Leader Guide
This guide is designed as a resource for small group leaders. It
accompanies Group Module 7 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 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
straightforwardness* (read the definition of this in the notes). Ask, “Is this
difficult for you? Why? Why not?”
¨ 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.

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.
**Straightforwardness is when
one asks directly for what is
wanted, (e.g. “What I want
is…are you willing”) stating
expectations clearly and asking
for the commitment. It is also
stating expectations “I’m
counting on you to…” or “I’m
expecting you will...”
¨ 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.

☐ START the training modules.
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Section 3: Introduction to Human Systems

TIME: ______ min

Actions
☐ SHOW Human Systems slide(s).
☐ READ section GOAL: “My goal for this section is to help you gain
awareness about human systems; how we think, feel, speak and
act.”
☐ READ About Human System
Human systems have evolved. Formerly they were designed to foster
compliance and conformity. Now they should foster innovation,
collaboration, commitment and community. We are often not conscious
of what system is in operation and the effects of each type. Human
systems reveal psychological contracts; the unspoken and often
unexamined beliefs we have about what we are entitled to receive and
what we are required to give or do. Our human systems inform these.
Healthy human systems enable creativity, innovation and authentic
team.
Actions
☐ DISCUSS this as a group.
☐ SHOW Personal Responsibility and “When I betray me…” slides.
☐ ASK just a few people to share answers to these questions:
☐ READ Bud story out loud in its entirety or summarize using bullet
1. Why
is leadership development crucial?
points**
2.☐ Where
haseveryone
the old model
changed
in our
PARTNER
up with
one other
andworkplace?
have them share their
answers
to the two
on page 12 from their workbooks.
3. Where
is change
stillquestions
needed here?
Share an example of your own to get the ball rolling.
☐ FINAL WORD “Human systems often become outdated. Rather than
☐ DISCUSS as a group
be upset and worried when this is discovered, it is helpful to consider
what
updating
them could
cause to
happen. Human systems in this
☐ ASK
all Suggested
Questions
above.
responsibility-based model strengthen everyone’s internal motivation and
☐ READ all Key Points above to end this section.
support their success.”

My Notes
* Psychological contracts are
unspoken and often unexamined
beliefs we have about what we are
entitled to receive and what we are
required to give or do.

TIP: The point of this activity is
to raise awareness that
human systems are in place
BUT are often in place by
default and happenstance.
Your goal is to help your
team consider that problems
with relationships,
productivity, and
engagement are often
corrected when certain
human systems for how to
think, speak, act and operate
are eliminated, improved, or
replaced.
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Section 4: Engagement

TIME: ______ min

Actions
☐ SHOW the Engagement slides.
☐ READ section GOAL: “My goal for this section is to help you
recognize the three types of engagement and disengagement states
and what each one costs you and your organization.”
☐ READ About Engagement
Engagement is a group dynamic. Everyone is contributing to it in some
way. There is really no “neutral effect.” We are impacting whether the
results here are exceptional or mediocre. Disengagement is learned in
childhood but the cycle can be changed and that’s what we are doing
in this project. Disengagement is a breach of trust. It is in itself a
betrayal. Also, disengagement can be “crazy-making”; it is sometimes
gaslighting, often passive and elusive.

1.

☐ ASK the following questions:
1. How do you shift from disengaged to engaged thinking and
behaving?
2. How does full engagement help people move from conformity
and compliance to innovation and collaboration?
☐ FINAL WORD “Recognizing when you or others are either actively
disengaged or disengaged is the first helpful step to changing the
dynamics. Too many people become complacent when they notice
either of these and fail to do anything about it. These are always key
symptoms to notice and shift.”
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GOAL: Participants recognize what is created when choosing control methods vs. mentoring responsibility.
Section
5: Personal Responsibility
TIME: ______ min
Actions

My Notes

☐ SHOW Personal Responsibility slide(s).

**Bud Story

☐ READ section GOAL: “My goal for this section is to help you
recognize when you are responsible or not and how various
engagement levels shows up in behavior.”

• 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)

☐ READ About Engagement
This chart is about beliefs and THEN behaviors that reflect those beliefs.
Agreeing looks like compliance but one is C- and the other is A+. Disagreeing
looks the same as rebelling but one is respectful and the other is rude and
mean-spirited. When we are other-directed we are in a blind spot. We don’t
feel the responsibility we have for the tasks in front of us, the relationships
involved, nor the outcomes. (e.g. story about the lawyer in Bud Story**)

☐ ASK the following questions:
1. Why is this chart important as it relates to misbehavior?
2. How do you recognize and then help a person get out of otherdirected beliefs and actions?
3. How would greater personal responsibility impact you? Your
company, clients, results?

• Biggest problem: HE DIDN’T
KNOW HE HAD A PROBLEM. He
didn’t know he was disengaged
and actively disengaged

Sample answers to the 3
questions are…

☐ FINAL WORD “Many people tend to go to other-directed thinking and
behaving because they have had control models pushed upon them from the
time they were very small. They have also seen blame of authority figures
used as an excuse for other-directed behaving. It takes self-awareness to
recognize small, limited and fearful thinking, and how we act like a victim or
mean-spirited in order to recognize negative behavior and help people to
shift from other-directed to self-directed thinking and behaving. This
describes maturity.”

Page 5
Copyright © 2020 by LifeWork Systems

Section 6: Four Presentations of Misbehavior

TIME: ______ min

Actions
☐ READ section GOAL: “My goal for this section is to help you become
aware of four varied, and often-overlooked presentations of
misbehavior.”
☐ READ About the 4 Presentations of Misbehavior
All misbehavior, no matter how it presents is originating from
discouragement. One or more of the 4 Core Needs are missing or low
(empowered, lovable, connected and contributing) This does not mean
that the ways these are missing or low is connected to the misbehavior
itself. The only appropriate responses to misbehavior are recognition,
compassion, redirect.

My Notes

☐ READ the descriptions below for each (page 12 in their workbook)
*Read sample below on page 7 of this guide.
•
•
•
•

ACTIVE DESTRUCTIVE MISBEHAVIOR – behavior destructive to property,
persons, routines, relationships; it is overt.
ACTIVE CONSTRUCTIVE BEHAVIOR – behavior that APPEARS positive,
correct, or constructive and is presented actively.
PASSIVE DESTRUCTIVE MISBEHAVIOR - behavior in which a person
passively remains unwilling to meet the needs of a situation, through
inactivity or omission, and it is destructive to people or things.
PASSIVE CONSTRUCTIVE MISBEHAVIOR - inactivity and omission in such
a way that it looks as if he or she is intending to be constructive, caring
or cooperative.

☐ ASK each participant to write down an answer to all three of the
questions below on their forms in the appropriately titled square:
1. What example can you share (for this type)?
2. What core needs were missing for you (for this type)?
3. What were some of the effects/costs to you, to those around you,
and to your customers (for this type)?
☐ SHARE what was learned as a group. REPEAT the process for each of
the 4 presentations allowing time to discuss after each one.
☐ FINAL WORD “When you tune in, you can feel when behaviors are
not right. You may have a hard time recognizing them as
misbehavior because it might be presented in less obvious ways.
When you do begin to recognize these presentations of
misbehavior, remember to respond with only curiosity, compassion
and redirect.”
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PRE-WORK YOU DO
☐ COMPLETE your own copy of the worksheet on the next page called “The Four Presentations of
Misbehavior” after reviewing the instructions below and prior to delivering the group session. In this
way, you can offer examples of each presentation of misbehavior before you ask your group to do so. If
time allows, email your examples to your LifeWork Systems consultant to confirm their accuracy.
INSTRUCTIONS
You will repeat this process below for each type or presentation of misbehavior stopping to discuss
answers from your team after each type is presented.
☐ 1. READ the description of the presentation type. For example:
ACTIVE DESTRUCTIVE MISBEHAVIOR –is behavior destructive to property, persons, routines, and

relationships and it is overt.

☐ 2. INSTRUCT each participant to reflect on and then write down an answer to all three questions
on his or her forms in the appropriately titled square. In other words, for this first type of
misbehavior, have them write down an example in the box titled Active Destructive on their form.
The form is on page 12 of their workbook.
¨ TIP: This need not be a confession. Tell them to keep it simple without using names or details.

☐ 3. SHARE an example of your own to help, e.g.,” I recently gossiped about someone”.
☐ 4. ASK each to share, “When you think of that incident, what core needs did you write down as
missing or low for you that day?” The Four Core Needs are on the bottom of the worksheets.
¨ Caution: The condition of the Four Core Needs is particular to that specific event and day. They

don’t necessarily or even likely have anything to do with the misbehavior itself. See the example
below to show how it had nothing to do with the person who was gossiped about.
¨ TIP: This is to designed to connect the behavior to awareness and compassion.

☐ 5. SHARE an example of your own. “For example, when I thought about that time I gossiped, I
remembered that everything I put my hand to that morning seemed to take twice as long as
normal. I did not feel like I was pulling my weight or contributing. I also did not feel very empowered
because I got about four hours of sleep the night before.”
☐ 6. ASK each participant to share as many negative effects and costs to self AND others.
¨ TIP: This question is crucial to helping each person explore the consequences of actions without shame.

☐ 7. SHARE an example of your own. “When I gossiped that day, I realize the person I gossiped
about took a hit to his reputation. He may have felt it in some way; maybe he felt less lovable. I
definitely felt worse and less lovable. I also put the person I gossiped to, in a difficult situation.”
☐ 8. REPEAT this process for the other three presentations allowing time to discuss after each one.
¨ TIP: Share examples of your own as often as possible. You are modeling easy and willing. The

point of this activity is to raise awareness concerning the connection between discouragement
and misbehavior and to draw attention to the natural and logical effects of misbehavior on
others and themselves.
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Section 7: 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
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