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Learning from 
Incidents



Incident Debriefs



Spoiler: Incident debriefs 
are not all about getting to 

a root cause



Cause is not something you find. 
Cause is something you construct. 

(Sidney Dekker; The Field Guide to Understanding Human Error)



Ask ‘How?’ 
not ‘Why?’



⛈
Understand the 

conditions that led 
to the problem

👉
‘Why’ usually leads 

to ‘who’

📚
Encourage people to 

tell their stories

Adapted from John Allspaw’s article ‘The Infinite Hows’

https://www.kitchensoap.com/2014/11/14/the-infinite-hows-or-the-dangers-of-the-five-whys/


How we run our 
debriefs



📜
Walk the 
timeline

🏗
Lay the 

foundations

🗣 

Share lessons 
widely

👋
Introduction 

 🧹
Clean 

up



The key goal is to learn



You find the root 
cause

You take actions to 
make things better

Debrief bonus items



Common challenges 
with debriefs



‘I don’t feel comfortable speaking up if 
I’ve made a mistake...what if I get fired?!’



‘I’m going to end up with a load of 
actions that I’ll never get around to..’



‘But they take ages to prepare for; I don’t 
have the time’















This is great, but... 
we’re not quite there 

yet



🎓
Focus on 
learning

🧰
Invest in people 

and tooling

🗣 

Use language 
carefully
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Monzo is hiring!

Backend Engineers & Tech Leads
TechOps Generalists
Engineering Managers

https://monzo.com/careers


