Leader Guide
This guide is designed as a resource for small group leaders. It
accompanies Group Module 1 of the eLearning Series,
Your Extraordinary Workplace.
Prepared for you by:
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Section 1: Before You Begin
☐ COMPLETE all of your individual training sessions and homework.

My Notes

☐ NAVIGATE through your entire group module at least one time. Ensure
you have the required technology in working order and understand each
section and it’s questions.
☐ DESIGNATE a time at the top of all the sections in this leader guide.
☐ FOLLOW all instructions in each section and in the order given.
☐ ANSWER all answers yourself so you are ready to give them as an
example.
☐ SEND a confirmation email a week prior to the group session if you wish.

EMAIL SAMPLE: (This is optional)
Hi everyone!
I’m looking forward to seeing you all on (Day, Date) for the next LifeWork
Systems session. Please be on time and ready because we have a lot of
ground to cover. Don’t forget to:
•

Bring your completed workbook.

•

Let me know if you need anything from me beforehand.

I look forward to seeing you soon!
(Your name)

¨
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Section 2: Getting Started (To be done BEFORE you start modules)

TIME: ______ min

Actions

My Notes

☐ POST your purpose and core values (including trustworthiness).

**PRE-WORK: Go to your

☐ READ section GOAL: “My goal for this section is to set the stage for
this session.”

client lead handbook (in preproject modules – video 1,
materials) and look at ideas in
the section entitled “Alternative
ways to communicate about
purpose and values.” Determine
your idea for how to reinforce
purpose and values.

☐ REVIEW the following 4 helpful tips for sharing in the group:
1.
2.
3.
4.

Speak in first person (use “I”). I’ll say “first person” if you forget.
“Stay in your yard,” share your experiences, opinions, feelings.
Take initiative in participating. Don’t wait to be called on.
Keep your answers brief. If not, I’ll do “time out” gesture.

* Honesty when violated, is

☐ READ About Purpose
Our purpose is always the highest priority. Purpose is the #1 priority because
it is an agreement we make about what we ALL choose to cause for
ourselves and for others. Purpose helps us connect to our intrinsic (internal)
motivation for WHY we are engaging in this group session and in this culture
model. I ask you to intend to learn all you can and commit to take action.

stealing or lying. Honesty is not
the same as disclosure.

☐ READ About Values
Values are the behaviors and ways or states of being that we engage in so
that we CAN and WILL achieve our purpose.

☐ REINFORCE purpose and values using your idea from **PRE-WORK
☐ REVIEW One of the 8 Values that Build Trust (under trustworthiness) is
honesty* (read the definition of this in the notes). Ask, “When is it hard to
exercise this trust behavior?”

☐ START the training modules.
¨ TIPS for you to remember as the group facilitator:

1. Demonstrate full commitment in all you do. Your intention and
modeling matter greatly!
2. Start on time. Ask for timeliness from the team.
3. Watch the clock to meet the times you’ve allotted for each
section, or have a designated person track that time for you.
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Section 3: Human Systems

TIME: ______ min

Actions
☐ SHOW up to Human Systems slide.
☐ READ section GOAL: “My goal for this section is that you
understand that with changes in society, we must have changes in
our human systems.”
☐ READ About Human Systems
Human systems are how we think, speak, feel and behave. Our human
systems should be evolving, but they have not kept up with social
changes.Too often people still operate from survival and fear. These
must be replaced by freedom AND responsibility. An example:
Millennial employees often job hop because they want freedom,
life/work balance, respect and power. Then they get pegged as
entitled. What’s needed for everyone is a culture of freedom WITH
responsibility. Unfortunately, most leaders don’t know how to create
this or develop leadership in others so they are good at being
Actions
responsible.
☐ SHOW Personal Responsibility and “When I betray me…” slides.
☐
☐ASK
READ
theBud
following:
story out loud in its entirety or summarize using bullet
points**
1. How
have our human systems lagged behind with today’s needs?
☐ Name
PARTNER
everyone* up with one other and have them share their
symptoms.
to theculture
two questions
on page 12for
from
workbooks.
2. Isanswers
a workplace
change important
youtheir
individually?
As
Share
an
example
of
your
own
to
get
the
ball
rolling.
a team? Why?
3.☐ Do
you hear
DISCUSS
as aabout
groupnew workplace priorities from your leaders?
Others?
☐ ASK all Suggested Questions above.
☐ READ allthe
Key
Points above to end this section.
Emphasize
following:
¨ YOU are a crucial resource in an organization’s

My Notes
*One symptom is millennials.
They want to be able to lead
and follow and they want
feedback and support regularly.
*Another sample is a yard sign,
“Be a parent, not a friend.” This
illustrates belief in old-school
command and control system.
¨ CAUTION: Do not get bogged
down in a detailed
conversation. Discussion
should be generalized about
the need and rationale for
change. This conversation
sets the stage for the rest of
the session. Stay within the
time you have allotted.

health.

¨ OLD Model: Comply with management. Sometimes compliance
(without question) is necessary but should be rare. Old model has
low shared power, respect, and responsibility from staff.
¨ Leadership development must include purpose, values and trustworthiness as foundational to self-management
☐ FINAL WORD “It’s natural to upgrade things. We do it with
computers, cell phones and many other things in our physical world.
We should not be dismayed about updating and evolving our human
systems.”
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Section 4: Managing Relationships
Actions

TIME: ______ min
My Notes

☐ SHOW Relationships to Manage slide(s) one at a time. Pause at
each: 1. Self; 2. Authority Figures; and 3. Peers.
¨ NOTE: There are 2 question slides for each of the 3 relationships.
☐ READ section GOAL: “My goal for this section is to help you to
discuss and commit to manage three important relationships in
order to be an influential and effective leader.”
☐ READ Managing Relationships
When it comes to managing relationships we’d all rather focus on faults or
issues within other people rather than in ourselves. The reality is that when
it comes to being an influential leader in our own life and work, 83% of our
time should be spent ‘working on our own yard.’ This is crucial. Don’t fall
into the common belief that managing these 3 relationships is optional.

☐ DIRECT each to their session workbooks (pages 1-4).
SELF
☐ ASK 3-5 people to share their 1st
answer on page 2 on areas to
manage.
☐ ASK 3-5 people to share one of 4 answers to why
and how to manage on page 2
AUTHORITY FIGURES

¨ TIP: Keep all instructions short
and in allotted time. Make sure
follow-up and follow-through is
specific. Ask them to bring
decisions and results at their next
mentoring session.

A good sample of managing self:
No name-calling, such as “I’m
stupid” or “I’m highmaintenance” or “I’m longwinded.”
¨ TIP: Have your own samples
ready for each of the two slides for
all three relationships to manage,
including your next steps and when
you will complete them. In this
way, you model for them to do the
same.

☐ SHOW slide Stay in Your
Own Yard.

☐ ASK 3-5 people to share their
1st answer on page 3 on values to
manage.
☐ ASK 3-5 people to share one of 6 answers to why
and how to manage on page 3
PEERS
☐ ASK 3-5 people to share their 1st
answer on page 4 on values to manage.

☐ ASK 3-5 people to share one of 6 answers to why
and how to manage questions on page 4

☐ FINAL WORD “Most people
are surprised to realize they
need to be working on their
own self-management and
social management much
more frequently than they
likely do.”

Complete last two steps in Notes section
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GOAL: Participants recognize what is created when choosing control methods vs. mentoring responsibility.
Section
5: Employee Engagement
TIME: ______ min
Actions
☐ SHOW Employee Engagement slides.
☐ READ section GOAL: “My goal for this section is to help you
understand the impact of employee engagement on the health of the
organization.”
☐ READ About Employee Engagement
Disengagement is often high and costly and when it’s happening this is
always betrayal. Active disengagement makes any situation worse.
Disengagement is a symptom of limiting beliefs and low internal motivation.
When we are disengaged, we are in a reactive blind spot because we lack
awareness and responsibility.

☐ ASK the following questions (get at least two answers for each):
1. Do people try to fix problem situations?
2. Have you seen assumptions lead to people disengaging without
discussion?
3. How do you detect problems before they become or seem
insurmountable?
4. What’s required for authentic and open communication no matter
what?

☐ DISCUSS the current state of employee engagement in your
organization. (Keep this brief. Prepare a few of your thoughts ahead of
time and start conversation by sharing them.)
☐ ASK “Can employee engagement be improved here? If so, HOW?”
☐ FINAL WORD “When employees are fully engaged: people
participate, perform and produce. They think positively, communicate
effectively, act responsibly, and feel fulfilled. AND THEY ARE IN THEIR
OWN YARD.”
¨ NOTE: This discussion is critical, for it gives the rationale for the
change in human systems and the migration to a responsibility based
workplace culture. The discussion does not have to be a long
discussion. Just do your best to make sure the key points are made,
the psychological contract and steps to disengagement are all clear to
each person and that they begin to take ownership for doing things
differently no matter what the situation and players.

My Notes
Sample Answers
1. Often people avoid them
or only try briefly.
2. Example, a manager asked
a woman employee, “Is
everything ok between
us?” Her reply, “Actually, I
expect you to fire me any
day.” The manager had
failed to tell her she’d
passed her first 30-day
trial so she assumed bad
news.
3. By paying attention to
whether someone is on
their A-Game or is
resentful or seems like a
victim in their words or
body language – give
examples.
4. Faith in both people and a
desire for improvement.
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Section 6: Personal Responsibility

TIME: ______ min

Actions
☐ SHOW Personal Responsibility slides.
☐ READ session GOAL: “My goal for this section is to help you to
recognize when you or others are responsible or not.”
☐ READ About Personal Responsibility
Personal responsibility is not about behavior; it is about beliefs that are either
small and limiting or that are based in knowing you always have autonomy.
Other-directed behavior occurs when a person believes they have no choice
Self-directed behavior is accountable because people are fully aligned; their
thoughts, emotions, words, actions all line up. This has everything to do with
success. Success is not random. It is the result of being awake and at choice
This information is a key concept and central to our workplace culture.

☐ ASK the following questions (get at least two answers for each):
1. What is the significance of this chart?
2. How can this chart be used as a tool for communicating about
responsibility?
3. Why is it that when you are in other-directed, you are in a blind spot?
4. How do you recognize this and help?

☐ ENCOURAGE & ASSIGN (for later) that each person make copies of
the chart and practice until they can fill in all blanks from memory.
☐ DIRECT participants to open to workbook page 5 entitled Kinds of
People Worksheet and ask 2-3 to share answers they have written.
☐ FINAL WORD “An important connection for you all to make is the
connection between - other directed behaviors – resentfully
complying or rebelling and resisting, and how these are very
different from self-directed or accountable behaviors. Remember
that disengaged and actively disengaged behaviors are otherdirected and that fully engaged behavior comes from self-directed
thinking.”

My Notes
Possible Sample Answers
1. Responsibility comes from
our beliefs first and these
drive positive and negative
results, even though we do
not always consciously
choose to exercise our
autonomy.
2. One can ask someone, “Do
you think you are in otherdirected or self-directed?
How do you know? Listen
to their words, tone, etc.
3. Because you don’t know
what you don’t know. You
can’t see you are in a
power-under state of mind
and behavior.
4. Listening for resistant tone
of voice, body language or
words, I “ought to”, “have
to”, “need to”, “should” or
“can’t”
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Section 7: Wrap – Up (It Just Got Real)

TIME: ______ min

Actions
☐ SHOW Let’s Keep it Real slide.
☐ READ session GOAL: “My goal is to help you to leave this session
with an awareness of at least one ah-ha you have discovered and one
next step you will take.”
☐ READ About It Just Got Real
People don’t sustain real or lasting change without discussing what is newly
learned. Committing to sharing at least some of your ah-ha’s and take next
steps individually and as a group within the next 24 hours is crucial to longterm success. It’s also important to ask for and help to identify and commit to
concrete ways of keeping information, tools and concepts learned, alive and
viable. The most helpful thing you can do for yourself and others is to share
your ah-ha’s, your barriers, and your next steps. Your leaders can’t make
positive change to the culture without your support and participation.

My Notes

☐ READ the James Allen Quote and discuss the quote and question:
“Many men and women are anxious to improve their circumstances but
unwilling to improve themselves. “Are You Willing?”

☐ ASK each person to share very briefly about:
1. Share one new idea or ah-ha you gained from this session.
2. What is one next step you can take to absorb this information fully?

☐ FINAL WORD “As you consider what you have learned and your next
step, ask for support if you need it. Find a partner if it would help.
Let your leaders know if there is anything they can do to help that
they may not realize. Thanks for your dedication throughout this
entire meeting. You are valuable to this organization and to the
success of all of our people internally and those we serve. Thank
you!”

Page 7
Copyright © 2020 by LifeWork Systems

It Just Got Real!
Name

Date _____________________

1

Next Step

A-Ha Idea

2

Next Step

A-Ha Idea
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