Leader Guide
This guide is designed as a resource for small group leaders. It
accompanies Group Module 6 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

My Notes

☐ POST your purpose and core values (including trustworthiness).
☐ READ section GOAL: “My goal in this section is to set the stage for
this session by using our purpose as our ultimate trajectory.”

*Follow through on
commitments is just like it
sounds – doing what you say
you’ll do.

☐ REVIEW the following 4 helpful tips for sharing in the group:

**PRE-WORK: Go to your

1.
2.
3.
4.

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.

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
follow through on commitments* (read the definition of this in the notes).
Ask, “When has someone let you down on this? What did it do to your
relationship?”

¨ 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 after this part is done.
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Section 3: The Thermometer Exercise/Tool

TIME: ______ min

Actions
☐ SHOW the Thermometer Exercise/Tool slide(s).
☐ READ section GOAL: “My goal for this section is to assist you in
gaining awareness about how to “own responsibility” for creating
influential communications.”
☐ READ About the Thermometer Exercise
Most people are not used to taking 100% responsibility for their results
when they’re the one speaking. Taking responsibility for this is key to
becoming influential because you look at what you may be doing that is
ineffective. You are encouraged to try something different instead.
When using this thermometer tool, you must get curious rather than
give in to frustration and blame when trying to influence others. This
exercise helps you stay the course until success is achieved; you don’t
blame or lean on others for your results. Rather, this tool helps you
make the connections between what you say and why you get the
results
Actionsyou do. People can teach or use this tool in mentoring.
☐ ASK your people to turn to page 1 in their workbook:
☐ SHOW Personal Responsibility and “When I betray me…” slides.
☐ DEMONSTRATE the thermometer tool using the instructions on the
☐ READ Bud story out loud in its entirety or summarize using bullet
next pages of this guide to set up and conduct the exercise.
points**
¨
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My Notes
¨ TIP: When doing this
exercise on zoom, put up the
thermometer slide/image.
Have the person who’s on the
thermometer indicate if they
take a step or steps forward,
backwards, or stay still.
¨ CAUTION: The focus of the

demonstration and the
follow-up discussion is on the
impacts of the communicator
on another person and why
to try out numerous
alternative responses until
succeeding. You can hold up
the list of alternative options
if person A gets stuck.

DISCUSS
a group
☐ ASK
your as
people
these questions:
1.
take
100% responsibility
your results?
☐ Why
ASK all
Suggested
Questionsfor
above.
2.
up after
only
fewthis
tries.
Why? What can be done about
☐ Most
READpeople
all Keygive
Points
above
to aend
section.
this?
3. What does this assertion mean: “You have all the feedback you need in
front of you”?

☐ DESCRIBE how you can use the thermometer (e.g. on a piece of
paper) when in conversation with others when you are helping them
grow in self and social management.
☐ DISCUSS what each person has learned from this exercise for him or
herself. Encourage all to share briefly.
☐ FINAL WORD “Remember managing oneself, including one’s power
and mastery to influence others through our words, is a skill that must
be owned and practiced. It is a sign of expanded thinking and behaving.”
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Instructions for The Thermometer Exercise
GOAL: Through a live demonstration, participants gain understanding about the responsibility each has
for their effect on others depending on the communication they deliver and the results they influence.
DIRECTIONS: Describe the Situation: Any relationship in which a person
(Person A) is struggling with someone (Person B) and desires greater
cooperation and/or follow through on agreements.

My Notes

Layout a thermometer using paper or tape strips. One end represents
“Feeling Empowered” and a willingness to cooperate and enter healthy
teamwork. A center strip represents the state of being in which a
recipient of our communication is “Feeling Neutral” (not really better or
worse) about our interaction. The third piece of tape is placed at the end
of the thermometer and represents the condition of “Feeling
Discouraged” and, therefore, less inclined to cooperate.
Choose someone to be Person A, who stands on the outside of this strip
at the “Feeling Empowered” end when facing the thermometer. Let him
or her know they will select a person to represent an individual with
whom he or she wants to gain greater cooperation and teamwork.
The second participant is Person B who stands in front of person and
facing Person A, but behind the “Feeling Neutral” strip.
Instruct Person A to start talking with Person B with the intent of getting
a new, successful result.
Instruct Person B to respond non-verbally only by moving forward or
backward on the thermometer, depending on whether Person A’s
interactions are discouraging, encouraging or a wash.
No matter what movement Person B chooses, STOP at each and every
communication and ask Person A, “How did you get that result? You can
also ask the group to input what they see and deduce. You do this on
positive, neutral and negative results. You can provide your own
observations as well. Keep working with Person A until she/he gets
Person B to come towards him or her and all the way to the “Feeling
Empowered” or cooperating line.
¨ CAUTION: Make sure you get feedback on ALL communications -

EACH forward, backward and neutral movement. Stop the process
quickly and decisively each time Person A communicates, especially
interrupting if he or she runs on in saying and trying things. Your
primary responsibility is to quickly help Person A make the connection
between a communication they offered and the result it brings about
in Person B. Pay close attention to the time. Ensure that you are not
allowing the exercise to take more than the time you have allotted,
including follow-up. This exercise should be quick and demonstrate
encouragement to make more than just one or two attempts to get a
desired result and success.
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From Workbook Page 1: The Thermometer Exercise Tool
INTRODUCTION:
We often think that just because we are doing our best to communicate, the messages we are sending are
effective and respectful. For numerous reasons, we don’t often want to take immediate notice or
responsibility for what occurs in each exchange. The best indicator to help you determine the quality of
your communication and your ability to influence effectively is right in front of you. You don’t have to
invite or ask for feedback. It’s always there in your results and in the face and behavior of the other
person. It’s in the responses we get from others that we can either choose to pay close attention to or
ignore.
(Just some) ALTERNATIVE OPTIONS:
1. Have I asked directly for what I want?
2. Have I asked without putting undue pressure on this person using my emotions or by using comments
designed to engender guilt or fear?
3. Am I making room for the other person to have another option and/or viewpoint?
4. Did I actually have a full agreement? Did this person make eye contact? Say yes?
5. If I’m speaking firmly, am I being respectful?
6. Could I be friendlier, or more light-hearted, playful and engaging in my delivery?
7. Am I willing to influence this person or do I just want to control?
8. What am I feeling?
9. Would it help for me to be vulnerable and share my feelings?
10. What does it appear that this person is feeling? Would it help to acknowledge it?
11. What do I see in his or her body language?
12. What is this person’s body language saying to me?
13. If I don’t take this person’s response as a personal attack, what else might be going on?
14. What are the words this person is using in speaking to me?
15. What tone of voice am I using?
16. What tone of voice is this other person using? What if I match my tone to him or her?
17. Am I creating closeness or distance?
18. Am I moving closer to cooperation or further away?
19. How can I build trust?
20. Do I need to slow down and take a breath?
21. How am I judging this person right at this moment?
22. How can I shift my judgments to acceptance?
23. Do I believe this person has an overall positive intention to be caring to him or her-self and me?
24. If I don’t have cooperation and accountability, what can I change in my delivery?
25. If I tried anything different, what are just a few of the things I could do instead?
26. What can I do to encourage myself no matter what, rather than feel burdened/discouraged?
27. What would ______________ (someone whom you admire) do with this type of person or situation?
28. How can I change the energy of this moment to one that is lighter and more relaxed?
Page 5
Copyright © 2020 by LifeWork Systems

Section 4: The Dialogue Tool

TIME: ______ min

Actions
☐ SHOW the Dialogue Tool slide(s).
☐ READ section GOAL: “My goal for this section is to help you each to
learn to listen on all fronts (hearing the content, the mindset or world
view, and the person’s feelings).”
☐ READ About the Dialogue Tool
The difference between mirroring (step 1) and validating (step 2) can
be challenging. Most people just mirror again. Validating is about
hearing larger themes that matter to the person who is sending. Make
sure you know how to explain this well. (Put samples in your notes to
share)*. Be sure this is modeled correctly. (Be nit-picky). Validating
does not require or mean a person condones or agrees. This tool
respects all temperaments (including Ntrinsx colors if being used)
☐ INSTRUCT all to turn to page 3 in their communication workbook.
☐ DEMONSTRATE how to conduct a dialogue tool with one person.
☐ ASK two volunteers to form a new team. Ask the first person you
demonstrated it with to coach the new team.
☐ (optional) ASK all participants to pair up and practice the dialogue
tool, switching roles after 5 minutes. (this is 10minutes of your total
time)
☐ DISCUSS any questions or to resolve any confusion about this tool.
☐ ASK the team the following questions. Get 2 or 3 answers for each.
1. Recall a time when someone fully listened to you. How did it feel?
2. How does the dialogue tool fit into the four stages to authentic

team? **
3. How does this tool help you become flexible in listening to others?

☐ FINAL WORD “The dialogue tool takes discipline and strong selfmanagement and relationship management. When done well, you give
a gift that makes other people feel both lovable and connected.”

My Notes
*Say someone tells a story about
someone gossiping about them
and what it’s done to their career.
They are sharing what happened,
etc. When you are done mirroring,
validating could sound like, “You
think gossip is toxic and has no
place in professional settings.”
OR Say someone says that when
they eat apples, they gain weight..
When you get to validating, you
might say, “You think that some
people, including you, don’t have
the same metabolism as others.”
Remember You don’t have to
agree to validate someone. You
just acknowledge their viewpoint.
¨ CAUTION: Keep track of your

time. If you feel unsure of
how to do this, practice with
someone (this could be a
LifeWork Systems coach) until
you feel skilled and confident
in demonstrating it.
** 4 stages to authentic team:
1.
2.
3.
4.

pseudo-community
chaos
empty
authentic community
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GOAL: Participants recognize what is created when choosing control methods vs. mentoring responsibility.
Section
5: Accountable Requests & Agreements
TIME: ______ min
Actions
☐ SHOW the Accountable Requests/Agreements slide(s).
☐ READ section GOAL: “My goal for this section is to help you gain
effectiveness in asking for and receiving what you want.”
☐ READ About Making Accountable Requests and Agreements
Rather than making an accountable request, we often state what we
want but don’t ask for the commitment. We also don’t always listen to
whether the answer is self-directed (accountable and aligned) or
other-directed (rebel and resist or resentful compliance). When an
agreement is other directed, it is a “no” under-the-table) and this is
always harmful. Most people don’t listen well when asking for
something nor when answering an accountable request. Then we
wonder why lack of follow-through or respect, etc. are experienced.
☐ DEMONSTRATE the tool with a volunteer, doing the following:
1. Make four somewhat complex requests (but not crazy complex)
using the process for Making a Request (capture in My notes)
2. Have the volunteer answer the first three requests with “no” and
the third with a “yes” (with no justifications), using the Giving a
Response process. (Let them know they don’t have to do this thing.)
¨ TIPS: Notice the following when listening to the person

¨ Did they repeat all details of your requests?
¨ Did they use the response process?
¨ Did they refrain from justifying their “yes” or “no”?
☐ (Optional) ASK all participants to pair up and practice this tool,
switching roles after 5 minutes. (this is 10 minutes of total time)
☐ DISCUSS briefly (only if needed) to answer any questions.
☐ ASK these questions and get 2-3 responses for each:
1. Is “What I want is…” difficult for you?
2. Why is a “no” better on the table than not?

My Notes
Possible answers:
1. What I want… is difficult
because we have been told
it’s selfish or demanding to
say it.
2. “No” on the table is
better… than saying yes
but not doing it (rebel and
resist) or doing it
resentfully – both other
directed.
3. Accountable requests
requires we are in selfdirected and know what
we want whether in asking
or answering a request.
¨ CAUTION: Keep the first

demonstration quick-paced
so you model an easy
process. Practice it (could
be with LifeWork Systems)
until confident.

3. What does this have to do with the Personal Responsibility Chart?

☐ FINAL WORD “Many of us are uncomfortable with this type of
straightforwardness. We would rather play pseudo-community than be direct
in either asking or answering. Choose honest disclosure instead.”
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Section 6: Restructuring Frustrations

TIME: ______ min

Actions
☐ SHOW the Restructuring Frustrations slide(s).
☐ READ section GOAL: “My goal for this section is to help you begin to
share frustrations in safe and mutually respectful ways.”
☐ READ Restructuring Frustrations
The second step in this tool focuses both parties on a higher, purposeful and
often mutual vision that inspires change and collaboration. Make sure you
share your desires; not want you don’t want. Expressing frustrations in a
straightforward and constructive manner allows people to move out of
pseudo-community and chaos into empty (trust)

☐ INSTRUCT all to turn to page 3 in the workbook; at the bottom.
☐ DEMONSTRATE steps of this tool with a volunteer.
¨ TIP: The second step is very easy to confuse with the third step.

Know the difference and help others distinguish them. Write
examples (in My Notes) to illustrate.
¨ CAUTION: Keep the demonstration quick-paced and model a playful

and easy process. Practice (with LifeWork Systems) until confident.
☐ (Optional) ASK participants to pair up and practice this tool. Switch
at 5 minutes. (This is 10 minutes of your allotted time.)
¨ CAUTION: Afterwards ask if requests for behavior change included

“Are you willing?”. The intent is to be specific and reasonable in
requests for change so the other person can likely succeed.
☐ ASK these questions and get 2-3 responses for each:
1. Can you describe the difference between the 2nd and 3rd step?
2. State examples of behavior change requests likely to fail? Succeed?

My Notes
Possible answers:
2nd step is one where you
offer compassionate desires.
For example, step one may
be, “I don’t like it when you
leave an empty TP roll when
you are the last one to use
it.”
Step two may be, “because I
want us to be a family who’s
watching out for each other.”
Step three is, “So what I want
is you to replace the roll with
a full one if you use the last
of the paper. Are you
willing?’
The difference between step
2 and 3 is… (write answer
below)

3. Why is it important to express frustration in the first place?

☐ FINAL WORD “When we don’t share our frustrations, we are in
pseudo-community and this will always catch up with us, hurting
everyone in and around you. Frustrations are expressed safely and
with mutual respect when you use this tool. Sometimes the person
on the receiving end does not respond well but that is not your
business. You are only responsible for your part.”
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Section 7: Encouragement

TIME: ______ min

Actions
☐ SHOW Encouragement slides.

☐ READ section GOAL: “My goal for this section is to help you gain
awareness and strategies to meet the high priority of Encouragement.”
☐ READ About Encouragement
Encouragement lifts people’s emotions, which makes them feel good
and vulnerable. On the one hand, we all long for meaningful
connections and encouragement, but we also fear the possibility of
getting hurt or rejected when we open to receive them. Sometimes
after an experience of open-hearted encouragement, groups or
individuals will temporarily shut down and contract (disengage).

My Notes

☐ DESCRIBE an encouragement feast (page 7) divide team in 3 groups:
1.
2.
3.
4.
5.

Form groups of 3 to 4
Identify one person as “It” (one with longest hair) and
All take turns telling “It” what they appreciate about him or her.
“It” finishes by sharing what he/she appreciates about self.
Repeat this until everyone has been “it”.

¨ TIP: This should take 10 minutes of your overall allotted time.

☐ ASK the following questions:
1. How did you feel doing this exercise?
2. Which was easier – giving or receiving encouragement?
3. Encouragement is crucial. Do you agree? Disagree? Why?

☐ FINAL WORD “Encouragement is to people what water is to plants.
We will wither and disengage without it. We often tend to offer
praise instead of encouragement. Encouragement is observing the
gifts, talents and differences in others, not for what they do for us,
but rather how they are to be appreciated and recognized.”
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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 if you need it. 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
our organization and to all the 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
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