Leader Guide
This guide is designed as a resource for small group leaders. It
accompanies Group Module 11 of the eLearning Series
Your Extraordinary Workplace.
Prepared for you by:
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Section 1: Before You Begin

TIME: ______ min

☐ 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 (To be completed before starting module)

TIME: ______ min

GOAL: Set the stage for the participants. Ensure they understand what they are about to do and why.
Key Points
• Purpose and values help create our reality and come from AI questions
• Your commitment to get something from the training is key
• I want you to set an intention to identify one next step – are you willing?

My Notes (write examples of
your answers here)
**Follow through is when one
does what one says one will do.

Suggested Questions

1. Why is our purpose appreciative?
2. What would it be like if we lived up to it?
3. One of the 8 Values that Build Trust is
Follow through** When have you done so
and it made a positive difference?
4. Will you commit to one next step today?

Actions
☐ POST your company’s purpose and core values.
☐ 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 by the end of the
session. Share an example of your own.
☐ SHOW the Introduction and What Will We Review slides. In these,
Judy reviews what participants will be doing and learning during this
group session.
¨ FOCUS: How to use communicate from strengths and successes.
¨ TIP: Demonstrate full commitment to all you do. Your intention and

modeling matter the most!
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.
Page 2
Copyright 2018 by LifeWork Systems

Section 3: Basic Concepts of Appreciative Inquiry

TIME: ______ min

GOAL: Create understanding about the basic concepts of Appreciative Inquiry.
.
Key Points
My Notes
•
•
•
•

AI is a powerful tool that is often unrecognized.
AI is an encouragement strategy and helps people feel the 4 core needs*
AI helps you access positive files often ignored
AI is a tool of focus; it colors our perceptions, setting off a chain of events

*Four core needs are:
Empowered, lovable, connected
and contributing

Suggested Questions

1. Do you believe in Appreciative Inquiry?
2. Where would AI help you to focus in a
more positive way at this time?
3. Do you want to be transformative like
an imaginal cell in a caterpillar? Why?

Actions
☐ SHOW the initial Definition of Appreciative slide.
☐ REINFORCE by asking participants to share what appreciative
questions they wrote on page 2 in their workbooks.
☐ SHOW the next three slides on AI principles
and assertions.
☐ ASK them to share their answers from page 4.
☐ INVITE participants to discuss their initial
reaction to the basic concept of AI – to the
idea that what they imagine matters to the
outcome of things.
☐ SHOW slides What’s Different About AI? and Are You An Imaginal?
☐ ASK participants the Suggested Questions
☐ READ all Key Points to end this section
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Section 4: Celebrate What’s Right

TIME: ______ min

GOAL: Participants connect concepts of “Celebrate What’s Right” to Appreciative Inquiry.
Key Points
•
•
•
•

My Notes

Knowing yourself and reflecting on what you do is not always easy
Being good for the world is different than simply being good in the world
There is a world of beauty all around us; we miss it living in a negative past
The happiest people are those who celebrate what’s right

Suggested Questions

1. Are you resistant to AI? If so, what can
you do to overcome any resistance?
2. Why do your agree or disagree with AI?
3. What does perspective have to do with
your current reality and experiences?
4. What rituals might help you celebrate
what’s right?

Actions
☐ SHOW each AI: Celebrate What’s Right
Concept Slide(s). There are seven.
☐ GUIDE all to share answers on each slide
from pages 6-7 in their workbooks (you
may want to partner them up on these
and then have one general sharing
in the interest of timing)
☐ ASK participants the Suggested Questions
☐ READ all Key Points to complete this section
¨ CAUTION: Watch your time carefully! You can easily spend too much
time talking about these interesting concepts.
¨ HINT: Try to focus discussion on the relationship of these concepts

to AI, which seeks to change the ways we look at situations. In AI,
we look at possibilities instead of deficiencies.
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Section 5: The 4-D Cycle

TIME: ______ min

GOAL: Participants understand the 4 basic components to participating in an AI mindset and their order.
Key Points

• Well-intentioned people caution us to tamp down our larger discoveries
because they don’t want us to be disappointed in life if they don’t happen
• Most of us are afraid to dream big because we jump to the how too fast
• It’s important to make regular time to discover and dream before acting*
• The person most in need of consistent kindness and encouragement is us

My Notes

Suggested Questions

*Discover and dream are when you
focus on your past successes to
build your course and you dream
the biggest dream you want to
dream without holding back due to
fears around feasibility or how to
do it.

1. Do you ever repress your own excitement
and feelings of discovery and dream?
2. Do you pay attention to your self-talk? Is
it usually positive or negative?
3. What are some appreciative questions
you might ask yourself?**

** Questions might include: “What
are the most amazing things I did
today?” “What are my greatest
gifts and talents?” “What other
good stuff is going to happen
today?”

Actions
☐ SHOW the 4-D Cycle slides
☐ ASK Suggested Question #1
☐ SHOW the Self-Talk slides
☐ ASK Suggested Question #2 & #3
☐ READ all Key Points to complete this
section
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Section 6: Applications of Appreciative Inquiry

TIME: ______ min

GOAL: Participants learn how to apply concepts of Appreciative Inquiry to real-world scenarios.
Key Points
• Appreciative Inquiry can be applied to all areas of life and relationships
• AI encourages a person to approach situations and problems by looking for
the greatest possibilities instead of weaknesses and mistakes
• AI is simple and practical; making it a habit can make a very big difference

Suggested Questions

My Notes
*”What did you like about work
(school) today?” “What fun will
you have while dad and I are out
tonight?” ”What’s your favorite
thing about…?”

1. What are examples of ways to change
normal, everyday questions into
appreciative inquiry questions?*
2. In what ways can you choose to approach
situations/problems focusing on
possibilities rather than weaknesses?

Actions
☐ SHOW Appreciative Inquiry: Application Slides
☐ ASK Suggested Questions above
☐ SHOW the Dreaming Big slide
☐ ASK them to share what they put on page 10 of their workbooks.
¨ TIP: In the interest of time (and depending on the size of the group,

you may want people to partner up first and then a general sharing
at the end of the session before the last step:

☐ READ all Key Points to complete this section
¨ CAUTION: Participants at this point do not have a thorough
understanding of the topic and may offer weak examples of AI. Ask
probing questions to help them express their thoughts. Keep the
discussion brief, but as deep of a dive as they can manage.
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Section 7: Appreciative Inquiry Interviews

TIME: ______ min

GOAL: Participants witness several applications of Appreciative Inquiry Interviews
Key Points

• The Appreciative Inquiry interview begins with discovery (past successes)
• The AI interview is to capture the best picture; get out of your comfort zone
• The AI interview is a 2-person, interview often using a complex or simple
guide; probing questions are encouraged
• The AI interview opens up new possibilities that would not surface otherwise

Suggested Questions

1. What tips do you recall for conducting an
effective interview?*
2. What are the 4 generic interview
questions? ** Why do they matter?
3. What is an interview debriefing?

Actions (You will be taking them through multiple (brief) AI interviews)
☐ SHOW the 4 Generic Questions slides

My Notes
*Post these on a white board or
poster – Tips for an Effective
Interview:
1. Focus on what’s working
2. Avoid analysis/negativity
3. Probe relentlessly
4. Listen intently
5. Use interview questions
** 4 generic questions include:
1. Best experiences
2. Values
3. Core value (purpose)
4. 3 Wishes

***Be sure to practice this
ahead of time (using a problem)

☐ ASK them to share (as partners) their
answers to the questions on page 8 in
their workbooks for each of the 4 types
☐ SHOW the Interview Tips slide
☐ SHOW the Appreciative Interview
(when facing a problem) slide
☐ DEMONSTRATE this interview with a
volunteer from the audience***
☐ SHOW the slides on The Positive Core and
Appreciative Interview
NOTE: Participants should work with a partner, interviewing the other
for approximately 5 minutes each, time
permitting. If time is running short, assign the
interviews to be completed before the next
group session. After the interview time,
participants should share (called debrief) Play
last slide How do you feel? (Should be up)
¨ TIP: The group leader should walk around

the room, listening to the interviews and encouraging participants to
ask probing questions.
☐ ASK participants the Suggested Questions
☐ READ all Key Points to complete this section
Page 7
Copyright 2018 by LifeWork Systems

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
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.

My Notes

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

an accountability/support

A-Ha Idea

2

Next Step

an accountability/support
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