Leader Guide
This guide is designed as a resource for small group leaders. It
accompanies Group Module 2 of the eLearning Series,
Your Extraordinary Workplace.
Prepared for you by:

Copyright © 2020 by LifeWork Systems
All rights reserved. This manual or any portion thereof
may not be reproduced or used in any manner whatsoever
without the express written permission of the publisher.

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

My Notes

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

**PRE-WORK: Go to your

☐ 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.

☐ 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.

☐ READ About Values

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.

* Receptivity is listening and
keeping an open mind to hear
and consider other people’s
thoughts, feelings and opinions.

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
receptivity* (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: Personal Responsibility vs. Self-Betrayal

TIME: ______ min

Actions
☐ SHOW Personal Responsibility and “When I betray me…” slides.
☐ READ session GOAL: “My goal for this section is to assist you in
understanding major impacts of self-betrayal on self and others.”
☐ READ About Self-Betrayal
Self-Betrayal is any act contrary to what we feel and want to do and it always
costs everyone a negative price. When I betray myself, I begin to see the
world in a way that justifies a distorted perception where I blame others and
I paint myself as the good one or even as the victim. The Bud story is an
example. Bud agreed to go to San Francisco without checking in with himself.

☐ REVIEW High Points of Bud Story**
☐ ASK just a few people to open and share answers to each of the 2
questions on page 12 from their workbooks.
1. Self-Betrayal: An act contrary to what I feel I should do for another is
called an act of self-betrayal. How, with whom, and when do you selfActions
betray?

☐ SHOW Personal Responsibility and “When I betray me…” slides.

2. When I betray myself, I begin to see the world in a way that justifies
self-betrayal.
Share
an in
example
with aorpartner.
When
I seebullet
a self☐ my
READ
Bud story out
loud
its entirety
summarize
using
justifying
world,
my
view
of
reality
becomes
distorted.
Describe
an
points**
example of a blind spot you’ve discovered in yourself or another
☐ person.
PARTNER everyone up with one other and have them share their

answers to the two questions on page 12 from their workbooks.

Example: Bud agreed to go to San Francisco (without considering his
Share an example of your own to get the ball rolling.
feelings. He did not exercise his autonomy or choice). Share an example

☐
group
ofDISCUSS
your ownastoaget
the ball rolling.

☐FINAL
ASK allWORD
Suggested
Questions
above.and compassionate so you can
☐
“Choose
to be curious
discover your blind spots related to self-betrayal and other-directed
☐ READ all Key Points above to end this section.
behavior. You can see it if you start to notice you feel or sound angry,
powerless, or like a victim. Pay attention to discover if you are
elevating yourself and harshly judging others as these are also signs
of you being caught in self-betrayal and other-directed reactivity.”

My Notes
**High Points of Bud Story

• Bud (lawyer) works for big firm
• Plans to take off 3 weeks when
baby is born
• Is asked to be away indefinitely
• Last to arrive
• Settles on a separate floor
• Not part of crucial meetings
• Works 17-hour days (7-midnight)
• Has missed key negotiations
• Ate separately; unaware of food
• Chewed out for being hard to
find and not ready to contribute
• Didn’t think/know he was
disengaged; the problem
• Thought he was most engaged
• Saw others as cause of his
problems (e.g. food/meetings)
• Biggest problem: HE DIDN’T
KNOW HE HAD A PROBLEM. He
didn’t know he was disengaged
(mediocre work, communication
and team skills) and actively
disengaged (costing time, good
will, and money)
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Section 4: Four Core Needs

TIME: ______ min

Actions
☐ SHOW We all have 4 core needs slide.
☐ READ session GOAL: “My goal for this section is to help you
recognize the importance of the Four Core Needs for healthy social
functioning.”
☐ READ About 4 Core needs
Having awareness of the importance of these 4 needs is crucial to the full
engagement of people in their life and work. We tend to rob others of the
opportunity to contribute because it feels vulnerable to need, ask, or
receive. We typically like giving much better. Remember too that lovable is
not the same as being loved, it’s being witnessed with delight concerning
our thoughts/feelings. These 4 core needs are so important, we will override our conscience and fear of punishment (even prison) to get them met.
A lack of four core needs underlies all misbehavior and all other-directed
behaviors.

☐ ASK the following questions:
1. Why might you or others become unaware the 4 needs are so crucial?
2. What long-standing beliefs would have us ignore, violate or neglect the
4 core needs as crucial?
3. Do you agree that the 4 core needs demonstrate we are all more alike
than different?

☐ DISCUSS Ask the group to turn to page 1 in their individual
workbook. Get at least 1-2 answers for each question:
1. Of the 4 core needs, which 2 are easiest to nurture and support? Why?
2. Which 1 is most challenging to cultivate and foster? Why?
3. What practices can be added to nurture the 4 core needs with:
a. Yourself?
b. Those you lead?
c. Those who lead you?
d. Your entire organization?
4. What practices can be removed to nurture the 4 core needs with:
a. Yourself?
b. Those you lead?
c. Those who lead you?
d. Your entire organization?

¨ FOCUS: This is a great opportunity to focus on (and collect) ways to
change the culture that are encouraging. You are inviting their unique
contributions to this very important priority task. Make sure you get as many
ideas as possible and send them to the senior leaders or any culture
committees to start the process of planning for implementing them.

My Notes
Possible Answers:
1. Because we are so used to
being on auto-pilot, using
control.
2. Some beliefs include “no pain,
no gain.” “Children are to be
seen and not heard.” “You have
to use tough love.”
3. We are all more alike because
we all share the desire for the 4
core needs regardless of how
we try to get them; in bad or
good ways.
¨ NOTE: Be sure to bring your
own workbook to use your own
answers on page 1 to get the
conversation going if it is slow
starting.
Examples of habits for nurturing 4
core needs are:
-

Asking people’s opinion
Requesting help
Giving compliments
Delegating more than usual

Examples of what to remove:
-

Criticism
Harshness and punishment
Threats and bribes
Negative gossip

☐ FINAL WORD “Consider 4 core needs in all you think, say and do.”
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GOAL: Participants recognize what is created when choosing control methods vs. mentoring responsibility.
Section
5: Control vs. Responsibility
TIME: ______ min
Actions
☐ SHOW Control vs. Responsibility slides.
☐ READ session GOAL: “My goal for this section is to help you
recognize what is cultivated when using control methods vs.
mentoring people in task ownership and responsibility.”
☐ READ About Control Vs. Responsibility
For many centuries we have been conditioned to use force, coercion, and
control. Because of this, many people assume that if control is dropped,
the only option left is permissiveness and that this will result in anarchy.
Most people haven’t received nor seen mentoring and coaching support
modeled as an alternative. Instead we see centuries of modeling control by
people who want to use control to feel important and significant. We must
always remember we can be friends with those we lead in a responsibilitybased culture, but we cannot be friends when we have a control-based
culture. Trust is very low when control is used.

☐ ASK the following questions (get at least two answers for each):
1. Turn to page 3 in your workbooks. In the individual modules, you not
only got to see what leaders believe and do in the control models, but
you also got to see what the employees thought and felt in them too?
Can you relate to and do you agree with, the employee points of view?
2. Do you have compassion for managers conditioned to use control?
Why or why not?
3. Describe the best mentor you have experienced in your life. Why?

My Notes
**It was called wise counsel on
slide. Wise counsel is a term
that means the same as
coaching and mentoring
2. I do have compassion for
managers as they don’t know
what to do instead of control.
3. Charlotte Kelly because she
was always teaching me and
with patience and compassion.
4. I have never had consistent
support or help. I would benefit
because I’d face things and do
something about them.

4. Would you benefit from getting regular, consistent support and help in
managing your relationships, your engagement, your productivity and a
plan for making ongoing progress?

☐ DISCUSS Ask the group to turn to page 7 in their individual
workbook. Get at least two answers for each question (have an
example of your own ready for each of these in case you need it):
1. How would you describe the people you lead? (We all lead some of
the time – at home, work, in your family of origin, the neighbors. Are
they rebellious, resentfully compliant, bringing their A-game? Are
they actively disengaged, disengaged or fully engaged?)
2. How would you describe your leadership approach?
3. Of 5 models (autocratic, incentives, evaluating, pampering or
mentoring), which do you operate in most of the time? (Give
examples)

☐ FINAL WORD “Remember we have all been conditioned to use
control vs. supportive mentoring. Being curious and compassionate
helps you and others to learn and overcome this conditioning.”
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Section 6: Power

TIME: ______ min

Actions
☐ SHOW Longing for the Good Old Days slide.
☐ READ session GOAL: “My goal for this section is to help you focus on
the ways you may be using power so you become conscious of your
choices and the effects of what you choose.”
☐ READ About Power
We have been saturated with centuries in which force and coercion have
been assumed inevitable; even necessary. The feelings we all have when
being controlled are universal. We also don’t often see everyday role models
prioritizing power-within. What we have are role models who use and justify
use of force; sometimes calling it love. Because of this, many people have a
hard time seeing that being responsible is the most powerful. It requires selfdiscipline and value-based ways of operating that go beyond reactivity and
domination.

My Notes

☐ ASK the following questions (get at least two answers for each):
1. Do you believe power-over and power-under have predominated for
centuries?
2. Does it make sense we would often misuse power? (e.g. power-over or
under?)
3. For power-within to be chosen, what long-standing beliefs must be
challenged? What new commitments are required?

☐ SHOW each of the next two Power slides, stopping on each one.
☐ ASK them to turn to pages 8-10 of workbook:
☐ ASK on Power Over slide: How, when and with
whom, do you keep yourself in an inflated,
superior and over-powering position?
☐ ASK on Power Under slide: How, when and with
whom, do you keep yourself in a lesser, inferior
and powerless position?
☐ ASK on Power Within slide: How can we
create mutual respect, equality and win/win
dynamics no matter what our titles or roles?
☐ FINAL WORD “By participating in mentoring,
holding positive beliefs about yourself and others, and cultivating your
internal motivation, you live from and model, power-within to all.”
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Section 7: Firm and Respectful (Note: add 5m for total video play time) TIME: ______ min
Actions
☐ SHOW Firm and Respectful slide. Let the group know you played the
video all the way through and will be going over parts of it soon.
☐ READ session GOAL: “My goal for this section is to help you
understand that real authority is not harsh or enabling; it
encourages the best in us.”
☐ READ About Firm and Respectful
We need to be approached firmly by leaders but the firmness must be
accompanied by high respect and high expectations. This encourages us and
creates psychological safety. Good leaders practice understanding, empathy
and allow us to feel our feelings so we can let them go. This is crucial because
most of us begin resisting the learning process when we become
uncomfortable (e.g. emotional). In fact, too many of us cling to being
comfortable, even though it is the enemy of growth and greatness. To grow,
we need caring, firm encouragement in the face of our fear and resistance.

☐ PLAY “Don’t Pull Your Punches” slide. Get 2
answers for each question below.
☐ ASK Where do you pull your punches (hold
back)? Relationships? Performance? Expressing
Feelings? and you regretted it?

☐ PLAY “It’s Ok to Cry” slide. Then ask:
1. Why does the master respond to the boy’s tears
by saying, “That’s what this is about. Good. Let’s
get to that. It’s ok to cry.”
2. Do you believe we can learn from feelings?
3. Do emotions reduce mental fortitude?**

☐ PLAY “Always dig deeper” slide. Ask?
1. Who has been firm and respectful for you?

☐ READ all Key Points from the video in notes
section.
☐ FINAL WORD “Hopefully this paints the picture of what good
leadership looks and feels like. This video encapsulated what it
means to protect the 4 core needs in people even when guiding
them.”

My Notes
Answer: **Mental fortitude is
made stronger when emotions
are supported rather than
shamed; when they are
examined with compassion in
order to gain wisdom. Emotions,
handled well, support courage.

Key Points from the video
1. Expectations remain high
throughout
2. The leader stays consistently
connected, compassionate and
supportive
3. No shaming, force, guilt or
other forms of power-over are
used despite size, age, position
4. No rescue, exemption,
enabling, or sugar-coating
occur
5. Feelings and their expression
are encouraged, examined for
understanding, but not given
undue attention or allowed as
a means to avoid responsibility
6. The leader remains in a
supportive role until an
excellent outcome is realized
7. Recognition and
acknowledgment are warmly
provided
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Section 8: 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 one ah-ha you have discovered and one next step
you can take. We will share this in the remaining time left to us.”
☐ 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

☐ ASK the following questions. Have each person share very briefly:
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?

☐ READ the two quotes on the screen from Tony Hsieh (pronounced
Shay) founder of Zappo’s, who is famous for his company’s workplace
culture. Invite comments.
☐ ASK the following questions. Get at least two answers:
1. Name one or two things in the environment that are more encouraging.
2. What positive things are being unleashed in you or in others around
you?

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

Date _____________________

1

Next Step

A-Ha Idea

2

Next Step

A-Ha Idea
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