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Generative Engagement

• As leaders, we often bring people together to plan, make 
decisions, solve problems, improve quality, identify 
innovative solutions and more

• As professionals, we are invited to endless meetings where 
we do the same

• What if there was a way to accelerate and focus the process 
of planning together?



Purpose of Today’s Session

• Explore the theory and practice of Appreciative / Generative 
Leadership and how it can enhance your work as leaders of 
teams in every aspect of your life.



Workshop Objectives

• At the conclusion of the session, you will be able to: 
• Describe the principles of an appreciative and generative 

approach. 
• Discuss the value of an appreciative approach in their role as 

leaders
• Pose generative questions that engage peers, colleagues and 

teams



Table Introductions

• Name, roles and groups you lead / host
• What drew you to this topic?



Write down a problem or issue that you need 
to solve or change you have to implement in 
your groups?



Leading Generative 
Conversations that Create 

Positive Momentum



Appreciative Inquiry
• Strength-based approach to change that engages individuals within 

an organizational system in its renewal, growth and focused 
performance. 

• Based on the assumption that organizations and people change in the 
way they inquire: an organization that inquires into problems or 
difficult situations will keep finding more of the same -- but an 
organization that tries to appreciate and elevate what is best in itself 
will discover and co-create more and more strengths, which will allow 
you to innovate toward what you aspire to



the way we talk, 
frame  our work 
and tell stories 

affects what we 
believe to be 
true and how 

we act
Constructionist 

principle



what we 
choose to 

pay 
attention to 

makes a 
differencePoetic Principle



what we 
do is 

guided by 
our image 

of the 
future

Anticipatory principle



Traditional approach to change vs. Appreciative

Problem Solving

Identify the Problem

Analyze the Causes

Analyze Possible Solutions

Create Goals and Strategies 
to fix the problems

Ideal outcome:  Problems 
are Solved

Appreciative/Generative

Discover (best of what is)

Envision (what could be)

Design (create 
goals/strategies that take us 

where we want to be)

Implement, learn and 
adapt

Ideal Outcome:  Reaching 
your Greatest Hope
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• What we ask determines what we find

• What we find determines how we talk

• How we talk determines how we imagine together

• How we imagine determines what we achieve together

Image Action







Reflections

• What do you already do that is consistent with these 
principles?

• How could an appreciative lens add value to you in your role 
as a leader? 



Generativity

• Ideas and actions that cause energizing momentum toward desired 
outcomes

• Actions that strengthen the relationship and capacity of the 
group/community

• “Life giving” conversations and processes



Core Focus of Generative Leadership

• Leading by tracking, constructing and amplifying the most 
life-giving stories in your team or system

• Focusing attention on what will generate momentum 
toward desired outcomes



As leaders, we need to ask ourselves:
What conversations can we create that will generate 

the results we want?

Or in other words:
Which conversations are most “generative”?



Questions are much 
more important than 

answers



Generative Questions Set Direction Toward The Outcomes We 
Want to Create

• If we attach our questions to the end result we want, we generate 
more momentum



Neutral/Closed Questions Can Be Limiting
If you are exploring a new idea, initiative, strategy or innovation with a 
group, neutral and closed questions have limited impact:
• What do you think?
• Do you like this?
• Does this make sense?
• How are you feeling about this?
• How committed are you?
Attention is on the assessment of the idea rather than the outcome you 
are hoping for



We all need to be 
committed to this 
initiative.  Are you 

committed?
Sure

Yes…



Another flavour of 
the month

How does he 
expect us to 
add anything 
else to our 

plates?



What 
opportunities 

could this new 
initiative bring to 
our work and our 

patients?

We could find 
solutions to 

problems and 
issues that 

we have had 
for years

I worry about some 
of the complexities 
of putting this into 
practice but, I like 

the concept of more 
collaboration across  
LEGs  and I am glad 

we are still very 
much focused on 
doing our best for 

patients.



How do these 
changes fit in and 

move the other work 
we’re doing forward? 

This builds on 
the work we 
have been 
doing to 
improve 
access

I like the way it 
sets us up to 

work even more 
closely with our 

community 
partners…



Questions
How are you feeling 

about this new 
approach? Do you have 

any concerns?

What kinds of 
responses might 
we get from this 
question?



Engaging People with your Questions
What opportunities 
might there be for 
improved patient / 

provider experience?

What kinds of 
responses might 
we get from this 
question?



Engaging People with your Questions
What has been most 

encouraging about what we 
accomplished to date? What 
else would you like to see to 

move us toward?

You can still 
probe for what is 
missing… but in 
a generative 
way.



Generative Questions
Whatever you are trying to generate more of…

(collaboration, engagement, quality, focus, optimism etc.)
Ask about it!

• Instead of… “what concerns do you have about this new policy?,” ask “what do you 
want make sure we generate and focus on as implement ______?”

• Instead of… “what barriers might there be for implementation?” ask “what might we 
be able to achieve for our profession and system if we get this right? What would it 
take to do this well?”

• Instead of “Why don’t we have the influence we want?” ask “What excites you most 
about the concept of growing our profile? What influence do you want to have?” “How 
could we bring that to life even in small ways?”



Generative Questions

• Opening of a Meeting
• What is one thing you are looking forward to as you think about this meeting?
• What would make the next few hours most worthwhile from your 

perspective?
• What would have you walking away feeling more confident?

• Exploring an Idea
• What do you value most about this idea?
• What benefit might this idea bring to ___?
• What will it take to make this idea successful?
• What do we need to consider as we think about making this idea a success? 



• Exploring Concerns
• What are you hoping to learn today that would help you feel more confident?
• What would help make this seem easier?
• What do you need to support you right now?

• Ending a Meeting
• What did you value most about our time together?
• What was most useful about our time together?
• What are you feeling more confident about?
• What are you looking forward to as you think about the next few months?
• What did we do here that you most want to make sure we do every time we 

meet?

Generative Questions



Practice with Generative Questions

• Working in pairs at your table, think about a conversation you have 
planned with a team in the next few weeks.  What one or two 
generative questions you could ask to create momentum?



Generative Planning



Listening for the generative 
frame… 

“We are not delivering on our academic goals. Our clinical work seems 
to be taking all our time and we are ignoring our academic 
responsibilities. What is wrong with our way of working? Why are we 
so out of balance?”
VS
“ I know we are all committed to doing our best for our patients and 
families while trying to balance bringing our best to teaching and 
research. What could we do to carve out time to bring our best to 
both? What promising practices in our groups or other LEGs could we 
learn from?”



Listening for the generative 
frame… 

“Electronic records are a mess. The way our patient portal works, 
sometimes patients can see test results before the providers get them. 
On a recent Friday afternoon, a family physician received an email from 
diagnostic imaging re: breast ultrasound that they were about to 
release the results online, and that there were issues in the screening. 
The family doc had to figure out what resources they could mobilize 
after hours because they knew the patient would be checking for 
results and would be very worried.” 
How would you frame this topic for a group planning improvements 
in this area?



What an Generative Planning 
Approach Looks Like

FRAMETM

• FRAME the topic / issue in a generative way
• AMPLIFY what is already working
• MOTIVATE – Imagine the ideal
• EXECUTE - Focus on what we need to work on to 

generate the future we want



Generative Planning – FRAMETM Process
FRAME the topic / issue in a 
generative way

“Exploring best practices for managing clinical and academic 
work”

AMPLIFY what is already 
working

“What could we do to carve out time to bring our best to 
both? What promising practices in our group or other LEGs 
could we learn from?”

MOTIVATE – Imagine the ideal ”In the ideal, what would you like to achieve in this domain, 
one year from now? What would you most like to be true?”

EXECUTE - Focus on what we 
need to work on to generate the 
future we want

What one thing could we do in the next 3 months to move us 
forward?



FRAMETM Exercise
Work through the model with a partner using an “issue” or problem 
you face.
FRAME the topic / issue in a 
generative way

AMPLIFY what is already 
working

MOTIVATE – Imagine the ideal

EXECUTE - Focus on what we 
need to work on to generate the 
future we want



Reflections
• How could you see using generative questions and a generative 

planning approach as a leader in the coming months?
• How might these approaches add value? 
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