respect.

2.  You are working with a community and in order to understand it better you decide 
to walk around the neighborhood and observe how people live and behave. By being 
there you can see people in action. You see them separating garbage before placing 
it into the trash bin. You also see some people recycling materials in their garden. 
From these behaviors you deduce that one important value of this community is 
sustainability.
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material in nature (e.g. products you use, logos and so forth), while others are 
immaterial (e.g. ways of speaking, actions, etc.). Either way, values always influ-
ence the way people behave, how they judge things, the choices they make, and 
what they need in order to lead their lives. It follows that by understanding the 
values and making them very explicit, you will be able to determine the purpose 
of a system. This, in turn, will allow you to create meaningful value for the system. 
As already explained in Chapter 2 (‘Landscape’), there is a shift in value creation 
that moves from mechanistic logic towards a more networked generative logic. 
The Imagineering Design Approach will help to transform the enterprise logic 
by tapping into these values in a systemic way. A new value co-creation frame 
of reference can be put in place by examining the values of all those involved in 
a system. This will provide mutually beneficial relationships in which creative 
 collaborators will participate and become involved in the process.

5.5 Trends and best practices

Another dimension that you need to take into consideration in your A-phase 
is Trends and the Best Practices. What are the trends of the industry and in 
society and what are the best practices in the field? You must look for relevant 
cutting edge developments and identify similar organizations that might already 
be working in the desired new direction. Search for related organizations and 
examine their best practices. Discover who is developing something new or dif-
ferent from what is already out there. These may or may be competitors to the 
organization you are studying.

Try to determine what makes the trends so promising. Work out what makes 
the best practice organizations so successful. Look for how the organization you 
are working with could learn from the trends and best practices. Searching for 
the new and innovative developments helps you understand your topic better 
and opens up a vision for the future.

Don’t get stuck on “facts and figures”, on “what is” and leave space for “what 
can be”. The focus here is on human systems and emerging potentials, and not 
simply fixing problems.

5.6 Next step: resources for exploration

In your A-phase you are searching for the generative core of the organization 
you are investigating. The ultimate goals of this phase are to gain an understand-
ing of the current situation of the system you are working with and to identify 
opportunities that will unfold further in the next phases. We have already dis-
cussed above the dimensions and components that you will need to cover. It is 
important to consider these elements at all levels of the system in question. We 
find it helpful to consider each of the following three levels for every system: the 
micro (e.g. the individual), the meso (e.g. the organization, target group, etc.), 
and the macro (e.g. society).

You should look at the internal state of affairs and ask questions such as: what 
do these people do well? Try to make the internal context clear as well as the 
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relationships in place there. It is also about understanding the complexity and 
contradictions around your topic. You must know who the major players are, 
who all the stakeholders are. Consider also the environments that affect the 
organization/system you are working with, while embracing all the intercon-
nected variables.

You can obtain more information using creative tools and approaches that 
inspire participants to interact, talk and co-create new ideas on the topic.

We offer below some tools for you by way of inspiration to get you started. 
There are many other resources you can use (Rooijackers et al., 2016).

Most of the tools below are interactive. It is highly recommended that you 
talk to people in the A-phase – people who experience on a daily basis what you 
are trying to understand. Try to make use of every informal conversation, every 
phone call, and even talk to people in the street if you can. You should try not 
to behave as a passive researcher, simply listening to the content and absorb-
ing it. Be active and connect to people, trying to see when people are energized 
or enthusiastic or proud about a topic. This is important information for the 
Imagineering design process and these tools will help you uncover it.

5.6.1 Desk research

This method concerns the secondary, steady, linear information that you can 
find online and in books. You can use desk research investigation on all three 
levels: micro, meso and macro.

The micro level is about understanding the internal affairs. If you are working 
with an organization, you might start by looking at their website. If you are 
working with a community, you could search the website of the municipality as 
well as comments online about it. Try to find some documents written by them 
and about them.

The meso-layer research looks for what other companies or communities are 
doing (related to your topic) and how people are involved. Look at reviews and 
commercials as well.

The macro layer concerns how your topic plays a role in society. What has 
been written about it? What are the latest publications on this topic? Who is 
writing about it? What is the situation right now with this topic? What kind 
of research and practices are happening around your topic? Look also for the 
trends.

Finally, try to identify the core values that emerge from your desk research 
data. Can you discern values from the language that is used to talk or write about 
the organization? Can you see the values from the images they use? Or from the 
colors?

5.6.2 Appreciative interviews

The appreciative interview is about embracing an appreciative attitude by asking 
questions that invite people to share personal stories as well as images of their 
organization when it is working at its best. Through stories and images, you help 
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your interviewees not only to expand their descriptions of what the organization 
is, but also to start dreaming about what it could be. The idea here is to move 
away from purely rational questions that usually invite pre-fabricated answers, 
and instead to inspire novelty. We are not suggesting that facts and figures are not 
important – of course they are –but it is of utmost importance to uncover what 
drives people, discovering the stories behind the actions they take in their daily 
working lives. You can use appreciative interviews with all stakeholders in the 
study in order to understand the community you are working with or employees 
of the organization you are studying. You can also select some participants from 
the macro level to try to better understand trends and the societal aspects.

How to do appreciative interviews – tips and tricks
Preparation is fundamental here. In addition to preparing for the interview your-
self, you should also prepare the interviewee, explaining the type of questions 
you plan to ask because they may different from what they are used to. Indeed, 
an appreciative interview may sometimes be a little awkward for the person you 
are interviewing, as they do not expect such questions.

The purpose of the interview is to focus on the generative core, on what 
keeps the system vibrant and alive. However, be prepared, as you may find you 
are interviewing someone who does not like what they do or where they work. 
In this case it is important that they feel free to talk; you do not want them 
thinking that they do not have permission to talk about problems. Nevertheless, 
you should endeavor as interviewer to turn their negative comments around 
by asking, for example: what would be an ideal situation? What are some ideas 
you have that would change things for the better? What would you recommend 
differently?

Another way to be prepared is to pay attention to the interview rhythm as well 
as keeping the flow of the conversation. A good way to create an engaging and 
empathic rhythm is to bring an inspiring story to start the interview with. Engage 
your interviewees in the story if you can, valuing the best in them. Try to avoid 
acting as an expert with protocols to follow. On the contrary, be a learner and 
make clear that you are there to learn from what they know.

Stories are a good way for you to learn about the organization, and at the 
same time they engage your interviewee. Invite them to share stories and do not 
try to analyze them as they tell them. You can extract the specific insights you 
need after the interview has finished. Try not to ask systematically for each piece 
of information you need from them, but have patience and wait for the stories 
to come

Confidentiality is key, especially when working with delicate issues. It is 
important that your participants know that they are safe talking to you. Make 
this explicit.

Below are some examples of appreciative questions that invite storytelling:

�z Can you tell me a story or image about your system/organization? What was 
the impact that this story/image had on you? What makes it so powerful?
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�z Can you give an example of a recent story that gives you a sense of hope and 
opens up new possibilities? What speaks to you most in this story?

�z What is your dream for this system/organization? What would be your story 
for the world? What is your image for something we could do better or 
smarter?

�z Why is this organization alive despite all the struggles? What are the mean-
ingful things that this organization offers to you and your co-workers? What 
does the organization offer for society at large?

These questions all invite a focus on what is working well and not on what is 
wrong. By emphasizing the generative core in this way (i.e. by concentrating on 
what keeps the system alive), we can better understand what these people do 
well.

Helpful phrases to keep the conversation flowing:

�z Tell me more about this story . . .
�z What makes you really proud in this story?
�z Why do you feel that way? Can you explain further?
�z Why was that important to you?
�z How did this situation affect you?
�z What was your contribution in this story?
�z What was the organization doing that helped you do this
�z What really made this work?
�z How has it changed you?

Participant observation
In this research method you become part of the situation to experience how 
others really feel in the system and to understand better how they perceive it. 
This method is useful for the micro and meso levels. You as researcher become 
an insider by taking on a role and participating for a limited period of time, a day 
for instance. The nature of your involvement will depend on your topic. You 
might try to be a customer for a day, or a visitor, for example. The most impor-
tant thing for you is to understand what is like for people to be in that specific 
situation. You will find that immersing yourself in other people’s reality gives 
you a kind of emotional energy. However, this is a challenging method because 
you must find a balance between diving into their world and yet keeping some 
distance so that you can observe and analyze later. You will find that it is helpful 
to cross check results obtained from interviews and your desk research.

Cultural probes
This is a design research technique that generates genuinely new ideas, and 
reveals preferences, worries, interests and wishes. It is an approach that values 
uncertainty, play and imagination in order to provide alternative ideas about 
how people behave, how they interact and what their thoughts are.
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Cultural probes are artifacts that stimulate inspirational responses from par-
ticipants. These can be a map, a postcard, a photo album or any other object that 
could inspire the participant in some way. The participants can be given a task 
related to a probe that they work on themselves or the probe can be an initiator 
of a dialogue between the researcher and the participant.

The goal of the probes is not simply to collect data but to provoke the emer-
gence of unique and creative designs. The probes aim to encourage autono-
mous action from the participants. This is very different from the controlling 
methods that researchers traditionally use (Gaver et al., 2004). Here you will 
have minimal influence on how participants act, which is precisely the point 
since you want to gather information by stimulating innovative thinking.

Although this is an open-ended and creative research method, there are some 
steps to take by way of preparation in order to ensure that it is successful. They 
are described below:

�z Intentionality: it is very important to have clear goals on what you want to 
achieve for the activity since it is a very open and unstructured tool. What 
are you trying to understand with this method? When this is clear then you 
can proceed to the next step.

�z Selecting participants: who are the best people to involve? Who are the 
best participants for the session? Furthermore, think about an appealing 
way to invite them.

�z Defining the activity and the probe-kit: you will choose the materials 
based what on what you are investigating and who is participating. In any 
event, the kit should be imaginative. You might consider stickers, post-
cards, metaphor cards, notebooks as well as cameras, voice recorders, and 
so forth. Cultural probes can be anything that will help the participants to 
produce, gather and report information in a creative way. They should be 
user- centered and context-related.

�z Briefing participants: make sure at the beginning of the activity that there 
is a good balance between providing information to the participants and 
leaving it open enough for creativity to emerge. Be clear but not too con-
crete. Leave space for imagination and creation. Questions such as “Tell me 
about an experience that was memorable?” are better than ones like “Do 
you think this topic is applicable? And why?” Questions that invite rational 
answers tend to stop creativity.

An example of the use of cultural probes to understand and inspire has been 
provided by Gaver et al. (2004). They describe the use of cultural probes in their 
research on domestic technology developments. They wanted to overcome ste-
reotypes on how people live at home and how families interact. They decided to 
expand their understanding of their target group by using cultural probes. They 
sent packages to houses where volunteers had agreed to work with the probe-
kits. The package included (1) a camera with a list of inspiring requests for pic-
tures of daily life and routine at home; (2) a map that the members of the house 
should complete by thinking of the many relationships they have and how they 
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are related; and (3) a “dream recorder”, which was a voice-recorder into which 
participants had ten seconds to talk about a dream they have.

The variety of these probes would encourage the participants to share stories 
about themselves in a different, metaphorical and inspiring way. The stories 
would show how they lived their daily lives and how they interacted in ways that 
an interview would likely never reveal. They would give the team of researchers 
an insider perspective.

The probes were returned after a month. The data collected resulted in a deep 
understanding of the domestic environment. It gave the researchers valuable 
insights into how people used technology in their daily life and how this was 
linked to their relationships. This research inspired design ideas for technologies 
that enriched people’s lives in new and pleasurable ways.

Customer journey map
This visual technique is a graphic interpretation of the customer perspective 
and their relationship with an organization, service, product or brand. It is very 
helpful when used with the demand dimension at the micro and meso levels. 
The whole map is drawn from the customers’ perspective. It emphasizes the 
important intersections between what is expected and the real experience. The 
fundamental components of any customer journey map are personas, timeline, 
emotion, touch points, and channels:

�z Personas: this is the description of the main characters in your system and 
their goals, thoughts and expectations.

�z Timeline: there must be a specific timeframe for the map; it could be a 
week or a year or whatever is relevant in your case. The timeline is used to 
describe the phases in which the customer goes through.

�z Emotion: don’t forget to add emotions to the map illustrating motivations, 
frustrations, and moments of anxiety and happiness.

�z Touch points: how and when do the customers interact with the system? 
What is the customer is doing at these touch points?

�z Channels: where do the customers and the organization interact? It could, 
for example, be a digital interaction through a website or an app. It could be 
through call centers or even face-to-face.

The customer journey map, which is sometimes called the customer experience 
map, is a tool that can be used in many different ways to achieve different goals. 
It can, for instance, be used to develop a marketing and communication strat-
egy as well as for improving the service of an organization. However, the core 
purpose is always the same, namely to map in detail the actions of a specific 
customer before, during and after their interaction with the organization. (For 
a visual map, see https://www.behance.net/gallery/5217737/Lancom-brand-
journey (accessed October 12, 2018).)
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5.6.3 Last but not least: storytelling

Storytelling is an element that you can add to any dimension of your A-phase 
research. It is a narrative approach in words or images that you can use in many 
different formats and in many different situations. You can tell a story yourself to 
appeal to the imagination of your participants. You can ask for inspiring stories 
from your participants. You can analyze data and present it in a story format.

Storytelling helps you not only to communicate ideas but, more importantly, 
to connect people through the values embedded in those ideas. Stories are pow-
erful because they engage people in a metaphorical way that encourages multi-
ple interpretations. Good stories are always retold.

Storytelling has become useful in many different disciplines as well as in 
research as a way to explore different voices and diverse understandings of a 
topic (Leavy, 2017). Storytelling amplifies the perspectives of a subject and 
opens it up for new understanding.

Storytelling is used in research to comprehend a topic by describing how 
people are connected through stories. It is also used to communicate results in a 
more appealing way (McNamee and Hosking, 2012). Storytelling as an investi-
gative tool allows the creation of open-ended and metaphorical descriptions of a 
situation, rather than a collection of facts and figures. Take a moment to reflect 
upon your research topic in this A-phase and see when and where stories would 
best fit for you.

The information gathered using the tools described above will expand your 
understanding of your organization and your topic. You will have gathered data 
from facts and figures to ideas. You will have viewpoints, stories, thoughts, maps, 
drawings and many metaphors as well. The next step is to organize all this data 
in a way that will help you envision challenges and opportunities and move onto 
the next phase. There are many ways to do this but in the Imagineering Design 
Approach we recommend using the Golden Nuggets process.

5.7 Finding the golden nuggets

Golden nuggets is an appreciative process that allows meaning to emerge as 
conclusions from the A-phase. They are inspired by the gold diggers of the 19th 
century. They would do extensive research to discover the best possible places 
to find gold. Nevertheless, the golden nuggets were still hidden from view. 
They had to sieve through a lot of sand, separating coarser from finer particles, 
until through careful observation they found their nuggets of gold. The meta-
phor of gold diggers was first articulated by Frank Ouwens as a way to invite 
 researchers to look differently at the results of the Imagineering Appreciative 
analysis (Ouwens, 2017). Ouwens defined golden nuggets as: “Unique pieces of 
information that speak to the imagination and which could function as a starting 
point for new appreciative design processes” (Ouwens, 2017:33)

The appreciative analyst sifts through a great pile of information looking for 
pieces of imagination to use for the (creative) phases to come. The best pieces of 
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imagination are your golden nuggets. Golden nuggets are not as same as key con-
clusions. Conclusions are an attempt to bring together and summarize the entire 
collection of data collected. Golden nuggets are the hidden details that fire your 
imagination. They are packets of insight that lead to new thoughts, new ideas, new 
directions, and new actions. Golden nuggets are what we as Imagineers are looking 
for when we study a system. Golden nuggets will provide you with the basis to 
create new insights and new starting points to design truly different experiences.

Golden nuggets can be anything you can create from your analysis. They could 
be a forgotten hero from the past, an amazing story that has been neglected, 
ignored facts that you managed to find, hidden and untold stories, a core quality 
that has been overlooked, a side product which actually is the star of the show, 
and so forth. Golden nuggets often emerge from the combination and recombi-
nation of different pieces of data. Golden nuggets are sources of inspiration and 
they trigger the imagination of those involved. They create space for creative 
exploration. And just like the diggers of the 19th century, you will know when 
you have struck gold.

At the end of the A-phase of the Imagineering Design Approach you will 
hopefully have a greater appreciation and understanding of your research topic, 
one that has the potential to engage all the stakeholders and to invite them 
to look at the issues differently. This is the phase in which the system (i.e. the 
organization or city/community) is placed at the very center of the analysis. 
The golden nuggets that you have discovered will now become the focus of the 
B-reathing phase and will help you towards a bigger picture perspective.
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