Leader Guide
This guide is designed as a resource for small group leaders. It
accompanies Group Module 10 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.

**If timing becomes an
issue, identify (in advance)
just a few priority questions.
That way you can skip
others to make up time.

☐ DESIGNATE a time at top of sections.
☐ FOLLOW all instructions in each section and in the order given.**
☐ NOTE any ideas or examples you think of as you prepare for this session.
Make sure you model ending with your fully completed action plan.
☐ GATHER all supplies you need. If there is not a white board in the room,
consider taping paper on the wall to record notes of any discussion.
NOTE: This technique (using paper to record notes) is a visual way of
recording discussion ideas and being able to redisplay those ideas in
another location or at a future meeting.
☐ SEND a confirmation email a week prior to the group session to remind
all participants
of support
the upcoming
EMAIL
SAMPLE: To
you in session.
preparing your team for its upcoming
training program. You are the primary model for the commitment and
enthusiasm you are creating for this work.
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 to roll at (Time) because we
have a lot of ground to cover.
Don’t forget to:
•

1.
¨

Bring your binder! You should have the materials from your most
recent individual training sessions with you and all assignments
completed. We’re going to continue the conversation since there’s so
much to review and make relevant so we can determine how we will
turn this information into resources going forward.
Review your two individual modules and complete your postsurvey. Your feedback and “ah-has” are valuable to mentors who
guide me and to me as your group leader! Plus, if you’ve already
been thinking about this stuff, you’re ahead of the game!

Let me know if you need anything from me in order to be well prepared to
participate in our group session.
See you soon!
(Your name)
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Section 2: Getting Started

TIME: ______ min

GOAL: Set the stage for the participants. Ensure they understand what they are about to do and why.
My Notes

Key Points

• Our purpose and values are always of highest priority
• Each person’s commitment to get something from the training is key
• Set expectation each person records and owns his/her ahas and next steps

Suggested Questions

1. Why is our purpose key?
2. What’s one example of you causing it?
3. One of the 8 Values that Build Trust is
Recognition.** When is it hard to live this?
4. Will you commit to one next step today?

Actions
☐ POST your company’s purpose and core values.

¨ SUGGESTION: Use a recent
visual - responsibility chart, the
new model image (the one with
the house), or the four control
models contrasting with a
responsibility model to remind
people you are moving from a
control to a responsibility model
and are purpose-focused.
**Recognition is acknowledging
and appreciating strengths,
gifts, and differences in order to
build self and group esteem and
openhearted teamwork.

☐ REINFORCE your company’s purpose and values. Encourage each
participant to participate in a brief review of Suggested Questions.
☐ ASK participants to express what they hope to gain. Share example.
☐ READ all Key Points above.
☐ SHOW the Introduction and What Will We Review slides.
¨ FOCUS: How to use communication to build trust and teamwork.
¨ TIP: Demonstrate full commitment in all you do. Your intention and

modeling matters more than any other contribution you could make.
TIPS FOR AN EFFECTIVE SESSION SHARE THE FIRST 4 OF THESE WITH THE TEAM.
1. I encourage you to speak in first person (use “I”). When you don’t, I’ll say “first person” so you do.
2. I want you each to “stay in your own yard,” sharing your experiences, opinions, ideas, and feelings.
3. I encourage you to participate and take initiative in doing so.
4. Keep your answers brief. If you see me doing “time out” gesture, refocus and be concise.
-

Practice with another person before attempting to lead the group in exercises or demonstrations.

-

Start on time with those who arrive in a timely manner to establish an expectation. Ask for timeliness.

-

Watch the clock or have a designated timekeeper track progress.

-

Allow group members to do as much of the talking as possible. Instead of telling them, ask questions
to help them arrive at key points themselves. Let them know they are all leading with you.
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Section 3: Reviewing Mechanics: SIGNIFICANCE Goal TIME: ______ min
GOAL: Participants gain awareness about the mechanics of the mistaken goal of Significance.
Key Points
•
•
•
•

My Notes

Significance includes scarcity thinking (low love); people feeling unworthy
This person does not look like they lack confidence or fear being a burden
This person repels others more than most forms of misbehavior
It’s easy to be triggered by a person in this goal of significance because we
all have some fear we are “not ok” or “not enough”

Suggested Questions

1. What feelings do recipients feel?
2. What is the SUGAR for this goal?
3. What are the underlying needs?
4. What’s different in insecure and angry?
5. What thoughts do you think initially?

**As a leader, you decide if
responses are “correct.”
Sample responses have been
provided to you in the Redirect
workbook key; however, keep
in mind that participants may
give similar or other answers,
and they may not be exactly
the same responses.

Actions
☐ SHOW The Significance Goal slides. Stop here.
☐ READ all Key Points above.
☐ ASK all Suggested Questions above.
☐ SHOW 4 Presentations of Misbehavior slide.
☐ DIRECT all to 4 Presentations of Misbehavior in workbook. (page 29)
☐ DIRECT all to Redirect Scenarios in workbook, starting on page 5.
☐ READ Mental Reminders for this goal before starting scenarios:
☐ DISCUSS answers written on pages for goal of Significance.**
☐ ASK everyone to share (go around the room). Thank each.

Mental Reminders for Significance Goal
•
•
•
•
•
•
•
•
•
•

This person believes if we didn’t need him or her, we wouldn’t want them.
This person feels painfully inadequate despite how they appear.
This person believes there’s not enough love and caring to go around.
I will feel great when I redirect this person’s mistaken goal and he or she uses his/her gifts in cooperation.
What I do now can help the entire room to grow in character.
I have control over me and I will be the primary influence rather than the reactor.
I am a good leader who cares about the lives and growth of those I lead.
I am a powerful redirector when faced with a discouraged adult or child.
I can handle this situation. It’s ok to slow down, breathe and take my time.
Remaining calm and remembering the goal are the most helpful things I can do.
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SIGNIFICANCE Goal Scenarios

TIME: ______ min

Scenario 1:
Three employees each present new marketing strategies to management. The first two share theirs. Then the
third employee stands up and says, “I’m glad I finally have the opportunity to present my strategy. While the
others before me made a decent attempt, after my presentation, it will be abundantly clear I’ve not only addressed
holes in their plans, but hands down, you’ll see I have the strongest understanding of our market and customers.”

Scenario 1 Questions (READ ALL ANSWERS IN ORANGE BELOW after they share).
1. What presentation of misbehavior is this?

Active Destructive (could be argued as constructive, too)
Answer: _________________________________________________________________
Because he is actively saying and doing things to underHow do you know?__________________________________________________________
cut his colleagues and hurt the team. (But he acts like he’s serving client.)
___________________________________________________________________________
2. What sugar or knee-jerk behaviors (reacting) might you do if you got caught up in the mistaken goal?

You want to completely close down to his ideas even when they are good. You find holes in
Answer: ______________________________________________________________________________________
his plans. You compare him to others unfavorably. You determine to take him down a peg or two.
_____________________________________________________________________________________________
3. What would redirecting (responding) look and sound like?
Redirect Step 1: Think a new thought (that does not support this person’s mistaken fearful belief).

This person is ok and wanted.
_____________________________________________________________________________________________
Redirect Step 2: State the person’s assets, gifts and strengths (in a specific way).

“You are very knowledgeable about _______. We hired you because_______”. You have a
Answer: ______________________________________________________________________________________
strong understanding and skillset to help with_______”. (State specifics in all these.)
_____________________________________________________________________________________________
Redirect Step 3: Mirror his or her words and ideas.

“You want me to recognize you have a strong understanding of our market and customer. You
Answer: ______________________________________________________________________________________
want me to see that your plan is the most complete and likely to succeed. You feel confident.”
_____________________________________________________________________________________________
Redirect Step 4: Guide him or her to be a team player, rather than compete.

are a high performer. Your strengths can make us all stronger, but only when you help to
Answer: “You
______________________________________________________________________________________
strengthen everyone on the team. How can you help each of us to be as strong and confident as you?”
_____________________________________________________________________________________________
4. Note: How might this person up-the-ante when you Redirect?

“I’m not paid to mentor and guide the rest of the team. They’re big boys and girls.”
Answer: ______________________________________________________________________________________
Redirecting this move might look/sound like:

“I can see you feel this is not your responsibility. I’m asking you to make it one. You have some
Answer: ______________________________________________________________________________________
very important strengths and the ability to help us all rise. This is crucial to our long-term success.”
_____________________________________________________________________________________________
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SIGNIFICANCE Goal Scenarios (Cont.)

TIME: ______ min

Scenario 2:
Jim has come up with an absolutely stellar idea that could build a stronger connection between his company and
its customers. He asks his manager to be a sounding board when preparing for a meeting with the CEO. Just when
Jim is ready to pitch his idea, his manager comes through the door uninvited, saying, “Jim here has quite the
ambitious idea, as many idealistic young people often do. I thought I should be here to make sure he keeps his feet
planted in reality so we don’t end up wasting time or money on something that is sincere but overzealous.”

Scenario 2 Questions
1. What presentation of misbehavior is this?

Active Constructive
Answer: ________________________________________________________________
Because his manager demeans him and disrespects him in
How do you know?__________________________________________________________
a very overt, direct way, but acts as if he only has good intentions in mind.
_______________________________________________________________________
2. What sugar or knee-jerk behaviors (reacting) might you do if you got caught up in the mistaken goal?

Boss may want to protect Jim. Boss and Jim may want to kick manager out of the meeting.
Answer: ______________________________________________________________________________________
Jim
may become discouraged, defensive and attack. Everyone feels and acts less inspired and tense.
_____________________________________________________________________________________________
3. What would redirecting (responding) look and sound like?
Redirect Step 1: Think a new thought (that does not support this person’s mistaken fearful belief).

This person is ok and important to the success of our team.
_____________________________________________________________________________________________
Redirect Step 2: State the person’s assets, gifts and strengths (in a specific way).

bring so much experience. Like the time you______. And when you did_______. You do
Answer: “You
______________________________________________________________________________________
realize
you may not have been able to do so if we had judged you too young and idealistic, right?”
_____________________________________________________________________________________________
Redirect Step 3: Mirror his or her words and ideas.

“Yes, but in this case, Jim’s ideas really are too far-fetched and may even be costly to allow.”
Answer: ______________________________________________________________________________________
Redirect Step 4: Guide him or her to be a team player, rather than compete.

“You have so much to offer Jim and the rest of the team. We need your perspective, but need
Answer: ______________________________________________________________________________________
to receive it in encouraging, receptive and supportive ways. Can you adjust to help us with that?”
_____________________________________________________________________________________________
4. Note: How might this person up-the-ante when you Redirect?

“Clearly you don’t see the value of what I’m trying to do for this company and all of you.”
Answer: ______________________________________________________________________________________
Redirecting this move might look/sound like:

“You have so much skill and knowledge. Helping us to bring up strong leaders is the most
Answer: ______________________________________________________________________________________
important contribution you can make. I need you to develop Jim with encouragement and receptivity.”
_____________________________________________________________________________________________
_____________________________________________________________________________________________
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SIGNIFICANCE Goal Scenarios (Cont.)

TIME: ______ min

Scenario 3:
A staff member is instructed by her manager to gather employees and organize a luncheon for several dignitaries.
She passes this responsibility over to the interns, saying to a teammate of her boss, “Surely he didn’t hire me to
waste my skills and education choosing table linens, menus and playing hostess.”

Scenario 3 Questions
1. What presentation of misbehavior is this?

Passive Destructive
Answer: _________________________________________________________________
Because this person dropped responsibility for this task,
How do you know?___________________________________________________________
outcomes for it may be compromised and jeopardized in many ways.
______________________________________________________________________
2. What sugar or knee-jerk behaviors (reacting) might you do if you got caught up in the mistaken goal?

Someone may fire this person. People may gossip about her, put her down, saying
Answer: ______________________________________________________________________________________
how ungrateful she is. She may get the reputation as someone who’s “entitled, arrogant”, etc.
_____________________________________________________________________________________________
3. What would redirecting (responding) look and sound like?
Redirect Step 1: Think a new thought (that does not support this person’s mistaken fearful belief).

This person is ok and valuable just as he/she is.
_____________________________________________________________________________________________
Redirect Step 2: State the person’s assets, gifts and strengths (in a specific way).

“You are trusted with the important assignments because you have the ability to achieve
Answer: ______________________________________________________________________________________
success when it is most critical we do so. I saw this when you were tasked with_______ .”
_____________________________________________________________________________________________
Redirect Step 3: Mirror his or her words and ideas.

“You think the boss is wasting your education and skills and that this assignment is beneath
Answer: ______________________________________________________________________________________
you. I see it was given to you because it requires finesse and experience.”
_____________________________________________________________________________________________
Redirect Step 4: Guide him or her to be a team player, rather than compete.

“Your oversight in this task is one way to best teach new employees who look up to you
Answer: ______________________________________________________________________________________
that results are what our leaders get, and that results supersede image, title, experience or role.
_____________________________________________________________________________________________
4. Note: How might this person up-the-ante when you Redirect?

any yo-yo could do this. I don’t know what he thinks my involvement would add.”
Answer: “Clearly
______________________________________________________________________________________
Redirecting this move might look/sound like:

“You are a representative of more than simply skill. You represent excellence. You are being
Answer: ______________________________________________________________________________________
asked to provide modeling and direct knowledge not possible from others to secure our future success.”
_____________________________________________________________________________________________
_____________________________________________________________________________________________
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SIGNIFICANCE Goal Scenarios (Cont.)

TIME: ______ min

Scenario 4:
You and your colleagues are working on an important project. There is a pertinent piece missing you need from an
engineer. When you ask him for it, he says, “Don’t worry your pretty little head like this. You’re just making more
trouble for yourself than necessary. I’d help you out, but unfortunately, there is no way you’d be able to incorporate
my schematic. It would be way over your head and just frustrate you. I suggest you simplify your plan.”

Scenario 4 Questions
1. What presentation of misbehavior is this?

Passive Constructive
Answer: ________________________________________________________________
Because this person refuses to support you, he/she keeps
How do you know?__________________________________________________________
people small and less competent.
_____________________________________________________________________
2. What sugar or knee-jerk behaviors (reacting) might you do if you got caught up in the mistaken goal?

Get angry and call this person names, like “jerk” or “chauvinist”. You might gossip about him.
Answer: ______________________________________________________________________________________
You might give up on teamwork with this person. You may sabotage or find a way to make him wrong.
_____________________________________________________________________________________________
3. What would redirecting (responding) look and sound like?
Redirect Step 1: Think a new thought (that does not support this person’s mistaken fearful belief).

He is important and valued for who he is and not just for what he knows or does.
_____________________________________________________________________________________________
Redirect Step 2: State the person’s assets, gifts and strengths (in a specific way).

“I am here because you have specialized knowledge. You have the missing piece in our work.”
Answer: ______________________________________________________________________________________
_____________________________________________________________________________________________
Redirect Step 3: Mirror his or her words and ideas.

“You think that the information I want from you will be over my head, and you want to spare
Answer: ______________________________________________________________________________________
me pain and discouragement. I appreciate that.”
_____________________________________________________________________________________________
Redirect Step 4: Guide him or her to be a team player, rather than compete.

“Your faith in me and providing me information I seek would go a long way towards supporting
Answer: ______________________________________________________________________________________
me in growing in knowledge and competence. You are the only one to provide this opportunity to me.”
_____________________________________________________________________________________________
4. Note: How might this person up-the-ante when you Redirect?

“Sorry, sweetheart, but I don’t have time to babysit you.”
Answer: ______________________________________________________________________________________
Redirecting this move might look/sound like:

“I get it. You don’t want to be saddled with responsibility for teaching me. At minimum, will
Answer: ______________________________________________________________________________________
you provide information I seek, because I can’t do this at all without that support from you?”
_____________________________________________________________________________________________
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Section 4: The Change Process

TIME: ______ min

GOAL: Participants learn about and apply compassion, especially during periods of unconventional change.
Key Points
•
•
•
•
•

Consciously unhelpful or incompetent is a stage we judge harshly
This stage is natural and will organically shift with self-acceptance
Changes to being helpful and competent should be authentic vs. simulated
Being patient and allowing time during transitions is very important
Everyone makes sense and deserves compassion

Suggested Questions

1. Why does this chart matter?
2. What is the difference between authentic
change vs. simulated change? (3rd bullet)
3. Why do we engage in consciously
unhelpful/incompetent actions?
4. Remember being judged. Did it help?

My Notes
**Have 3 or 4 people answer
***1. Unconsciously unhelpful,
incompetent: Example - Robert’s
Mom.
2. Consciously unhelpful and
incompetent: Example - Share
one you have about yourself
3. Consciously helpful and
competent: Example - When we
redirect; in the early days.
4. Unconsciously helpful and
competent: Example - You drive
home without remembering
how.

Actions
☐ SHOW The Change Process slide. Briefly review this (see notes***).
☐ READ all Key Points above.
☐ ASK all Suggested Questions above.
☐ DISCUSS all for a total of 5-10 minutes; it should be plenty of time.
¨ FOCUS: The point of this activity is to promote self-awareness

(which is shut down whenever there is negative judgment or fear
of punishment, even internally) and encourage curiosity instead.
This leads to organic, authentic and healthy self- and relationshipmanagement. (social and emotional).

Page 8
Copyright 2018 by LifeWork Systems

Section 5: Disclosing The Goal

TIME: ______ min

GOAL: Participants learn productive, healthy, trustworthy ways to effectively and directly confront poor behavior.

Key Points
•
•
•
•
•
•

Sometimes poor behavior is so chronic you must directly confront it
Most believe confronting = harshness; doesn’t bring about positive change
You are confronting beliefs and systems, not persons or character
The point of disclosing goals is to have conversation that fosters empathy
Confronting poor behavior is often frightening for all parties
Remember: Do NOT disclose a goal while a person is in it

My Notes

Suggested Questions

1. Why do we fear confronting misbehavior?
2. Why do both people assume pain/attack?
3. How can we gain the courage to confront?
4. Why are simple questions used in the tool?
5. Will you practice and use this crucial tool?

Actions
☐ SHOW The Disclosure slides.
☐ READ all Key Points above.
☐ ASK all Suggested Questions above.
☐ INVITE a volunteer to bring a real issue to the front of the room (an
example of chronic misbehavior). This need not be work-related and
should not include names, etc. Have an example to give to two volunteers
if no one steps up to volunteer at the session. Give people time to think
and gather courage.
¨ TIP: Make sure to pick volunteers who are patient, empathetic and

kind to model this. Just seeing this done well imprints on participants
so they have a new image of what confronting can be like when it’s
trustworthy, compassionate and caring.
¨ DISCLOSURE STEPS: (below)

Step 1: (Raise issue) Ask a question directly about the behavior - “Why do
you think you____(interrupt me when I’m leading the meetings)?
Step 2: (Ask permission) - “Would it be ok if I told you what I think it might
be?” (This question does not presume or accuse.)
Step 3: (Name goal in next question) - “Could it be you want attention?”
Step 4: (Create empathy). Either role-play or ask questions of the person
in order to lightly step into your shoes so he/she feels what you feel –
Ask, “How does that make you feel?” (This promotes social
awareness/social interest.)
Step 5: Co-create an appropriate way to satisfy the reasonable aspects of
the goal the person is in.
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Section 6: The Redirect Chart

TIME: ______ min

GOAL: All are given a little time to discuss, memorize and recall some of - or the entire - redirect chart.
Key Points
• RNB** is not difficult. You get an app but memorizing the chart helps a lot
• Redirect is highly effective if you take the time to learn and use it
• Don’t be afraid of getting a goal wrong. If you do, no harm will be done
because all redirect steps are harmless. If 1st attempt is ineffective, try 2nd
• When you redirect, both people are healed of the limiting beliefs of a goal

My Notes
RNB** = Redirecting Negative
Behavior.

Suggested Questions

Actions

1. Why is it sometimes helpful to have three
people for practicing redirect?
2. What are the three roles?
3. Why is it important to change your thinking
ASAP once you recognize a mistaken goal?
4. Why does it help to look at the results
column?

☐ SHOW The Redirect Chart slide.
☐ READ all Key Points above.
☐ ASK all Suggested Questions above.
☐ IDENTIFY 1/5 of the room at a time (whatever that number – e.g. 3)

☐ INSTRUCT the first team selected to focus on and remember the first
row about mistaken goal Attention.
☐ INSTRUCT the next 1/5 to focus on and remember the row about the
second goal, etc., until all five goals are assigned to small groups.
☐ ASK all participants to look up the completed redirect chart (pg.28).
☐ ALLOW one minute for everyone to review his or her goal row.
☐ INSTRUCT all participants to shut their books after one minute.
Have a blank chart on the wall and have everyone in the room try to
fill in each blank, only relying on the ones who studied a particular goal
row if there are blanks no one else can remember for that goal.
¨ TIP: Have fun with this and keep things lively and quick. People will

be expecting to answer about the row they studied and will be
surprised how many blanks they may remember from other goals
without realizing they do. The others in the room will be at the ready
to help.
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Section 7: Role-Playing Redirect (LIVE)

TIME: ______ min

GOAL: Participants get down to the serious business of applying all they have learned in real-time.
Key Points

My Notes

• Redirect is not a generalized nor solely intellectual process. It’s dynamic**
• Redirect is a little scary the first few times you try it
• People are uncomfortable role-playing, but do it anyway. Stop making
comfort such a high a priority that you can’t learn this important tool
• You learn redirect by doing, hearing and seeing it, so help each other often

**Dynamic means it can only be
diagnosed in an actual scenario
(using intellect WITH feelings),
not a fictitious or general one.

Suggested Questions

Actions

1. Why do we resist and resent role-playing?***
2. Do you have a relationship that will make the
discomfort of learning redirect all worth it?*
3. Are you ready to practice the mechanics of
redirect real-time? (Take a pulse – you’ll be
clarifying each step over the next slides)

☐ SHOW the intro slide for Steps for Redirecting.@
Before starting…
☐ READ all Key Points above.

***We loved pretending and
play-acting as children!
*Have each share with partner.
@ You will eventually play 11
more slides one at a time
time, bringing up a volunteer
right away. You will act out
each step/slide with him or
her. After each directive is
acted upon, hit continue until
you come to the end of the
Redirecting process (12 slides
total, including introduction
slide, 14 steps altogether).

☐ ASK all Suggested Questions above.
☐ SEEK for a first volunteer who has a real incident he or she is willing to
share with the group in order to role-play redirect. This need not be workrelated and does not require names or conditions that makes anyone
targeted. Wait patiently until someone steps up. THIS MUST BE A REAL
INCIDENT. Model quick and easy (2-3 minutes). Don’t get bogged down.
¨ CAUTION: Make sure you practice the redirect process with a

LifeWork consultant or another leader on your team before this group
session. The more confidence/practice you have, the better you’ll do.
¨ CLARIFICATIONS:

Step #4 is Script the Incident. This is asking them questions like,
“What did you say?” “What did they say?” What happened next?”
so everyone has the picture of what went on.
Step #7 is Commitment to Role Play. This is when the volunteer
plays the role of the misbehaving person and you demonstrate
what redirect looks like.
Step #11 is Practice Redirect. During this step, the volunteer
changes places with you and plays the role of the redirector while
you play the part of the misbehaving person.
¨ FOCUS: This is intended so you model redirect first, then volunteers
try it on upon the heels of demonstration and brainstorming.
☐ REPEAT with new volunteers. (You should have time for 2-3 examples.)
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Section 8: Wrap – Up (It Just Got Real)

TIME: ______ min

GOAL: Participants leave the program with concrete plans to take action within 24 hours.
Key Points

My Notes

1. People do not sustain real or lasting change without discussing what is
newly learned and committing to take next steps individually and as a
group within the next 24 hours.
2. Speaking and listening mindfully, making accountable requests and
agreements, working through frustrations, addressing issues rather than
avoiding them, and consciously encouraging one another, all directly build
successes of every kind.
3. As a leader, it is crucial that you help staff identify and adopt concrete
ways to keep this information and the tools herein alive and viable.

Suggested Questions
1. What will you do?
2. Would an accountability partner help?

Actions
☐ ASK participants to record/share ahas on their Action Planning sheet.
☐ ASK participants to identify a next step or action regarding this tool.
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It Just Got Real!
Name ____________________________________________

Date _____________________

A-Ha Idea

1

Next Step

Resources (What will help you overcome the above challenge or barrier?)

A-Ha Idea

2

Next Step

accountability/support
Resources (What willan
help
you overcome the above challenge or barrier?)
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