Leader Guide
This guide is designed as a resource for small group leaders. It
accompanies Group Module 3 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 its 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 section GOAL: “My goal in this section is to set the stage for
this session by using our purpose as our ultimate trajectory.”

**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
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
disclosure* (read the definition of this in the notes). Ask, “Is this difficult for
you? Why? Why not?”

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.
**Disclosure is sharing your
feelings, opinions, ideas
(without an agenda).
¨ SUGGESTION: Use a recent
visual – the responsibility chart
or the new culture model (the
image 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.

¨ 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.
☐ START the training modules.
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Section 3: Organizational Health

TIME: ______ min

Actions
☐ SHOW Organizational Health slides.
☐ READ section GOAL: “My goal for this section is to assist you in
furthering organizational health despite vulnerability and
discomfort.”
☐ READ About Organizational Health
Eliminating office politics, engaging in compassionate confronting, and
allowing discomfort and vulnerability are all needed for organizational health.
We fear we are unworthy of connection and we lack the courage to be
imperfect. We are often fearful and unsure of how to confront issues positively
We mistakenly believe there are times we need to close our hearts

☐ ASK just a few people to share answers to these questions:
1. How do office politics** show up here?
2. What are some of our elephants?
3.Actions
How can confronting be open-hearted?

My Notes
**Definition of Office Politics:
the misuse of power within an
organization or relationship for
the pursuit of agendas and selfinterest, without regard to
their effect on the
organization, the people or any
efforts to achieve goals and
vision.

☐☐
ASK
2-3 people
to Responsibility
share answersand
to each
of the
questions
page 3
SHOW
Personal
“When
I betray
me…”on
slides.
from their workbooks. They are:
☐ READ Bud story out loud in its entirety or summarize using bullet
1. Lencioni says that seeking to build a healthy workplace is not sophisticated
points**
or sexy? Do you agree?

PARTNER
everyone
upthat,
with“building
one other
and have
them share
their
2. ☐Why
does Lencioni
assert
a healthy
workplace
is hard
and
answers
to
the
two
questions
on
page
12
from
their
workbooks.
requires courage”?
Share an example of your own to get the ball rolling.

3. Why is over-communicating key to success? Over-communicating what?

☐ DISCUSS as a group

4. Lencioni says over-communicating alignment (purpose, values and vision)
workplace
culture are
best promoted at regular meetings with
☐and
ASKhealthy
all Suggested
Questions
above.
a structure to lead with/reinforce them. Do you agree that these types of
☐meetings
READ alland
Keythis
Points
to endis this
section.
type above
of emphasis
important?

☐ FINAL WORD “Organizational health does not happen accidentally. A
conscious daily commitment to operating from standardized,
emotionally intelligent habits is crucial.”
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Section 4: Team vs. Working Group

TIME: ______ min

Actions
☐ SHOW the Team vs. Working Group slide.
☐ READ section GOAL: “My goal for this section is to help everyone
commit to social interest as part of teamwork.”
☐ READ About Team Vs. Working Group
Social interest is paying attention to how you impact others. Social interest is
being aware of the consequences your decisions cause others. Social interest
is needed for authentic teamwork but unfortunately, we are not always
taught to develop social interest, or to focus on mutual, win/win outcomes.
The 8 values that build trust* are also needed for authentic community and
teamwork. Without intention to foster social interest, we become consumed
with self-interest, blaming and negative judging which breaks down trust.

☐ ASK the following questions:
1. What helps you personally feel “wildly successful”?
2. Name one new way to promote team here?

My Notes
*8 values that build trust are:
1. Straightforwardness
2. Honesty
3. Receptivity
4. Disclosure
5. Recognition
6. Respect
7. Seeks Excellence
8. Follow Through On
Commitments

☐ DISCUSS Ask the group to turn to page 4 in their individual
workbook. Get at least 1-2 answers for each question:
1. When you are on any team (whether called a team or not), do you
notice who is achieving success and who is not? What can you do to
grow in awareness concerning support of wild success for all?
2. Typically, we see authority figures with an us-against-us mind. What can
you do to better support authority figures? (Include those up the chain
of command, whether they are physically present or not)
3. Do you pay attention to what role is most needed in each team
interaction that arises? Leading? Following? Giving help? Receiving
help? What can you do to strengthen flexibility in terms of roles/needs?
4. What are some practical things you can incorporate to recognize good
teamwork and keep it going?

☐ FINAL WORD “When we help you in any relationship problem, one
thing we do is ask which of the 8 values that build trust are you falling
down on? This kind of question is just one way we promote social
interest. We want you to consider your own actions and how they
effect others.”
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GOAL: Participants recognize what is created when choosing control methods vs. mentoring responsibility.
Section
5: Four Stages to Authentic Team
TIME: ______ min
Actions

My Notes

☐ SHOW the first slide on Pseudo-community
☐ READ section GOAL: “My goal for this section is
to help you commit to learn about and shift into
an expanded and trustworthy version of
authentic teamwork.”

*Empty is empty of an agenda
for fixing or changing other
people. In empty you practice:
1. Receptivity
2. Disclosure
3. Respect
4. Recognition

☐ READ complete description for each section you come to (page 5)
☐ REVIEW answers to questions on page 6 in the
workbook on Pseudo-Community
(They have done pre-work; have them share)

☐ REVIEW answers to questions on page 6 in the
workbook on Chaos.

**Authentic Team organically
arises from empty. In the safety
of it you practice:
1. Straightforwardness
2. Honesty
3. Seeks Excellence
4. Follow-through on
commitments

(They have done pre-work, have them share)

¨ NOTE: Chaos is a step forward AND you want to skip it If possible.
☐ REVIEW answers to questions on page 7 in the
workbook on Empty*
(They have done pre-work, have them share)

☐ REVIEW answers to questions on page 7 in the
workbook on Authentic Team**
(They have done pre-work, have them share)

☐ PARTNER them up (or ask 2 people to answer each question) on
page 8 in the workbook regarding the 8 values that build trust**
(They have done pre-work, have them share)

☐ FINAL WORD “We don’t have a lot of role models that show us authentic
behaving and teamwork. We have been conditioned to be judgmental of
others and then to fix, convert, heal and change one another. We often don’t
know how to accept the discomfort of being open and respectful and
authentic without negative judgment or trying to change one another.”
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Section 6: Mind Trust (Allow enough time for questions and partnering)

TIME: ______ min

Actions

My Notes

☐ READ section GOAL: “My goal for this section is to help you to gain
compassionate self-awareness, and new tools to eliminate gossip.”

**It’s ok if not everyone is
willing yet. You want only
real yeses.

☐ READ About Mind Trust and Gossip
We think gossip is just a fact of life and that it’s not possible to eliminate.
Gossip is one of the biggest ways we wreck trust and we often don’t realize
the extent of the harmful impacts of it. Most people have not had frank and
compassionate training, nor have been given tools to shift out of gossip.

☐ SHOW Mind Trust slides (pause at all “continue” buttons.)

☐ REVIEW answers to questions on page 10 in
the workbook on Step 1 of Mind Trust.
(They have done pre-work; have them share)

☐ REVIEW answers to questions on page 10 in
the workbook on Step 2 of Mind Trust.
(They have done pre-work; have them share)

☐ REVIEW answers to questions on page 10 in
the workbook on Step 3 of Mind Trust.
(They have done pre-work; have them share)

For those who want to offer a
mind trust, encourage this.
For those who don’t, this will
be discussed briefly now and
again at future sessions.
¨ NOTE Gossip is anything we

would not say in front of
the person with whom it
concerns. This includes
things like sharing salaries
with people if you would
not do so in front of your
boss.
Rule of thumb: If you would
not say it something in
front of someone, don’t say
it behind their back.

☐ REVIEW answers to questions on page 10 in
the workbook on Step 4 of Mind Trust.
(They have done pre-work; have them share)

☐ INSTRUCT everyone (if they are willing)**
to go from person to person to offer one another
Mind Trust as stated on page 10.
(Each walks around, face-to-face, one-on-one to do this)

☐ FINAL WORD “If you are not willing to do a mind trust out loud with
every person right now or if you are not ready to commit to every
step for now, we will revisit the mind trust periodically after you
have learned more and become more confident in doing this. In the
meantime, I encourage you to practice these steps as if you have
promised this commitment already.”
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Section 7: Healthy Venting (Allow time for questions and partnering)

TIME: ______ min

Actions
☐ SHOW the Healthy Venting slides. Stop on this one.

☐ READ section GOAL: “My goal for this section is to help you adopt a
healthy venting tool so you all emotionally support one another during
relationship challenges responsibly, without harmful gossip.”
☐ READ About Healthy Venting
We do need emotional support but we don’t need to say names and tell the
story. If someone wants to start by sharing feelings only, that’s a beginning
even if they don’t commit to resolution until later. Venting that is really gossip
is pseudo-power. It makes us feel like we have done something useful just by
all the emotion we feel when venting. Real power is when you practice mental
fortitude** to resolve relationship issues without damage to anyone.

☐ ASK the following questions:
1. Why is healthy venting important?
2. How will you remember the steps to healthy venting when it’s needed?

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 and take
positive corrective actions.
Emotions, handled well, support
courage and resolution.

3. Will you commit to practice this at least one time this week?

☐ ASK for a volunteer. Demonstrate the process of healthy venting for
the group.
☐ INSTRUCT everyone to partner up (even if in zoom) and practice
healthy venting with each other (steps are on page 11 in their
workbook.)
☐ FINAL WORD “The point of this section is to help everyone become
familiar and confident in using this new healthy venting process so
you all feel relief being emotionally supported without slipping into
toxic habits.”
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Section 8: Wrap – Up (It Just Got Real)

TIME: ______ min

Actions
☐ SHOW Let’s Keep it Real slide.
☐ READ section 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?

☐ 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 to all people 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

Page 9
Copyright © 2020 by LifeWork Systems

