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Familiarity with Appreciative Inquiry? 

Level 0: Wait, 
What?

AI? I thought 
we were 

here to learn 
about 

artificial 
intelligence.

Level 1: AI-
Curious

I've heard of it, 
and I'm here 
to find out 

what all the 
buzz is 
about.

Level 2: AI-
Friendly

I know the 
basics and 
I've started 

to use some 
of it in my 

work.

Level 3: AI-
Enthusiast

I use it 
regularly and 
I'm ready to 
go deeper.



Our Flow

What is Appreciative Inquiry? 

3 Core Ideas & How to put them into practice 

Appreciative Inquiry’s 5-D framework for leading change that 
sticks 

Reflections & Questions 



Across roles, industries, 

and teams—we’re all 

working to create value 

and make meaningful 

contributions.



Problem-Solving 

Creates value by…

Helping us see what’s 
missing, broken, or at risk.

Pointing to what 

needs fixed.

Telling us what to avoid—
but not what to grow.



Appreciative Inquiry 
Creates value by…

Helping us see what’s 
working, energizing, and 

full of potential—
and what we can grow.

Not ignoring problems, but 
starting by building on 
assets and strengths.



Both Add Value in Different Ways





40+ Years of Impact around the Globe
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The Global Hub for Appreciative Inquiry



• It’s just positive thinking 

•We can’t talk about problems

• It’s one specific method that 
always looks the same 



Appreciative Inquiry’s 3 Core Ideas 

Every system has 
something that’s 

working

Asking questions create 
change

We move in the 
direction of what we 

focus on



Core Idea #1
Every System Has Something 

that is Working
Our Deficit Default & the Alternative



If you were to shine a spotlight on 
something that’s working in your team or 
work life right now, even in the midst of 

complexity, what would it be?





Our Unwritten Rule

“Fix what’s wrong. 
The rest will take care of 

itself.”

Research, media and even our 
meetings reinforce a deficit mindset

spotlighting problems instead of 
possibilities.



“The mind is like 
Velcro for negative 

experiences and 
Teflon for positive 

ones.”   

~ Dr. Rick Hanson





Once upon a time… Same data. Two rooms.



The first room: What's broken? The second room: What's working?



How are you so upbeat? 
Did you see this data?



Every system has something that's working.
The question is whether you're looking for it.



Implication for your work 

Starting with what's already 
working isn't ignoring the 
hard stuff. 

It's finding the foundation 
you can actually build on.



Core Idea #2: 
Asking Questions Creates 

Change
Our Most Underestimated Leadership Tool



What are you going to 
eat for dinner?



QUESTIONS 
HIJACK OUR BRAINS



Under the Hood in our Head…

Questions trigger a mental 
reflex known as 

instinctive elaboration. 

When a question is posed, it 
takes over the brain’s thought 

process.  And when your brain 
is thinking about the answer to 
a question, it can’t contemplate 

anything else.”
https://www.fastcompany.com/306834 1/want-to-know-what-your-brain-does-when-it-hears-a-question

“



Not All Questions Are Created Equal



Manager A asks: “Do you think you’re ready 
for this level of responsibility?”

The team member hears doubt. They 
second-guess themselves, play it safe, 
and withhold ideas. Confidence 
drops—and performance follows.

The Tale of Two Managers

Manager B asks: “What strengths do you bring to 
this project? Where do you want to stretch and grow? 
And how can I support you?”

The team member feels seen. They speak 
up more, take initiative, and look for growth 
opportunities. Performance improves—and 
the leader’s belief is confirmed.



Generative Questions 
“Open” our Lens



Questions That Often Close Down Questions That Open Up

“What’s our weakest performing area?”
“Where do we have the most room for growth and 
learning?”

“Who’s to blame for this?”
“What can we learn from this to do better next 
time?”

“Why aren’t we where we should be?”
“Where have we made progress—and how can we 
build on it?”

“Do you really think we can pull this off?”
“What strengths do we have that make this 
possible?”

“What’s keeping people from showing up?”
“When are people most engaged—and how do we 
invite more of that?”



Every Question Points Us in a 
Direction



More of (not less of)?

To start (not stop)?

To create (not remove)?

To support (not prevent)?

To reinforce (not weaken)?

To APPRECIATE in VALUE 

From Jackie Kelm: Appreciative Engagement

If Every 
Question is an 
Intervention, 
Ask What You 
Want…



Questions Point the Way

Why are the 
baggage 
handlers 
losing so much 
baggage? 

How can we 
recover lost 
bags at 
lightening 
speed? 

How can we 
create 
outstanding 
arrival 
experiences? 





Core Idea #3: 
We Move in the Direction We 

Focus On
Energy Follows Attention 



”Don’t Hit It Into the Woods”



“This project will probably 
fall apart like last time, so 

let’s just be ready for 
damage control.”

“Let’s picture the 
moment we launch this 
project successfully—

what will we be proud of, 
and what are the actions 

that helped us get 
there?”



What Can a Bowling Study 
Tell Us About Change Leadership?

• One Group Got Feedback on 
their “Progress Moments”

• One Group Got Feedback on 
their “Mistakes”

Who Improved?  By How Much?



Both Groups Improved…

But the “positive feedback” 
group improved 100% more 
than the “negative” group.



Implication for your work 

What gets airtime 
becomes the 
story. 



The 5-Ds: A Framework for Change

Define

Discover

Dream Design

Deliver 



The 5-Ds: A Framework for Change

Define

Discover

Dream Design

Deliver 

What do we want 
to learn, improve, 

or create together?



The 5-Ds: A Framework for Change

Define

Discover

Dream Design

Deliver When have we 
been at our best?

 
What’s working? 

What can we learn 
from others?



The 5-Ds: A Framework for Change

Define

Discover

Dream Design

Deliver 
What future do we 

want? 

What’s possible if 
we build on our 

strengths? 



The 5-Ds: A Framework for Change

Define

Discover

Dream Design

Deliver 

How might we begin 
to move forward? 



The 5-Ds: A Framework for Change

Define

Discover

Dream Design

Deliver 

How do we build 
momentum?

How do we track 
progress? 

 



Case Example: 
Dealer Tire’s Inclusive Leadership Journey



Dealer Tire: The 5-Ds In Real Life

Define

Discover

Dream Design

Deliver 

What does inclusive 
leadership mean to 

us and how can it be 
enhanced at Dealer 

Tire?

People reporting a 
lack of feeling 

included 



Dealer Tire: The 5-Ds In Real Life

Define

Discover

Dream Design

Deliver 

Reflecting on what 
inclusion means to you 

personally, when in 
your past experiences 
is a time when you felt 

included? 

What actions did 
others take?

From your perspective, 
what is Dealer Tire 
currently doing to 
foster an inclusive  

organization? 



Dealer Tire: The 5-Ds In Real Life

Define

Discover

Dream Design

Deliver 

Imagine that it is 2027 
and Dealer Tire has 

become recognized as a 
leader in workplace 

inclusion. 

What specifically has 
happened make you 

feel this way?  

What are you and 
others doing now?



Dealer Tire: The 5-Ds In Real Life

Define

Discover

Dream Design

Deliver 
Reflecting on your 

images of the future, 
what are 1- 2 small 

actions you will
take to help foster a 

more inclusive 
workplace for others 

across Dealer Tire?



Dealer Tire: The 5-Ds In Real Life

Define

Discover

Dream Design

Deliver 

Ongoing Work: 
• Expanding the 

recruiting pool
• Setting specific inclusion 

goals & metrics 
• Examining benefits 

packages for equity
• Creating trainings on 

specific leadership 
development topics 
(communication, etc.)



Closing Reflection + Commitment

What’s one 
appreciative question 
you want to start 
asking more often?



More Resources to Explore



Thank You!
Godwin@Champlain.edu

mailto:Godwin@Champlain.edu
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