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module 1: mission, culture & excellence
>>> Video 1: Welcome to the MindSet Leadership Program
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>>> Video 40: Listen Up!
>>> Video 41: Why Do You Ask?
>>> Video 42: The 360 Rule
>>> Video 43: What/How/Who: Sit Back Down
>>> Video 44: Plan It Backwards
>>> Video 45: Invert the Question
>>> Video 46: Argue the Other Side
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>>> Video 47: Introduction to Leadership Principle 6
>>> Video 48: Stupid Idea – Let’s Have Lunch
>>> Video 49: You Can Always Ratchet Up Tomorrow
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>>> Video 51: Unspeakables

module 7: Fun
>>> Video 52: Introduction to Leadership Principle 7
>>> Video 53: Empower Your Fun People
>>> Video 54: Sad: No Laughing Matter!
>>> Video 55: Why Not Have Some Fun?
>>> Video 56: What Humans Really Want



How to Use This 
Facilitator’s Guide

On behalf of all of us at BetterCulture, we are excited to have you facilitating the MindSet Leadership 
Program.  You will be leading a process that offers a masterclass in the essential elements of leadership.

This Facilitator Guide is the teaching manual for the 56-video, on-demand MindSet 
Leadership Program.  One challenge we face in writing the guide is that there are a variety of ways that you 
may elect to facilitate the program:

• You might simply introduce the program – explain its background, structure, and intent – and then have 
participants complete the program on their own with each participant making use of the downloadable 
Study Guide that comes with a program license.  

• You might want to assign participants to watch a specific section of the program, for example, Module 2 
(i.e., videos 12 through 21) before meeting as a group to discuss that Module.

• You might want to take a group through the entire program, but instead of having each                          
individual  watching it on their own, have them watch the videos together as a group.  This would        
promote a common understanding and generate good discussion. Following each video, ask how well 
the company is living up each concept and whether there are actionable takeaways for the individuals.  

• You might have a group for which you want to show only select videos to spur discussion and assess how 
well the team is meeting a given standard.

• You may have a situation where an individual supervisor is facing a specific challenge, and it would be 
beneficial to use a select video to help that supervisor be better able to meet the challenge.

So this guide does not lay out a straightforward “how to” recipe, but rather is intended to be a helpful 
resource in all the above scenarios.  

We have built this facilitator’s guide around the Study Guide available to all licensed participants in the 
MindSet Leadership Program.  The full Study Guide text is in black print so you can see what your group 
members see in the Study Guide.

In many instances, the questions and prompts in the Study Guide are exactly what you will want to use 
as a facilitator.  The text in red is supplemental information, thoughts, and suggestions we have 
provided only to you as facilitator.
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• All text printed in BLACK is included in the standard Study Guide available to all participants.
• All text printed in RED is exclusively provided in this Facilitator’s Guide and is intended only for the 

benefit of the program facilitator. 



There is no substitute for you previewing the videos and carefully taking note of what sticks out to you as 
being particularly relevant to your industry or work setting.  

The videos reveal important truisms about leadership and teach specific techniques that will be effective in 
any work setting, yet you are in the great position of being able to relate the program insights and techniques 
to the day-to-day experiences of your supervisors and employees. 

There is a big difference between learning something at the recognition level (“Yep, I understand what you 
just said”) and at the recall level (“I remembered that technique on my own”).  Your goal should be to have 
participants learn program material at the recall level.  To accomplish this will usually require repetition, so 
don’t hesitate to review key program material concepts (like the Seven Principles of Leadership at the 
macro-level) repeatedly as you facilitate these sessions.  

The other factor that will help with deeper learning is to illustrate MindSets by the use of real-world stories.  Dr. 
H does that at times in the videos, but as noted above, you have the opportunity to greatly enrich the material 
by relating concepts to current or past situations in your work setting. 
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How to Use This 
Facilitator’s Guide



Introducing the 
Program

The more credibility you help to establish for the presenter and the program, the more weight and 
consideration your attendees will give to BetterCulture’s content.  It will be helpful to make sure attendees 
appreciate who their video host is for this program.  Dr. H does a bit of introduction for himself in the welcome 
video, but here are a few more things you might want to mention or reiterate to those who are participating in 
the training:

• Dr. Kim Hoogeveen (Dr. H) is a licensed psychologist with expertise in organizational psychology, cognitive 
psychology, and psychometrics.

• Dr. H was the founding CEO of what is now the nation’s largest and most renowned center of its kind in the 
nation.

• Over his 24 years as CEO of QLI, the company had incredible customer satisfaction scores, great                
financial performance, staff turnover one third the industry average, and was 5-times recognized as the #1 
Best Place to Work in its region.   

• He has twenty years of experience as a labor mediator and arbitrator.
• He has a wide array of professional and personal honors, including twice being recognized as man-of-

the-year in Nebraska and the youngest inductee ever into the prestigious Aksarben Professional Court of 
Honor. 

• Dr. H is in demand as a keynote speaker, with fees up to $40,000 and requests from as far away as Italy 
and Qatar. 

As to the credibility of the MindSet Leadership Program content, it has received rave reviews from leaders and 
executives from hundreds of companies across a vast array of industries.  The program content is unique – it 
combines a great theoretical knowledge base with a sterling record of successful real world implementation.  
Individual leaders who learn and use the BetterCulture insights will rapidly become stars within your system.  
Companies that adopt the principles contained in this program will be giving their employees the opportunity 
to grow while propelling their business to new heights.

This study guide will help you get the most out of this program.  We suggest you keep it handy as you progress 
through the 7 modules and 56 videos in this training program.  Our goal is that you receive maximum benefit 
from the time you invest in BetterCulture 
leadership training.  If you put in the work, this guide will become a lasting resource on 
your leadership journey.

As you watch each training video, reflect on how you can put the insights and techniques we teach into you 
your actions as a leader.  We encourage you to do more than just 
understand; we want you to do.

>>> A little advice: To maximize your growth from this program:
• Be present.  Listen closely to the videos.  Eliminate distractions.
• Make good use of this study guide as you progress through the program.
• Keep this guide handy.  Revisit the content and challenges regularly.
• Push yourself outside your comfort zone.  Make an extra effort to implement the                                      

ideas that don’t come naturally to you.
• Stay connected to BetterCulture (email newsletters, social channels, etc.).
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video 1: welcome to 
the mindset leadership 
program

Seven Principles of Leadership©

The MindSet Leadership Program is organized around BetterCulture’s Seven Principles of Leadership©.  
They are easy to understand; the challenge (and huge opportunity) is learning how to bring them to 
life inside your workgroup and company.

1. Leaders maintain a never-ending focus on 
mission, culture, and excellence.

2. Leaders create an environment where staff 
feel proud of their company – and know 
that their company is proud of them.

3. Leaders work hard to help staff be suc-
cessful at work and in life.

4. Leaders protect the right of good staff to 
work with good staff.

5. Leaders encourage and promote open 
discussion and analysis as a predicate to 
decision making.

6. Leaders deal effectively with conflict. 
7. Leaders encourage others to enjoy their 

work. 

This first video is essential because it introduces the intellectual structure for the entire 
program: BetterCulture’s Seven Principles of Leadership©.  It can be helpful to push the group to 
discuss – and perhaps rate on a 1 to 10 scale – where each participant currently sees their company 
(or team) operating with respect to each of the Seven Principles.  Note how much agreement there is.  
If perceptions vary, flesh out those differences with 
discussion.

Note: If your group has high regard for the current culture, assure them that the program will lay out 
plenty of aspirational goals so that even the best cultures can find opportunities for improvement.  If 
your group rates its current culture poorly on the Seven Principles, reassure them that ‘Rome was not 
built in a day’ and that this program is designed to provide easy to use tips and ideas that have the 
ability to make a big difference!
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video 1: welcome to 
the mindset leadership 
program cont.

These Seven Principles of Leadership© provide the intellectual schema for all that will follow in this 
leadership program. From their creation in the late 1980s to today, these principles hold the power to 
shape leaders and build wildly successful cultures and organizations.

BetterCulture founder Dr. Kim Hoogeveen used these Seven Principles to create a thriving business, a 
national center of excellence, and a 5-time #1 Best Place to Work.  Since then, these principles have 
helped transform hundreds of companies and thousands of leaders.

>>>Reflect:  Take a few minutes to reflect on each of the Seven Principles of Leadership.  As a leader, 
how well do you exude a commitment to each of these?  Where do you excel?  Where do you have 
room to grow?  

Optional Idea: Expand on the Reflect prompt in the Study Guide to go from asking about the 
participants as individuals to asking them to reflect on how well the company (or a specific 
workgroup) exudes a commitment to each of these principles?  Where does the company (or 
workgroup) excel?  Where does the company (or workgroup) we have room to grow? 
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video 2: leadership - 
it’s not easy

>>> Essence: It is not easy to be a leader today, and often the higher your title the worse 
assumptions people seem to make about you.  Dr. Hoogeveen points out that in pop culture, top 
executives are usually depicted as at least self-absorbed and often as downright nasty.  

>>> Reflect: How are business leaders in general, and top executives like CEOs, generally depicted 
in movies and cartoons?  Is it not usually negative (e.g., selfish, arrogant, uncaring, self-absorbed, even 
nasty)?  Do those disparaging depictions reflect reality?  Often they do not, but if you are going to be a 
leader it helps to acknowledge that you will likely have to deal with such assumptions and stereotypes 
along the way.

>>> Remember: Few outstanding leaders are born as such.  Nope – most good leaders have 
worked at it, sometimes learning from hard experience and other times learning from others.  
This program gives you the opportunity to learn leadership from someone who has an 
impressive track record of having done “leadership” exceptionally well.

>>> The good news: leadership is a skill.  It can be learned and developed.  Great 
leadership is easy to understand.  Nothing in this program will be overly complicated, and most 
of it will make immediate sense.  If you can genuinely absorb it, this program contains enough 
insight to significantly propel you to greater success throughout your leadership career.  

>>> The bad news: great leadership is challenging to do.  Leaders are doers.  If you want to 
get the most out of this program, you will need to not just understand the insights in this program, 
you need to put them into action.  Not just on a good Tuesday.  Not just when you feel like it.  All 
the time.

Discussion Prompts:

• Ask participants to respond to Dr. H’s video comments about how business leaders are          
depicted in pop culture.  What examples come to mind?  Is it, as he notes, a lot easier to come 
up with examples of top leaders being depicted in a negative light versus a positive light?  

• Dr. H says many good leaders have worked to become better at leadership.  Can                 
participants think of someone who they have seen grow as a leader?  What do they think led 
to that growth?
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video 3: parenting 
and coaching

Effective leadership is often a combination of coaching and parenting.  Think about that for a second.  
How strong are your coaching and parenting skills?

>>> Reflect: Test this insight.  Think of a successful leader you know.  Someone who is trusted, 
respected, and accomplished.

Does that person exhibit these “coaching” attributes? 
• spot and evaluate talent for their organization
• run effective training experiences
• analyze the strengths and weaknesses of both their company and the competition
• develop and communicate strategies for new initiatives  
• arrange and deploy resources effectively
• respond and adapt to unexpected challenges

Do they exhibit these important “parenting” skills?
• provide praise and encouragement, as well as discipline when needed
• listen deeply to understand what customers or employees are really thinking and feeling
• adjust their interaction style from employee-to-employee
• set and enforce high performance expectations
• ensure employees know their contributions are a source of company pride

Sometimes patterns are more easily seen by looking at the negative.  Have you ever known someone 
who has struggled in a leadership position? How do they live up to the coaching and parenting 
criteria listed above?  

>>> Reflect: Do you know someone who is a great parent and who has had real success coaching 
at any level of competition (even a 6-year-old soccer team)?  Can you envision that person as a 
successful leader?  The odds are heavily in their favor.

Feel free to largely follow the questions from the study guide below to spark conversation here.  
Somewhat like the Seven Principles, this Parenting and Coaching insight is a mega-MindSet, 
meaning it will be mentioned again at times during the rest of training series.

Note: If you choose to use the following question, we suggest you make it a precondition that 
participants should not talk about anyone who is currently employed at your company!



Module 1: 
Mission, Culture & Excellence
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Principle One: Leaders maintain a never-ending 
focus on mission, culture, and excellence.
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video 4: introduction to 
leadership principle one

Leadership in any organization should be built around a common vision.

Does your organization have a mission statement?  Vision statement?  Cultural values or a “culture 
code”?

If you do, please have those handy so you can reflect on them during the lessons in this first module.  

Your mission statement should answer the question of WHY your company exists. Does your company 
have a clearly stated mission or purpose?  Write it down:

>>> Reflect: Is your mission statement crisp and clear?  What ideas or feelings does your mission 
evoke?  Are you able to convey those ideas and feelings effectively to others?  How does your mission 
statement drive your decisions as a leader? 

video 5: mission-driven 
leaders

As the introduction to Module 1, this video does not require much discussion.  Unless you want to 
conduct a ‘pop quiz’ or deep dive on your organization’s specific mission/vision/values, we suggest 
you play this video purely as an introduction to this section and go right on to Video 5 before 
discussion.

Follow the discussion guide below, particularly focusing on: 
• Do we have a stated (or unstated) mission?
• If so, do all employees know and understand the mission?
• Does the mission actually drive our day-to-day actions?



12

video 6: culture

Culture: The attitudes and behaviors members of a group come to expect from one another.

>>> Challenge: Gather your leadership team together and use the leadership loop to spur 
discussion.  Work backwards from the goal of business success, i.e., becoming a dominantly 
successful business.  Are you at that standard now?  How solid is your reputation? Are you widely 
viewed as an example of excellence?  Do you have a growing number of raving fans?  What 
can you do to generate more?  Does your business consistently produce first-rate products and 
services?  Is your culture strong enough to attract, build, motivate, and retain great staff?  How 
could you do even better? 

This is an important video to have the group discuss.  Start by directing them to look at the 
MindSet Leadership Loop Dr. H describes.  Ask participants to consider how well their company 
stacks up on the factors comprising the loop.  

Ask this series of questions to engender discussion (Note: by asking the questions in this order you 
are walking them through the loop backwards, i.e., from the end result we are seeking to the 
fundamental catalyst [culture] that will propel us and keep us there):

• Are we today the dominant company in our space in our region?  Do we have pricing power 
for our products and services?  Is our profitability strong?  Do we have opportunities for growth?

• How positive is our reputation today?  Are we widely recognized as a center of excellence by 
those outside our company?

• Do we have many current and former customers who are “raving fans” of our products and/or 
services?  What are we doing to increase that number?

• Do we produce products, or deliver services, that are of unusually high quality?  If so, what sets 
our products or services apart?

• Do we have a stable and high caliber work force in our company?  
• Does our current work culture help us attract, build, motivate, and retain great employees?  

This program is designed to help us protect that status if it does, and to markedly improve the 
situation if it doesn’t.

Note: Much of the rest of this training program will teach participants what they can do as 
supervisors and leaders to make this MindSet Leadership Loop come to life.
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video 6: culture cont.

>>> Remember: In companies that develop and protect outstanding 
cultures, there exists a clear and common understanding of what it 
means to be a leader across managers and supervisors throughout the 
company, something BetterCulture’s Seven Principles of Leadership© 
provides.  The result is that employees will experience greater consistency 
from one leader to the next. 

Dr. H states that in many companies the best predator for whether or not a given employee will 
work for a good superior is dumb luck.  Ask participants if they understand the point Kim is making.  
Guide the discussion to address this question: In our company, do you think there exists a com-
mon vision of how we want supervisors to lead?  Very few companies truly achieve clarity and 
consistency on what it means to lead, leading to wide variances of team cohesion and 
performance inside most organizations.  

Ask participants if they see a benefit for employees when leaders share a common vision of 
leadership?  You can relate this to parenting by asking: Do children benefit when both parents are 
in alignment with one another about how they are going to teach, praise, and discipline?  
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video 7: envision the 
culture

>>> Essence: Organizational cultures evolve one way or another.  They can either evolve randomly, 
or they can be intentionally envisioned and molded by leadership.  The latter is immensely preferable 
to the former.

Dr. Hoogeveen introduces the term “culture code” – more commonly known as “cultural values.”  
Whatever your company may label it, do you have a clear listing of the attitudes and behaviors that 
all employees can and should expect from one another?

>>> Try It: If your organization has existing cultural values, complete Exercise A below.  If your 
company does not have cultural values, complete Exercise B.

 >>> Exercise A: See if you can write down your company’s culture code from memory.   
 Then go look it up to see if you really knew it – and fill in any omissions.
 

Do all employees know the culture code?  Are all employees in your company held accountable to 
live up to those standards?  If so, how are those standards enforced?  Have you integrated your 
culture code expectations into your formal staff evaluation processes?  Finally, how do you 
emphasize or utilize your culture code when interviewing and onboarding new employees?

 >>> Exercise B: If you don’t have a culture code or cultural values, after careful 
 consideration, write down five important attitudes and behaviors you would like to see from  
 every member of your current work team.  Would the other members of your team agree?   
 Ask them. 

The Next Level: Work with your immediate teammates to see if you can agree on 3-5 
cultural values.  Make a commitment to hold one another accountable to that culture 
code over the next few months.  See what impact it has on cultural health and team 
performance.

After participants have viewed the video, use the ideas below directly from the Study Guide to 
spur discussion of this important topic.
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video 8: excellence

>>> Essence: Most leaders understand the importance of striving for excellence, yet many 
leaders overlook factors that impede their pursuit of excellence.  Three of the most common 
inhibitors of excellence are:
• Employees who act as neutral “referees” instead of teammates. (Video 10)
• Failing to recognize the importance of small things. 
• Falling victim to a comparability fixation. (Video 9)

>>> Challenge: 

This point will be stressed in Video 10 – so you can hold off deep discussion until then.
Excellence Inhibitor #1. Have you, or your entire department, ever fallen into the pattern of 
being a referee?  Are there examples where you have “helped” by pointing out all the 
reasons why someone can’t do what they want to do instead of making a genuine effort to 
help them find a way to reach their goal?  If so, what can you do to make it clear to others 
that you want to move from being a referee to being a great teammate?

Excellence Inhibitor #2. Think of any three significant aspects of your daily experience at work (for 
example: the office lobby you walk through every day, your morning standup team meeting, and 
the software you use to enter and track client accounts).  Are you and your team nailing the 
details?  Is the lobby vibrant and immaculate?  Does your team meeting run like a well-oiled 
machine?  Is your software delivering you every possible convenience?  If not, you have work to do.  
Challenge yourself to get in the habit of noticing and attending to operational areas where there is 
room to raise the standard.

This point will be stressed in Video 9 – so you can hold off deep discussion until then.
Excellence Inhibitor #3.  What are the key things that differentiate your company from 
competitors?  What more could be done to make your company stand out from the pack?  Do you, 
and other employees of your company, make customers (and potential customers) aware of these 
differentiators?  How could you do that better?  Who else should you teach to do this better?

Consider playing this video together with Video 9 and Video 10 – they build on one another.   
You can use Video 8 as a stage setter, perhaps only having initial discussion regarding the 
importance of not overlooking small things when striving for excellence.  The other two factors Dr. 
H mentions as inhibiting excellence are covered in depth in the next two videos.
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video 9: satisfied 
customers - NOT enough

>>> Essence: Our goal should be to establish more than just a good business relationship 
with our customers.  We want our customers to feel that we are so committed to their success 
that they become enthusiastic proponents of our products or services. 

>>> Try It: After listening to Dr. Hoogeveen explain that companies can achieve 4 levels of 
customer satisfaction, discuss the following questions with members of your team.

What companies have you dealt with that were so terrible that they fall into a Cat 1 status with you?   
What specifically did they do to make you so dislike doing business with them?

What companies have you dealt with that were so fantastic they achieved Cat 4 (Raving Fan*) 
status with you?  Why?  What specifically did they do to make you such a fan?

When it comes to creating Raving Fans for your business, small things make a big impact.  Ask your 
team to consider this question: If we are currently at a Cat 3 satisfaction level with a customer, what 
are a couple small things we could do (or could have done) that might push us up to Cat 4 status?

>>> Reminder: The 4 Categories of Customer Satisfaction
• Cat 1: The customer thinks so badly of your business that they will START conversations 

with their friends to make sure they never do business with you.
• Cat 2: The customer won’t give you a good reference if asked.
• Cat 3: The customer will give you a good reference if asked.
• Cat 4: The customer is a raving fan of your business, and will START conversations with 

friends to encourage them to do business with you.

* We encourage you to read the brief but powerful book, Raving 
Fans by Ken Blanchard and Sheldon Bowles. 

Use the following text as a discussion guide with the group.  It will usually lead to a compelling 
or amusing story.  Emphasize the final question: What more could we be doing to create more 
raving fans?
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video 10: internal 
customer service

>>> Essence: Internal customer service refers to the level of responsiveness and degree of 
assertive helpfulness that an internal department of a company gives to other departments 
or individuals within the company.  The three Levels of Responsiveness you may encounter in 
any organization are:
• Level 1 (not good): You must fight to get adequate service and support from                

departments within your own company
• Level 2 (adequate): Departments in your company are willing to make reasonable 

efforts to do what you request
• Level 3 (“operational Nirvana”): All departments align with your goal and strive to 

make the outcome even better than you had envisioned

>>> Reflect: How is your team or department currently viewed by other teams and 
departments in your organization?  Are you seen as helpful and responsive to the needs and 
requests of others?  Are you willing to make some changes?

>>> Try it: If you are not sure how your department or team is viewed by others, consider going to 
those who rely on your support and ask.  Ask what your department does that they appreciate.  As 
what your department does that might frustrate them.  Finally, explore to see if they understand the 
restrictions or limitations under which your department must operate so you can better shape those 
expectations to reality.

>>> Challenge: Identify three proactive ways your team could be more responsive or helpful to 
other departments in your organization.  Ask “how could we wow them with our internal customer 
service?”  Have fun.  Be creative.  Then set a plan in motion to make those three things come to 
fruition.  Observe what happens as other departments recognize, appreciate (and maybe even 
reciprocate) your efforts.

Depending on the dynamics of the group participating, this can be one of the more revealing and 
helpful discussions you can facilitate.  Lean on Dr. H’s description of the three Levels of 
Responsiveness to examine how well different departments and divisions in your company deliver 
internal customer service.

Note: If you have participants who become a bit defensive with respect to others having what the 
participant believes to be unrealistic expectations from their department, you can move the discus-
sion to this: “Well, what proactive steps could your department do to educate other employees 
so they will have more reasonable expectations?” 
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video 11: recruitment 
& selection

>>> Essence: Dr. Hoogeveen lays out a case for why recruitment of high character, high talent 
individuals should be near the top of any company’s agenda. 

This may not be a worthwhile topic for deep discussion for every group as it deals with recruitment 
practices that your participants may not have the opportunity to impact.  For that reason, Dr. H does 
not describe the below listing of problematic recruitment practices in the video, but rather provides 
it in the Study Guide.  If appropriate, it can be good to review the listing to see how your recruitment 
practices might be enhanced.  

The story Dr. H relates about the CEO who puts recruitment at the top of his priority list is worth 
mentioning to see if the group agrees with that notion.  Is your company making recruitment a top 
priority?  What more could be done to make it a higher imperative?

There can also be a good discussion regarding Dr. H’s observation that it can be easy to overlook 
humble people for hiring or promotion.  Do participants have examples of humble individuals 
who have exceled when given the chance?  Note that the larger the company the more likely 
humble individuals will be overlooked – especially for promotion to supervisory positions.  What can 
be done to make it more likely that these humble individuals will be noticed and encouraged to 
step forward?

>>> Challenge: Take a look at this listing of lousy recruitment practices:
• Use dull ads - both online and in print
• Make your application form as tiresome and lifeless as possible 
• Make sure the application form asks intrusive questions like a details about past salary 
• Have a humdrum HR receptionist take calls and be slow to respond to inquiries
• Don’t offer to meet an applicant in the evening and certainly never on a weekend  
• Don’t provide the applicant any information regarding what to expect before they arrive for the 

interview, and don’t let them know you would welcome questions
• Make applicants feel less than comfortable when they arrive; have an aloof receptionist let them 

sit alone as they wait to be ushered in for an interview
• Use interviewers who are bored or harried; use routine, canned questions; avoid eye contact; and 

have little genuine, human interaction
• Don’t allow anyone with great sales ability anywhere near the interview nor waste time training 

interviewers how to sell
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video 11: recruitment 
& selection cont.

>>> Remember: Humble individuals will often not apply for a supervisory role unless 
encouraged to do so.  It is often a good practice to look beyond your more immodest team 
members when considering the next project lead or promotion.  You should make sure to not 
overlook a talented, but humble potential candidate who would be outstanding if 
encouraged to step forward and take the opportunity to do more.

• Put applicants in front of a staff “panel” of inexperienced interviewers; get feedback from those 
panel members on what they thought of the candidate, and give their opinions a lot of weight

• Don’t offer a tour or introduce them to potential future colleagues
• Never give out your cell or direct line number or encourage them to call you at any time 
• (evening or weekend) if they have questions
• Do not have the prospective supervisor ever call an applicant at home to see if the applicant has 

any lingering questions or concerns the potential supervisor could address
• After the interview, take your time getting back to them with a decision; however if you extend an 

offer, give them a tight timeline to get back to you
• Be fixed on the money and have zero room to adapt to unique requests like additional vacation 

to allow for a previously planned vacation or to take care of a family matter
• If you decide not to offer, never call them and talk with them – just send a letter…eventually.  And 

never waste company time helping a rejected applicant learn how they can do better in the 
interview process.

So how good are your company’s recruitment efforts?  How could they be better? Is your company 
guilty of any of the above practices?  What steps could you take to improve?



Module 2: 
Pride
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Principle Two: Leaders create an environment where 
staff feel proud of their company – and know that 

their company is proud of them.
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video 12: introduction 
to leadership principle two

Dr. Hoogeveen introduces Module 2 by making the case that pride is a critical factor in 
determining the health and success of your workplace culture.

>>> Reflect: How much pride do your employees currently feel for their company?  What 
specific things do you believe employees are most proud of about their company? 

Do employees in your organization believe their company is proud of them?  What do you or 
your organization do to recognize employees for outstanding effort and to show appreciation?  
What more could you do?

After this introduction video for Principle 2 on the topic of pride, it can be worthwhile to revisit the 
discussion of pride that you may have started when the Seven Principles were first introduced in 
Video 1.  Divide the discussion into two clear parts: 1) How much pride do staff members feel for the 
company, and 2) What do leaders in the company do to help staff members feel their company is 
proud of them (recognition, appreciation, etc.)?  After discussion, encourage participants to focus 
on the videos in this section to consider what more could be done!
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video 13: cosmos & 
locals

>>> Essence: One MindSet classification tool that can help you to better understand what 
might motivate a given employee is to consider if they are more of a Cosmo or a Local.

A Cosmo is an employee who ties their ego to themselves.  They are highly title-conscious 
and largely focused on their personal success.

A Local is an employee who ties their ego to the whole.  They will be committed to, and even 
excited about, the success of others.  Even if they do well, but the outcome for the company 
is poor, they will be genuinely disappointed.   

>>> Reflect: Do you have valuable employees who tend to be Cosmos?  If so, what are the 
implications for leading this kind of employee?  What is going to motivate them?  

Do you have employees who are clearly Locals?  What impact do they have on those around 
them?

>>> Remember: As Dr. H explains, being a Cosmo or a Local is not a personality trait.  
Often those who function as Cosmos in one setting will transform into Locals when they have 
the opportunity to work in a new setting where there is high pride in the company, i.e., a 
setting where there is good reason to tie their strong ego to the highly-thought-of company!  
This is just one more reason why the building of pride is so important for cultural health.

After watching Video 13 and reviewing the concept of Cosmos and Locals, reinforce the insight that 
being a Cosmo is not a bad thing.  Have the group reflect on Kim’s suggestion that Cosmos may 
not be naturally great supervisors.  You can ask the group: What do you think Dr. H means when he 
says Cosmos might be better at leading process than people?  An example would be a CFO who 
is in charge of financial reporting and budgeting but does not supervise personnel. In this exam-
ple the CFO has power to determine and control process, but staff evaluations, growth plans, and 
compensation decisions would be done by someone else in the system – someone who is better at 
leading people.

Ask participants to think of professions that tend to be more populated with Cosmos.  For example, 
many top salespeople are more toward the Cosmo end of the spectrum, as are a good number 
of attorneys and politicians.  (Side note: it is revealing that some politicians who sound incredibly 
compassionate on the stump are notoriously difficult to work for – they are Cosmos at their core.)  
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video 13: cosmos & 
locals cont.

Ask the group to consider the leadership implications for how we might best motivate a Cosmo 
verses a Local?  Example: Outstanding salespersons are often best motivated by a strong commis-
sion-based compensation structure – they want to be rewarded for their individual work.  Similarly, 
attorneys are often motivated by a compensation system tied to their specific billing. 

Have the group reflect on Dr. H’s observation that being a Cosmo is a STATE and not a TRAIT.  Ask 
participants if they can think of an example of someone who was a Cosmo in one setting and then 
became more of a Local when they moved to a better team or workgroup.  Examples are most 
easy to find in sports, but this phenomena also happens in work settings.  The key insight for 
participants is that when we enhance employee pride, we create more Locals – and that can 
help to improve both teamwork and culture.  
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video 14: do you 
know your history?

>>> Essence: It is impossible to be proud of something about which you know little or 
nothing.  Make sure your staff knows a lot.

>>> Reflect: Does your company have achievements or background stories that are worthy 
of pride?  Do your employees know how and why the company was formed?  What were some 
daunting obstacles or challenges the company had to overcome?  To what amazing lengths 
have members of the team gone to assure the success of a colleague or the satisfaction of a 
customer?

>>> Try it: Assign one of your talented and passionate staff members to write an engaging 
(not boring) history of the company.  Share that history in new staff orientation.  If you have a 
great marketing department, ask them to create a dynamic video highlighting significant past 
achievements.  Maybe you can even unearth material that could become what Dr. H. terms a 
“mystique story.”  Again, shoot for fun, engaging, personal stuff – not just boring 
business achievements.

>>> Try it: Who are the more veteran staff members, or retired leaders, who you could invite 
to attend a team meeting to reminisce about important mileposts or share a war story or two?  
It’s likely those individuals would be pleased to be asked.

>>> Remember: Your company has no voice beyond the leaders who must speak for it.  
You should be on active lookout for meaningful, and even inspirational, stories.  Then regularly 
share those stories with others throughout the company.

After watching the video, consider asking participants to share a meaningful story about their 
company’s history – a story that should be a source of pride for employees.  These stories don’t 
need to be about huge accomplishments.  Often small, thoughtful, personal stories about actual 
people have the biggest impact.  Examples from our work include: 

• The free service one of our clients provided for a long-time customer who had fallen on hard 
times.

• The extra leave a company arranged for a young staff member whose daughter had become 
very ill.

• The hospital bed the CEO of a company arranged to get to the home of worker whose          
wife was battling sever multiple sclerosis.
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video 14: do you know 
your history? cont.

• The free products the company gave to the local National Guard when they were called out to 
help flood victims.

• The courage of one of our clients to stand up to government regulators when the client          
believed it was not in the best interest of their customers.

• A company vice president who took the time on a weekend to help a single parent find, and 
get decent financing for, a suitable used car.

• A supervisor ‘firing a customer’ who was insulting and abusive to front-line staff.

As stories are shared, ask if those stories are well-known among all employees.  If not, encourage 
participants to share those stories more frequently with team members – often best done during 
one-on-one conversations: “Hey, did I ever tell you about…”  

With respect to the actual historical achievements of the company, consider the idea above in the 
Study Guide to assign a talented member of your staff to write an enjoyable history of the 
company – and maybe produce a well-made video highlighting that history for use in new staff 
orientation.
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video 15: fishing for 
compliments

>>> Try it: This is a concept you just need to go do.  

Stage 1: Take just 20 minutes to visit (virtually or in-person) with two or three workgroups and 
simply ask, “Who has been doing great work around here?”  Have fun with this process as 
you listen closely to the replies and stories you hear in response.  Jot down a few notes if your 
memory needs some help.

Stage 2: Make time to tell someone in another department about the positive things you 
heard at Stage 1.  This retelling can be in person or via a thoughtful email or company chat 
post sharing a “shout out” to the impressive performance you heard about earlier in the day.

Get in the habit of doing this regularly – maybe once a week.  It really is that simple.  On top 
of contributing to cultural health and building pride, it will be a good reminder for you to 
(literally or virtually) get out of your office.  It will also help to make sure you don’t fall into the 
rut of problem solving all day, while failing to notice and appreciate the good things going 
on all around you.

>>> Challenge: Dr. H notes that some positions in your company are naturally well suited 
to make good use of this technique.  Like the story he relays about the IT Director who 
regularly interacted with a wide array of individuals and departments, do you have 
colleagues in your company who by the nature of their responsibilities interact with a large 
number of different people and departments?  If so, teach that colleague this Fishing for 
Compliments technique, and ask them to become a master at gathering, and then relaying, 
positive stories.

The challenge here is to get participants to actually do it.  Some will naturally buy into this MindSet, 
and likely already do it to some degree.  Others will find this to be slightly outside their comfort zone.  
In either case, this may be one to assign to them between sessions, i.e., ask those who naturally fish 
for compliments to do it more and those who don’t naturally do it to at least try it a couple times a 
week.  Suggest they put a reminder on their phone or calendar to get out and do it!
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video 15: fishing for 
compliments cont.

What do they think will be the benefits of fishing for compliments?  Answers should include:

• It gets you out of the cocoon of your office or routine
• It assures a greater focus on the positive – which will build more optimism in both you and     

others as you retell good news
• It provides reinforcement for good performance – which will spur more good performance
• It results in wider awareness of the efforts and achievements of colleagues – which will increase 

feelings of pride 

Final note: Ask the group to consider who are some of the people in your work setting who interact 
with a lot of colleagues and different departments as a normal part of their job?  (Dr. H mentioned 
the IT director as an example of such a person/position in the video.)  Those are employees who 
have the best opportunity to make good use of this technique, so who is going to take the lead to 
visit with those people and ensure they learn the power of fishing for (and then sharing – see 
Videos 19 and 20) compliments?



28

video 16: celebrate 
success

>>> Reflect: What does your company, or work group, have to celebrate?  Are you making 
sure those celebrations occur? 

>>> Remember: This is one of those times when it is wise to start with the WHO before you 
consider the WHAT and the HOW.  Identify some of the naturally “fun” people who work for 
your company.  When it comes to celebrations or events, are those people heavily involved 
in the planning and execution?  If not, consider some changes to put them in charge.

Do you have celebrations that occur annually or on some other set time interval?  Do you 
have more spontaneous celebrations that are not tied to the calendar, but rather tied to 
specific events or accomplishments? 

Discussion Prompts:  
• Do we celebrate enough?  Why or why not?
• Do we celebrate the right things, or do we now celebrate on a fixed schedule that needs         

refreshing?
• Do our celebrations actually make a meaningful impact (if not, it’s not the idea of taking time to 

celebrate that you are doing wrong; it’s HOW you’re doing it; seek to make a deeper impact).
• Are there micro-celebrations at the team or workgroup level?  Would that be helpful?
• Could we be more creative in the ways that we celebrate?
• How could we have more fun when we make time to celebrate?
• Who are some of the people on our staff who would be good to involve in improving the       

creativity, impact, and enjoyability of company events or celebrations?
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video 17: training 
staff to market

>>> Try it: Dr. Hoogeveen describes a powerful pride-building exercise to try with a small group 
or team.  Introduce the workshop by telling them that they are going to have fun for an hour 
exploring how they can become marketing ambassadors for the company.  

Step One.  Begin by asking them:
• What are things about our company that make it a good place to work? (Write the answers 

down on a whiteboard or flip chart)
• What are reasons that customers want to do business with our company?  (Again, write the   

answers down on a whiteboard or flip chart)

Step Two.  Break them into teams of 2 or 3 individuals:
• Give a couple teams the task of creating the best 60 second pitch possible to convince an 

applicant to accept a job offer to work at the company.  Tell them they need to be    
ready to make their pitch to the room in 10 minutes.

• Give the other teams the task of creating the best 60 second pitch possible to convince a 
potential customer to do business with the company.  Again, tell them they need to be   
ready to make their pitch to the room in 10 minutes.

• After giving them the 10 minutes to work, have all the teams make their pitches.  This is usually 
fun, and you can even make it a friendly completion by judging which team had the best 
pitch.

Step Three.  Challenge everyone to have a great answer to the question: “So where do you work?”  
Give the group a few minutes to think, and then have a couple of the more extraverted and 
positive participants give their “elevator speech.”

>>> Essence: Most participants will indeed leave the workshop being a better marketer for their 
company.  Even more importantly, however, they will leave the experience with a dozen reasons 
fresh in their mind as to why they should feel pride in their company.

This is another MindSet you just need to encourage participants to do.  In fact, we suggest you take 
your training group through the exercise Dr. H describes in the video and is outlined below in the 
Study Guide text.  It will be good for each participant and will also give them a better sense of how 
and why they should implement this exercise with any workgroups they supervise.
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video 18: recognition - 
a couple of techniques

It does not require a dozen research studies (although they exist) to understand that 
employees who feel their work is appreciated are more engaged, prideful, loyal, and 
productive.  The implication is that making time to acknowledge and thank employees who 
are performing at a high level is an essential part of leadership.  

>>> Try It: Some leaders are naturally inclined to frequently express appreciation; others 
not so much.  If you fall into this latter category, consider adopting a system or cue that can 
help you improve.  Some options include:
• The 5-penny technique
• Smartphone alarms or calendar reminders
• Develop a practice of hand-writing notes at a set time each week 
• Placing thank you notes or other stationary in a visible location to keep it top-of-mind

>>> Challenge: Find a method that works for you to ensure you are regularly sharing 
your genuine appreciation for the efforts of those around you.  Commit to following through 
on that method for the next three months.  By then you will see the positive impact of your 
thoughtful new leadership habit.

Start the discussion by asking participants to identify individuals in their work setting who are natu-
rally inclined to say thanks and to be openly enthusiastic about great colleagues.  What impact do 
these people have on the work atmosphere?

Dr. H gives some suggestions of techniques a supervisor can use to prompt themselves to offer more 
praise (see listing above).  Ask the group if they have other ideas or techniques to improve the 
quantity or quality of recognition they give at work.  
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video 19: be a pr 
agent

It is an important leadership practice to frequently tell your good team members that you 
appreciate them, but that’s not enough.  A great leader will also actively promote the 
reputation of their outstanding staff members – particularly outside their immediate work 
area.

Great employees deserve that from you.  Putting it bluntly, if you can’t find the time and 
energy to gush about your star employees, you may not be passionate enough to lead.

After viewing the video, open the discussion with a thought experiment.  Ask participants to 
imagine two exactly identical teams (the same in every way)…with only one difference.  Team A 
has a manager who is a major PR Agent: manager A is always bragging about their great people 
to  anyone who will listen – both inside and outside their team (and even at home).  Team B has a 
manager who is equal to the Team A manager in every way…except manager B never sings the 
praises of his or her good people to anyone – they keep their star performers under their hat as 
their little secret.  

Now, ask these questions to your participants:
• Which team would you rather work for?  Team A or Team B?
• Which team’s employees do you think are more likely to find opportunities for advancement?
• If you were an employee working elsewhere in this organization, which team would you        

perceive to be the stronger team?
• Which manager is likely to be perceived as the more effective manager?

This thought experiment will usually lead to a clear realization of the overwhelming benefits (for 
both managers and the people they manage) of becoming a better PR Agent.

Another exercise that can be appropriate for all employees (not just managers) is to ask 
participants to identify one or two colleagues they believe are highly valuable Star employees.  
Then ask them the following question: Do you make it a point to regularly let others know how 
great those employees are and how much you appreciate them?  If the answer is ‘not very often,’ 
then there is room for growth.
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video 19: be a pr 
agent cont.

>>> Reflect: Do you supervise any star employees?  Who are those individuals?  Write their 
names below.

Now here is the key question: Do other supervisors and opinion leaders in the company 
know how terrific those employees are?  Do others know how much you appreciate these 
employees and how valuable they are to the company?  If not, you have some work to do!

>>> Try It: Make a point this week to “gush” about one of your great team members to 
someone in a different department.  Be genuine.  Share why that team member is so terrific 
and how grateful you are to have them on your team.  When you see how easy and 
enjoyable it is, do it again (and again).
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video 20: second-hand 
compliments

This simple technique is a powerful way to strengthen team chemistry and culture.  If you 
have gone Fishing for Compliments (see video 15), you should have gathered a few stories 
that will provide a great opportunity to use this Second-Hand Compliments technique.

This a powerful technique for two reasons:
1) Compliments make a stronger impact on the recipient when delivered second-hand,  
 i.e., conveyed by one person, but attributed to another.  This is because people put  
 more weight on positive things said about them when they were not present.
2) When you pass along a compliment about person A that was told to you by Person B,  
 you strengthen the relationship between persons A and B.

>>> Try It: This is a potent and smart technique.  Over time, it will make a noticeable impact 
on the culture of your team or company.  And all it requires is that you to gather and remem-
ber compliments, and then pass them along, giving credit for the compliment to someone 
other than yourself.

>>> Did You Know? The effectiveness of this technique has been proven even in the 
challenging and conflictual crucible of labor dispute mediation.  Wise mediators, when 
shuffling back and forth between negotiating teams, will often make use of second-hand 
complements to improve the tone of the negotiation and reduce anger between two parties.  
For example, when mediating between a school board and an education association, a 
mediator may casually mention to a board member that one of the teachers told him earlier 
in the evening how much she enjoyed having the board member’s daughter in class.  Simi-
larly, when meeting with the teachers, the mediator may note to one of the negotiating team 
members that the board chair mentioned how much she respected the fantastic job that 
teacher did last year coaching the high school debate team.  Even in such highly conflictual 
situations, second-hand compliments such as these will strengthen relationships and encour-
age collaboration.
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video 20: second-hand 
compliments cont.

The Second-Hand Compliments concept is one of the most powerful techniques in this entire 
program.  

Help participants to see how useful the Fishing for Compliments (Video 15) technique now be-
comes.  When they are regularly asking, “So who has been doing great things in your department 
lately?” it gives them the ammunition to deliver meaningful second-hand compliments.  

It can be helpful to have the group do it right now.  Pair them up and have each participant tell 
their partner about something one of their team members has recently done exceptionally well.  
Have the listening party immediately get out their phone or laptop and drop an email or text 
message to that staff member saying something along the lines of:  “Hi Mary.  I just want to pass 
along a really neat compliment I just heard about you Maurice.  He was raving about the job you 
did with _________ – he said you went above and beyond.  I just want to make sure you know how 
much Maurice appreciates you and your terrific work.  Thanks for everything you do.  We are lucky 
to have you playing such a key role in our company!”

Again – really push this concept home with them:  
1. They should seek out stories from employees (Employee A) about colleagues (Employee B) 

who Employee A really appreciates and respects – and when possible get a specific instance 
to relate.

2. They must then make the time (in person or via chat, email, text, etc.) to relate the specific    
compliment to Employee B, making sure to give full credit to Employee A for the compliment.  

3. Stress how they need to make this a frequent practice.  They may need to use structured          
reminders until it becomes a natural habit.
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video 21: appreciation 
- get creative

For decades, employee engagement data has shown that many employees feel underap-
preciated at work.  Do not let this be the case in your company or at least within your span of 
influence or control.

>>> Try it: Create a list of employees you work with who are overdue for acknowledgement 
of their good performance:

Remind the group of the story Dr. H tells in Video 21 about bringing that group of therapists into a 
room with thousands of dollars of cash spread all over a tabletop.  Have any of the participants 
ever received unique or meaningful recognition from a supervisor or company – recognition that 
they greatly appreciated, resulting in a memory that really stuck with them?  What made that 
recognition so meaningful?

For your reference as a facilitator, the three survey questions Dr. H mentioned as often receiving 
disappointingly low scores are:
• My company appreciates my work
• My company does a good job recognizing employees who contribute to its success
• I am often thanked for my work

Have the group do at least one of the exercises below in the Study Guide text.  You may want to ask 
the group to identify two employees that everyone agrees are outstanding and deserving special 
recognition.  Can the group think of something that would be meaningful and fun for those two 
employees to experience or receive?  The point of the exercise to encourage participants to more 
often do meaningful and creative things to express appreciation for their star employees (and to 
learn that doing so is rewarding and enjoyable in itself).
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video 21: appreciation 
- get creative cont.

Now consider each employee.  What is something you could do to express appreciation for 
that employee that would please and delight them?  A small gift that would fit them perfectly?  
Time off to do something they love?  Some type of public praise or recognition?  Individualize 
your method of appreciation for each person, and don’t hesitate to ask for ideas from friends or 
colleagues of that employee so you can identify what they would appreciate most.

>>> Challenge: Bring together a group of your best and most creative leaders and conduct 
a brainstorming session to generate a list of inspired ways supervisors across the system can 
(and should!) show appreciation to high-performing staff members.  Time spent on improving 
the inventiveness and impact of your recognition and appreciation practices will be time very 
well spent.



Module 3: 
Growth
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Principle Three: Leaders work hard to help staff be 
successful at work and in life.
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video 22: introduction 
to leadership principle 3 

>>> Essence: Great leaders build Stars!  MindSet encourages you to recognize the 
opportunity a leadership role gives you to impact the lives of those you supervise.  A good 
supervisor will make a noteworthy contribution to an employee’s success at work; a great 
supervisor will also want to make contribution to an employee’s success in life.

The videos in this section will cover 1) some of the attitudes and understandings you need to 
adopt if you are going to be a successful star-builder, 2) how to recognize which employees 
are ready to grow, and 3) several specific techniques you can use to build stars.

Before you listen to the videos in this section, list some of the things you and your company 
now do to help advance an employee’s success at work.  

>>> Remember: A supervisory role gives you power.  The question is if you are, and if you 
even know how, to make use of that power to advance the success of those you supervise 
both at work and in life.  As you listen to the ideas Dr. Hoogeveen shares in this section, 
consider if you have embraced the attitudes of a great star-builder.  BetterCulture hopes to 
have you see that to do so is both the most enjoyable use of power and a strong propellant 
for business success.

What are some examples of what you and your company do to advance an employee’s 
success in life?

This introduction video for Principle 3 sets the stage for this module of the program. 

The focus of discussion should be on the concept of supervisors taking an interest in advancing not 
just the work success, but the life success, of employees they supervise.  How well do supervisors in 
your company do that today?  Ask for examples of a supervisor who went out of their way to 
support the personal success of an employee – or to help an employee deal with a life challenge.

Do participants agree with Dr. H’s comments that:
• Many employee’s today want not just work-life balance, but work-life integration, and
• The importance of understanding what Dr. H called the “reality of reciprocity.”  

Possible Questions to Ask:  What would work-life integration look like in your setting?  What more 
could be done to give employees even more opportunities to have their workplace positively 
impact their lives?  If a company extends itself to help an employee at a time of stress or challenge, 
is the company likely to get anything back in return?  Ask if participants can think of an example 
when a supervisor in your company, or a supervisor in a previous place of employment, 
extended themselves to help them at a critical time in their life?  How did that experience 
impact how they viewed that supervisor and/or company?
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video 23: it’s not 
about you 

In Video 3 Dr. H points out that good leadership requires a combination of coaching and 
parenting skills.  Great parents and coaches set clear standards of behavior for all, but when 
it comes to helping each child or player grow, that changes.

Do good coaches use the same motivational approaches for all the players, or do they 
individualize those efforts?  Do good parents treat each child the same with respect to 
motivation or discipline, or do they use different approaches for different kids?

The answers are obvious: great coaches and great parents do not always expect the player 
or child to adapt to them.  Instead, the coach or parent adapts their interaction style so as to 
best facilitate the player’s improvement or the child’s success.

>>> Reflect: Most of us have a natural style when leading others.  Where does your natural 
style fall on a continuum of soft to firm?

If you tend toward the soft end of the spectrum, reflect on when you need to be more candid, 
direct, or assertive when dealing with a given employee.  What can you do to cue yourself to 
use a firmer style?  If you naturally tend toward the more firm end of the interactional 
continuum, consider if there are employees you supervise who would respond better to a 
more patient, calm, and reassuring style.

Use the ideas in the Study Guide text below to facilitate a conversation with participants, having 
them reflect on what their natural interaction style tends to be.  Is it energetic, relaxed, formal, soft, 
firm, upbeat, somber, etc.?  If inclined, you can take any of those dichotomous options and have 
each participant rate themselves from 1 (for example, quite soft and understanding) to 10 (quite 
firm and strict).  Then challenge the group to think of an employee (present or past) who would 
respond best to a soft feedback approach and another employee who would need to have a 
more firm or forceful interaction from a supervisor to motivate performance improvement.  

As an alternative (and a throwback to Video 3: Parenting and Coaching), you can ask those who 
have more than one child if the same feedback or discipline approach is best for all their kids.  
Most of the time they will respond that different kids require different approaches – or at least 
different levels of intensity.  THAT is exactly the point – so it is with employees.  

The challenge is to know your natural tendencies, and to particularly focus on your interaction style 
when something other than your natural style would be best.  
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video 23: it’s not 
about you cont.

Consider the employees you currently supervise.  Who responds best to a soft, reassuring 
interaction style from you?  On the other hand, who benefits from a more assertive interaction 
style?  Do you exhibit that flexibility?  If not, spend some time on the Try It assignment below.

>>> Try it: One of the fastest ways to acquire new skills is by modeling the behavior of peo-
ple who are good at the skill you want to acquire.  If you want to develop a firmer or softer 
leadership approach, identify who among your colleagues excels at your target interaction 
style.  Then make it a priority to closely observe them – maybe even ask to sit in with them for 
the sole purpose of learning via observation.  You can also ask that skilled colleague to sit 
in and observe your interaction with a staff member for the purpose of giving you feedback 
and coaching support.  This is one of the most underutilized methods of gaining import-
ant leadership skills, so take advantage of the opportunity to learn from the best of those 
around you!
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video 24: the magic 
feedback ratio

Start by listening to this video, and then reflect on your current behavior as a leader.  What is 
your typical positive to negative feedback ratio?  If it is not where you want it to be, why not? 

If you are not at or above 2:1, you need to make immediate changes.  If you need reminders 
and structure to start some new habits, go back and listen again to videos 18, 19 and 20 for 
tips to help you improve.  

>>> Reflect: Below is the wonderfully insightful quote that Dr. H shares from Dr. Daniel 
Kahneman:

>>> Challenge: Do you have leaders in your system who take an “old school” approach 
to management where they seem to believe praise is a bad thing (or that you shouldn’t over-
do it)?  Such supervisors almost always fall way short of the 2:1 positive to negative feedback 
ratio.  Go talk to them.  Ask if their approach is intentional.  Discuss the insights from this video.  
See if they are drawing incorrect conclusions on the power of praise because of this regres-
sion to the mean phenomena.  If so, see if you can help them see the error of their ways – 
and what is being lost in terms of cultural strength because of it.

“Because we praise when others do well and we 
punish when they do badly, and because there 
is regression to the mean, it is part of the human 

condition that we are punished for rewarding 
others and rewarded for punishing them.”

Discussion Prompts: 
• So, do you agree with Kim and Coach Osborne about this feedback ratio concept?  If so, how 

well do you do keeping at least a 2:1 positive to negative comment ratio?  You may want to 
think back on your discussion after Video 18 (Recognition: A Couple Techniques) where you 
may have talked about some ideas to enhance how well and how often participants express 
appreciation to colleagues.  For example, the 5-penny technique, smartphone alarms, calen-
dar reminders, or the practice of hand-writing recognition notes at a set time each week.

• So, did you understand Dr. H’s explanation of Regression to the Mean?  Do you see how it can 
lead us to the 100% incorrect conclusion about the impact of praise and punishment?  As a 
facilitator, you may need to go over this insight again for some to grasp it, but it is an insight      
well worth making sure participants understand.
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video 25: openness to 
new learning

If you are going to be good at building stars, you must be able to identify employees who are 
willing, and even eager, to grow.  Such individuals are usually easy to spot.  They are (a) 
humble enough to accept coaching, (b) genuinely curious about new insights and ideas, and 
(c) confident enough to try new approaches.

In short, such staff members don’t think they already know everything, are confident they can 
learn, and are eager to do just that.

>>> Reflect: Who on your team, or within your sphere of influence, fits the description above 
of being willing – and even eager – to grow?

You can have a bit of fun with this one.  There are two distinct parts to the discussion of this video.

First, have participants list some colleagues who are genuinely eager to grow and learn.  What 
more could we be doing to give them opportunities to do just that?  What’s stopping us from 
accelerating the growth of employees who are eager to grow?  How can we work around those 
blocks?

Now turn to the second part of the video: what can a leader do to help a staff member become 
more open to growth opportunities?  Kim lays out three types of employees who will initially appear 
to be resistive to growth, and he stresses the importance of supervisors using the right technique 
with each the different type as outlined in the Study Guide text below.  
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video 25: openness to 
new learning cont.

>>> Remember: On the flip side of eagerness for growth, Dr. H points out that just because 
some employees appear resistant to new learning doesn’t mean they can’t be reached.  It’s 
important to examine why each employee is resisting growth.  With specific reference to new 
learning, Kim describes three distinct personality types and how to best attempt to work with 
each:
1) Intellectual Sloths: Sadly, not much can be done with this group.
2) Scared Rabbits: Have a peer teach them to keep anxiety low; then the supervisor   
 should  notice and praise.
3) Arrogant Jackasses: Subtlety does not work well here.  Have a senior leader visit with   
 this type of employee to get their attention and to help them become more open to   
 coaching and possible growth.

Ask participants to consider if they have ever had an intellectual sloth, scared rabbit, or arrogant 
jackass under their supervision.  Were they ever able to get that employee open to growth?  Do 
they see how Kim’s suggestions might give the best chance for success?  Note that this is yet again 
another illustration of how a supervisor must change and adapt their style to the needs of the 
person on the other side of the desk – as was covered in Video 23: It’s Not About You.

Finally, when addressing employees who fall into the arrogant jackass category, the next video 
can be a good technique to keep in mind.  If the employee is especially resistant to feedback from 
their supervisor, you may want to refer to Video 37 (What’s Wrong with This Picture) from the program 
module dedicated to dealing with problem employees.
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video 26: success - the 
simple solution

The Simple Solution to employee success - so darn simple, yet so powerful.

>>> Try It: Ask a team member or colleague (especially someone new to the company) if 
they would like to be perceived as a star employee in the organization.  Of course, they will 
probably look at you funny and eventually say something like, “Yeah, sure. I’d like that.”  Fol-
low up by asking if they have a plan to achieve that status.

You are likely to get one of two answers to your simple question: (a) “No, I don’t have a plan” 
or (b) some a long-winded, hard to follow stream of consciousness about that person’s ca-
reer, qualifications, goals and hardships, including everything but the kitchen sink.

After they respond, you can say, “I would like to share a really simple shortcut that can guar-
antee you star status: Find out what your supervisor expects from you, and then take the 
initiative to exceed those expectations every day.”

Not everyone will take you up on this advice.  But those who do will have you, and your sim-
ple yet powerful advice, to thank as their careers take flight.

This is an old-school concept that can be wise for a supervisor to keep in the back of his or her 
mind.  Note that it is a message that needs to be sent to an employee from someone other than 
their immediate supervisor.  Help the group to see that this is a good example of how leadership 
teams should work together to see not only that the right message is sent to an employee, but that it 
comes from the right messenger!  

Perhaps discuss with the group if this message of the Simple Solution might be good to include in 
new employee orientation.

Sidenote: This is the proactive and positive version of what is laid out to be used with a problem 
employee in Video 37: What’s Wrong with This Picture. 
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video 27: think up 
two

It is wonderful to have star employees reporting to you.  It can, however, be challenging to 
come up with new ideas as to how these superstar employees can continue to grow.  And 
you may well feel some pressure to do so as one of the things that likely makes them a star is 
their desire for continued growth!

With this Think Up Two Mindset in your back pocket, you will never run out of ideas because 
you can use it to empower high potential employees to take charge of their own develop-
ment.

>>> Essence: Thinking Up Two means learning to think up two levels above your current 
station in your organization.  It means learning to ask what you can do that will make your 
supervisor look like a star to their supervisor – and then following through to help achieve that 
goal.

For this concept to work, supervisors must be open with direct reports regarding pressures 
and responsibilities the supervisor is facing.

If your organization is interested in succession planning, this should be a primary technique 
in your arsenal.

>>> Reflect: How often do you Think Up Two?  What are some things you could do to better 
position your direct supervisor to excel in their role?

>>> Tip: This is a concept that is best introduced to an employee by someone up the chain 
of command, i.e., above the employee’s immediate supervisor.  A supervisor talking with their 
own reports about Think Up Two can sound a bit too self-serving!

Get excited about this idea!  It is clearly explained by Dr. H in the video, and it has the potential to 
do a huge amount of good for your company.  It is also laid out well below in the Study Guide text.  

Push attendees to think of current star employees.  Have those star employees been invited and 
encouraged to think up two?  If not, when and how can they be?   Specifically, who up the chain 
can encourage them to adopt this practice?  What do you need to do as their supervisor to inform 
your direct reports enough about your responsibilities (including stressors and pressures) to enable 
them to think up two?
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video 28: the value of 
mentoring

Most people think too rigidly about mentoring relationships.  A mentor/mentee relationship 
certainly can be a multi-year or even life-long relationship, but that need not be the case.

A great mentor could be someone who you see only once a year at an industry conference.  
It could be someone you work with; someone who works for a competitor; someone from 
your church; someone you just find intriguing.  It can even be someone you meet only once 
for 30 minutes – if you make effective use of that time.

>>> Try It: Mentoring relationships do not need to be formal.  You don’t even need to use 
the word mentor.  All you need to do is ask interesting or accomplished people you 
encounter if you can buy them a cup of coffee to ask them about their life and what has 
made them successful.  Most will say yes, and almost all will be flattered that you asked.  
Think about this for a minute.  You have a major opportunity to learn, grow, and broaden your 
perspectives sitting right in front of you.  Are you grabbing that opportunity?  Commit to going 
a bit outside your comfort zone. If you are not doing this at least monthly, why not?  
Opportunity is passing you by.

Your goal here should be to encourage the participants who genuinely want to grow to take 
advantage of a big opportunity that is often right in front of them.  Suggest they take Kim’s advice 
and be more assertive in asking for time with high achievers – and then simply ask, listen, and grow. 

Also encourage participants to think outside the work setting.  Who in the community are 
individuals they admire and would like to have the chance to learn from?  Then ask what’s stopping 
them from asking to meet with that individual?  Are there others in the company who could help to 
arrange the opportunity?  Again, what’s stopping you from asking them to make the introduction?

(Note: Some participants will not have much interest in this topic, but don’t fret.  Be satisfied if you 
get 30% of the participants to seriously consider and act on this MindSet.  If that happens, you will 
have done those individuals a HUGE service by advancing their success.)  
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video 28: the value of 
mentoring cont.

>>> Remember: If you are committed to developing other people, you should be en-
couraging those people to do this as well.  Do you have direct reports right now who would 
benefit from getting time with someone in your sphere of contacts?  Offer to connect them – 
ideally without you so they can have their own conversation.

When connecting someone who is a bit insecure or uncomfortable meeting with a potential 
mentor, you may want to help the mentee come up with five good questions to ask the other 
person.  Great questions are the surefire way to ensure a fun and productive conversation.

>>> Did You Know: Dr. Hoogeveen briefly explains why most formal mentoring 
programs companies try to set up do NOT go well.  If you are going to try such a 
program, listen carefully to this video to avoid the pitfalls Kim details.  If you want to set 
up a great internal mentoring program, contact us at BetterCulture for assistance!

If you have tried a formal mentoring program within the company, or ever considered it, Dr. H says 
there are many common pitfalls with such programs.  He lists some in the video:
• You let people volunteer to be a mentor (instead, mentors should be chosen carefully)
• You let individuals volunteer to be a mentee (mentees should be invited when ready)
• No training provided to prospective mentors
• No systematic and creative way to identify specific learning objectives or experiences for the 

mentee
Have you seen these mistakes play out?  If so, how?  Make a point to avoid these mistakes in 
constructing any future mentoring programs. 
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video 29: linkage

This technique is a powerful way to show employees you care about their personal success 
and happiness.  Linkage is a process of “linking” one employee who has a need for 
guidance or help, to a second employee who possesses the knowledge or experience to be 
helpful.  

To be good at Linkage, a supervisor must know two things: 1) what needs, challenges, or 
opportunities employee A is trying to navigate outside of work, and 2) which other 
employees in the company have experiences and life knowledge that would be helpful to 
employee A.

>>> Reflect: Can you think of an employee in your purview who is currently dealing with a 
stressful personal situation?  If not, imagine a situation (for example: going through a divorce, 
trying to adopt a child, supporting a spouse who has lost their job, parenting a child or 
sibling with a drug problem, dealing with bankruptcy, caring for an aging parent, responding 
to a scary medical diagnosis, or coping with the sudden death of a close relative or friend).  
If a member of your team were dealing with any of these situations, do you know other 
employees who have successfully dealt with such situations before?  Might that staff 
member be in a position to offer knowledgeable and empathetic support to the employee 
under stress?  Then all you need to do is link them together.

Linkage works beautifully for everyday situations as well: buying a used car, securing a 
mortgage, looking for childcare, planting a garden, setting personal fitness goals, learning to 
eat better, etc.

>>> Remember: You can do a LOT of good for an employee if you will just stop and link 
for a minute – making a great contribution to their success in life.

Have any of the participants ever been asked by another supervisor if they could meet with 
another employee to offer advice or counsel?  If so, how did they feel about it?  Were they happy to 
help?  Were they pleased to be asked?  Was the other employee appreciative?  

You may want to ask participants to think of someone who is now facing a challenge where 
linkage might be helpful.  Alternatively, ask for an example from the past where an employee was 
facing a significant challenge and linkage could have been helpful if it had been offered.

Lastly, just like Be a PR Agent (Video 19), Second-Hand Compliments (Video 20), Celebrate Success 
(Video 16), and a Positive Feedback Ratio (Video 24), this is yet another MindSet technique that 
breaks down silos between teams and departments.
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video 30: the single 
best piece of advice

Have some fun with this one.  When and where in your day-to-day activities are you most 
prone to over-promise and under-deliver?  Think back over the past month – when have you 
been guilty of this – either at work or outside of work?

>>> Challenge: I will always under-promise and over-perform.  Take time to see if you 
can get this seared into your brain.  Identify one area where you struggle with this important 
MindSet.  Create a plan to over-correct for the next 30 days – meaning you are going to way 
under-promise – and resolve yourself to follow through.  At the end of 30 days, you will be well 
on your way to a more productive habit.

>>> Try it: Gather a group of colleagues to discuss where your company is most guilty of 
over-promising.  Does your company over-promise to customers in pursuit of a sale?  Do you 
overpromise anything to your employees?  What areas of your business can you identify 
where you are, at least occasionally, over-promising and under-performing?  Find a few op-
portunities for improvement.  Then resolve to fix the issues, including a commitment to call out 
one another if one of you is over-promising.

Every participant should be able to think of a recent instance where they made the mistake of 
over-promising and under-performing – we ALL do it.  Have some fun asking participants to give 
examples of this mistake – either examples of themselves or someone else at work or in their life. 

“I’ll be ready to go in just a couple minutes.”  Yeah, right. 

Use the Try It section above in the Study Guide text to lead a discussion of why the 
company might be violating this MindSet and discuss how it can be improved.



50

video 31: sea of 
possibilities

This MindSet is an incredibly useful diagnostic tool.

When an employee fails to perform at the level you expect from them, you should begin your 
planning by considering the SEA of Possibilities.

What is the underlying cause of the performance issue?  Is it a Skill (or knowledge) problem?  
Is it a problem of Effort (or attitude)?  Or is it an Ability mismatch?

f it’s a Skill issue, teach them what they need to know.  If the problem is Effort, consider how to 
best motivate them.  If it’s an Ability issue, sad as that may be, that person needs to change 
to a new role where they have the ability to be successful – either inside or outside of the 
company.

>>> Remember: These three performance factors are not mutually exclusive.  For exam-
ple, you may be dealing with a performance defect that is due to both effort and ability.  In 
that case, you may not be able to determine if there is an ability mismatch until the effort 
issue is addressed.  For ideas on diagnosing effort issues, see Video 33: Go Fix It and Video 34: 
The DNA of Employee Error.

>>> Reflect: Think back on an employee you 
have worked with who was failing to meet 
performance standards.  Was it due to a skill 
deficit?  Was it a lack of effort?  Was it a lack of 
ability to do the job?  Did you or your company 
respond accordingly?

Skill            Teach
Effort          Motivate
Ability        Change

As it says in the Study Guide text above, this is an incredibly useful MindSet.  As such, it is 
important to get it firmly into the brains of the participants.  

It is best taught by having participants think of employees who, in the past, were failing to meet 
expected performance standards.  (You can also consider current employees for this analysis if it 
is appropriate for the group you are facilitating.)  Have the person who best knew the employee’s 
performance assess whether the problem was a) a lack of skill or knowledge, b) a lack of effort or 
a poor attitude, or c) a lack of ability to meet the demands of the job (or a combination). Help the 
group then see how much clearer the next step of deciding how to address the situation becomes 
when you have done a thorough SEA of Possibilities analysis.



Module 4: 
High Standards
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Principle Four: Leaders protect the right of good staff 
to work with good staff.
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video 32: introduction 
to leadership principle 4

This section of the MindSet Leadership Program addresses an important aspect of leadership 
that is not handled effectively in many organizations.

As you listen to the video lessons in this module, it can be helpful to have in mind a few 
problem employees who you have worked with in your career in mind.  Consider how you 
can apply, or could have applied, the insights and techniques in this section to get a better 
outcome with those employees.

>>> Reflect: Before you start Module 4, reflect on how well your company does holding 
staff members to reasonable standards of performance.  As a supervisor, how well do uphold 
this principle?

If you have ample room for improvement, is it because:
• You prefer to avoid tough conversations?
• The poor performance of one employee is being masked by the hard work of others?
• You are lacking support from HR or the legal department?
• Something else?

This section of the MindSet program is one that many participants will be keen to discuss.  It can be 
a bit touchy, however, as there is often some frustration associated with this topic.

It can be helpful to frame the goals of this section as being:
1. to help all supervisors have a more common view of how to address poor employee perfor-

mance, and
2. to learn specific techniques that can be effective in addressing performance problems.

WARNING: This introduction Video 32 for Principle 4 is critical of HR departments that are slow to 
discipline, and highly reluctant to terminate, problem employees.  It may be wise for you to remind 
participants that the role of an HR professional is to make us aware of the rules and risks associated 
with taking disciplinary actions, especially termination.  You should also stress that HR can be more 
helpful if supervisors do a good job of documenting performance issues and get HR’s guidance 
sooner rather than later when dealing with a problem employee.  You can rest assured that the 
remaining six videos in this section are all teaching specific techniques and insights that HR 
professionals have strongly endorsed and found to be wonderfully helpful.
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video 33: go fix it

You have the opportunity to use this technique when an employee’s poor performance has 
had a negative impact on other members of the team.

>>> Mental exercise: Imagine you are playing the lead role in a theatre production.  
Rehearsals started two days ago, and opening night is three weeks away.  One of your fellow 
actors has (a) come late to rehearsal the first two days in a row, and (b) has obviously not 
worked to learn her lines.

When you arrive for rehearsal the third day, you are relieved to see the miscreant actor is 
already there.  Before rehearsal kicks off, the director says the problem actress has asked to 
say something to the entire cast.  She says, “Hey, I just want to apologize to all of you for 
being late the last two days and for not being more prepared when I did get here.  There 
is no good excuse, and I am sorry for letting you down.  I want you to know that from this 
minute on, I am going to do my very best to be an asset to this production and a responsible 
member of this cast.”  Things go well at rehearsal three, and all signs are looking good that 
your acting colleague was sincere in her remarks.

Here is the question: What did you think of this colleague as you went home after rehearsal 
two? 

The mental exercise below in the Study Guide is beneficial to use with the group.  Most will quickly 
see the power of having a wayward employee “go fix it.”

In the video, Dr. H suggests that when the employee goes back to take accountability for their poor 
performance with those who were negatively impacted, the steps should be:
• Confirm they are aware of the problem and take accountability
• Express determination to improve
• Ask their colleagues for ongoing feedback and support

Kim warns that some staff members may resist due to embarrassment.  Teach participants to take 
such reluctant employees through a mental exercise, such as Kim shares in the video or the 
example below in the Study Guide, to help them overcome that reluctance. 
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video 33: go fix it 
cont.

Of course, most all say they would have a much better opinion of their colleague after 
rehearsal 3 than rehearsal 2, and many actually say they might think more of the actress 
after rehearsal 3 than if there had never been a problem in the first place!  If you agree, then 
you have a compelling case for asking your wayward employees to take active steps to go 
fix It with their colleagues!

What do you think of this colleague after rehearsal 3?

Emphasize the two big benefits of using this technique that Kim specifies:
1. you will help the wayward employee start to repair their reputation, and 
2. public acknowledgment of a determination to improve will increase the likelihood that the    

employee will actually do so.
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video 34: the dna of 
employee error

>>> Reflect: Think of an instance where you visited with an employee you supervised 
about a mistake or performance issue.  Reflect on how that employee reacted during your 
visit.

Did their reaction impact the tone you felt you needed to use during the visit?  If so, how?

Did their reaction during the visit impact how you felt about them after the visit?  How so?

Did their reaction during the visit predict how well their performance subsequently improved?

Defensive
Nonchalant

Agitated

A key insight to be gained here is that we will often learn a great deal about an employee by 
observing how they react after they have made a mistake – we just need to be wise enough to take 
note.  Adversity reveals character.  Remind participants that much like the Sea of Possibilities 
MindSet (Video 31), the DNA of Employee Error again shows why a one-size-fits-all discipline 
approach is often unwise.  We need to adjust our reactions and tone for each individual to be as 
effective as possible, something every good parent – and every good leader – knows to be true.

Note: “Agitated” in this case is intended to mean “agitated with oneself,” not agitation toward others.  
Self-directed frustration is a positive indication of a likelihood to learn from a mistake.  Agitation at 
others is not a positive sign and should not be excused or encouraged.  
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Conversations about underperformance are no fun.  Most employees dread being 
summoned into their manager’s office for a performance chat.  And the truth is that most 
managers, especially newer managers, are also somewhat uncomfortable having 
performance conversations with their wayward employees. 

This simple 4-step process is a framework that works consistently – and will set both the 
manager and the employee up to maximize their success.

>>> Try it: Can you imagine addressing a recent performance issue with an employee on 
your team using this approach?  If this approach to a performance conference is new to 
you, ask a trusted colleague if you can role play the discussion a time or two.  Hearing these 
words come out of your mouth in front of another human being will improve your confidence 
and effectiveness.

Step 1: Make Them Feel Safe.  How can you do this?
Step 2: Describe the Gap (The gap between what you expected and 

what you observed).  Then ask them to explain that gap.
Step 3: Listen! (Consider insights from Video 31: SEA of Possibilities and 

Video 34: The DNA of Employee Error while you listen)
Step 4: Plan (Consider ideas from Video 25: Openness to New Learning 

before you plan)

video 35: handling 
performance conferences 
with confidence

The video and Study Guide text are clear and can be used as a guide to discuss this technique.  
One thing to remember is Kim’s comment that “anxiety is the foe of comprehension.”  This is a 
mega-insight that BetterCulture wants participants to get ingrained into their brains.  It’s why it’s so 
important that we reduce anxiety before giving feedback, both when disciplining and when trying 
to teach a new skill (see “scared rabbits” in Video 25: Openness to New Learning).
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video 36: what are you 
- uncaring or stupid?

Question 1: Do you currently have an employee who is not meeting expected standards 
of performance?

Question 2: Is the issue being addressed?  If yes, so far so good.

Question 3: Is the poor performance (be it work quality, interaction style, etc.) negatively 
impacting other good staff members?

Question 4: Have you told those strong staff members that you are aware of the perfor-
mance problem, that it is being addressed, and that you appreciate their patience and 
support?  If yes, nicely done!  If not, you should.

Prompt: Have any of the participants experienced a situation where they were forced to work with 
someone who was a poor performer and the supervisor seemed to be either unaware or uncaring?  
What was the motivational impact on them?

This MindSet corrects what is one of the most common leadership errors we see: when a supervisor 
fails to share an Employee A performance problem with Star Employee B.  The process is simple.  
Relate to Employee B that:
• You are aware of the situation
• It is being addressed
• You appreciate Employee B’s patience and support
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video 37: what’s wrong 
with this picture?

When an employee is failing to meet reasonable performance expectations due to a lack of 
effort, you will often see what Dr. Hoogeveen describes as one of the worst patterns you can 
see in an employment setting: a situation where the supervisor is working harder to make an 
employee successful than the employee is working to please their supervisor.

>>> Challenge: Do you see this problematic pattern with any current employees?  If so, 
you have a situation that needs to be addressed.  Discuss the issue with other members of 
your leadership team to determine who will be the most impactful person to deliver the 
wake-up message.  Have that person listen again to Dr. H role play this “what’s wrong with this 
picture” message.  

This is a critically important MindSet to get into the heads of your program participants.  It is outlined 
below in the Study Guide, but we suggest you emphasize two things:  
• It should never be tolerated to have an employee working less hard to please their supervisor 

than their supervisor is working to make the employee successful.
• The key to making this visit effective is not just what is communicated, but who communicates 

the message.  The What’s Wrong with this Picture message should be delivered by someone who 
is in authority above the employee’s immediate supervisor; ideally by someone the employee 
respects – or at the least by someone the employee knows has the respect of others and the 
power to back up the message.
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video 37: what’s wrong 
with this picture? cont.

Key themes of the visit:
• Your supervisor has worked hard to help you be successful.
• You seem to be disinterested or resistive to your supervisor’s efforts.
• No longer will we tolerate a situation where your supervisor is working harder to make 

you successful than you are working to please your supervisor – that must change.
• The next few times I see your supervisor, I’m going to ask how you are doing – I expect the 

answer to be “much better”.
• Our performance standards are clear and reasonable.  Should you continue to choose 

not to meet them, you will be choosing to not remain an employee of this company.
• Is there anything that I have just said that you do not understand?

Finally, have the designated executive go have this tough conversation.  The odds are you 
will be pleasantly surprised with the results.

An amusing comment you could share with the group is one that Dr. H made to a client who was 
struggling with a cantankerous employee.  In this instance, the client was the owner of the company 
and the challenging employee had been hired as the COO.  After listening for the third time to the 
struggle (and resulting irritation and stomach acid) the owner was having with the performance 
of the COO, Kim said something that is consistent with this “What’s Wrong with This Picture” MindSet: 
“When you are paying someone six figures, they are supposed to be making your life better, not 
worse!”

Sidenote: The proactive and positive version of this technique was laid out in the Building Stars 
section, Video 26: The Simple Solution.
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video 38: goodbye to 
option b

This is a powerful technique, but one that should ONLY be used for (a) repeated performance 
problems that are clearly due to a lack of employee effort and (b) a situation where you 
would be comfortable with an employee resignation.

Dr. H role plays the use of this technique in the video.  Here is the outline:
• Conduct the visit near the end of the workday.
• Tell the employee you would like them to just listen today.  You will listen to them after they 

have taken time to consider what you are going to say overnight or over a weekend.
• Outline three options for the employee:
 Option A:  You make a commitment to improve and follow through.
 Option B:  Like earlier cycles, you commit to improve, do so for a while, and then fall  
       back to poor performance.
 Option C:  You decide this position is not a good fit for you, and you would like help  
        finding a better match for what you want to do.
• Explain that today you are removing Option B.
• Ask the employee to take a day to consider if they want to select Option A or C.
• State that if they choose Option A and follow through, you will be happy for them!
• If they choose Option C, you will do what you can to help them exit gracefully and find a 

better career fit – inside or outside of the company.
• Warning: Caution the employee not to come back and choose A and then fall back to 

pattern B.  If that occurs, you will be forced to choose Option C, and at that time your 
ability to help with a transition will be greatly reduced.

>>> Try It: Run this technique past your HR department.  See if they support its use.  We at 
BetterCulture believe this to be a fair and dignified way to have a “last chance” conversation 
with an employee.  And on the small chance a termination leads to a lawsuit, having this 
Remove Option B conversation documented in the personnel file should be a strong exhibit 
in favor of the employer.

>>> Remember: This technique is ONLY to be used for effort/attitude problems, i.e., never if 
the performance problem might be due to a lack of skill or ability. 

You may want to set up a scenario and have a couple participants roleplay this technique.  
It is one that seems quite easy to understand, but it will be learned best if they actually 
practice it out loud.

This is a fantastic approach to address repeated employee performance problems that stem from 
a lack of effort.  This is one of the longer videos in the program, and we suggest you rely heavily 
on the video as Dr. H roleplays an example of how to use the technique.  The outline in the Study 
Guide below is also quite detailed as we want to make sure participants can use this technique with 
confidence.



Module 5: 
Decisions
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Principle Five: Leaders encourage and promote 
open discussion and analysis as a predicate to 

decision making.
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video 39: introduction 
to leadership principle 5

The Study Guide text below lays out good discussion starters for Module 5 in this program: 
decision making.

At the heart of leadership is the ability to make good decisions.  If you make a bad decision 
in your personal life, you are the one who pays the price.  But when you make a bad 
decision as a leader, the consequences of that decision are often magnified to impact others 
around you.

>>> Challenge: If you were asked the following question by a person who was just 
starting their career in leadership, how would you respond?  “So what advice can you give 
me to help improve the quality of my decision-making?”  What would you say?  

If, like most people, you would struggle to answer the question above, this module will give 
you potent insights and clarity of thought as to how decision-making can be improved.

>>> Reflect: Consider your normal decision-making style, and if you have room to 
improve:
• Do you openly invite input from team members as decisions are being considered? 
• Do you use a variety of sources to provide input and ideas, or are you more of a lone 

wolf when it comes to decision-making?
• Do you do a good job of communicating the rationale that was used to make decisions 

after they are made?  
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video 40: listen up

• Reads and reacts 
• Rephrases and rechecks   
• Understands the power of 

silence: WAIT!!!  
• Brief, probing questions 
• Puts a sock in it!

• Tangential response 
• Jumps in
• Makes it all about them
• Swap-a-story
• Distracted
• No cues
• No questions/long questions
• No follow-up

Traits of a Poor Listener Traits of a Great Listener

This is another vitally important area for leadership skill development – and it is one in which most 
supervisors have room for growth.  Rely on the video here to introduce the topic and to lay out neg-
ative and positive listening practices.  Encourage the participants to reflect on their own listening 
habits as Dr. H reviews characteristics of both poor and great listeners.  Where do they have 
room to grow by either stopping bad habits or making better use of good techniques?

Reminder to Stress:  Early in the video Kim states that when in active listening mode, we need to 
focus as much of our cognitive ability as we can on just two things:
• What is the other person thinking right now?
• What is the other person feeling right now?

To do this requires us to block out (or at least suspend for a bit) our own opinions, thoughts, and 
urges to start talking.  That is not as easy as it sounds – and will improve with practice.
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video 40: listen up 
cont.

>>> Challenge: As you listen to Dr. H explain the HUGE impact of this skill and how often it 
is lacking even in the most powerful leaders, consider how the traits of good and poor 
listeners apply to you.  Where are your biggest opportunities for improvement?

>>> Reflect: Think of a fantastic listener in your array of friends or colleagues.  How well do 
they match up to the above traits of a great listener?  Now think of a colleague who is not 
a good listener.  Which of the traits of a poor active listener does that colleague suffer from?   
Are you willing to help that colleague grow by teaching these listening insights?

Exercise: After listening to the video and discussing the power of being a great listener, it can be 
beneficial to have the participants do an exercise.  Have each participant think of some event or 
occurrence that has happened in their lives over the past year that was important or meaningful to 
them.  This could be a big accomplishment, a family moment, something sad, something inspiring – 
it just needs to be something that was important to them.  Then pair up the participants and tell 
person A that they are going to be the listener.  Their job for the next 3-4 minutes is to block 
everything out of their mind other than trying to learn what person B is thinking and feeling as 
person B relates what happened and why it was important to them.  After 3-4 minutes stop the 
conversations and reverse the exercise.  Now person B is the listener.  Have person A relate their 
meaningful experience to person B.  Encourage listeners to avoid Dr H’s bad listening habits, make 
good use of the positive listening traits, and try to keep 100% of their mental energy focused only on 
what the other party is thinking and feeling.

After the exercise ask participants if it was enjoyable to talk with someone who listened intently – 
someone who gave them all the space needed to express their thoughts and feelings (note: most 
people will say it was “nice” to feel heard).  The ask the participants if they found it easy or hard to 
stay 100% focused on what the other person was thinking and feeling as they were listening (note: 
most people will say it was a bit challenging not to jump in and empathize more, share a story, or 
give advice, etc.).

Final Note: Leaders can’t spend all day in this 100% listening mode, but most would be well served 
to know when it would be appropriate and helpful to be able to shift into this mode – even for just a 
few minutes.
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video 41: why do you 
ask?

This is one of the most useful techniques in the MindSet Leadership Program; it’s also one of 
the most underutilized.

>>> Try It: For the next week, focus on delaying your response to questions long enough 
to ask either: (1) “That’s a good question.  Can you tell me more about why you ask?” or (2) 
“Hmm…great question.  What do you think?”  Note the additional information you will glean 
and how that information improves both your problem solving ability and your effectiveness 
as a coach.

>>> Challenge: Bring your team together for a discussion of this technique.  Challenge 
one another to think of times when you recently answered a question directly when it would 
have been better to have first gathered more information.  Then see if you can have a bit of 
fun over the next few weeks helping each other make better use of this simple, but incredibly 
powerful concept.  What we suspect will happen is a lot of under-the-table shin kicks as you 
catch one another failing to slow down and ask before you answer.

If you can get participants to grasp the importance (and power!) of this MindSet, you will have 
provided them with a fantastic tool that will advance their professional and personal success. The 
video is brief, reflecting how easy it is to grasp the “how to” part of this technique.  What is not so 
easy is actually making use of it!

Dr. H stresses in the video the three big benefits of using this technique:
• It helps to make sure you are answering the real question or concern.
• The other person may well have a smarter thought to share than anything you would have said.
• It lets you learn what the other person it thinking so that you can see where you may want to 

teach or give them information to correct any errors in their thoughts.

Push this point: Many may think that this MindSet is obvious, but the big challenge is that many 
(even most) who know this MindSet to be important and useful will nevertheless go out tomorrow 
and fail to use it.  Use the Challenge section from the Study Guide below to spur discussion and 
then use the Try It section to get them motivated to make use of it for the next few weeks.  Note that 
this technique is a hard habit to acquire, but an incredibly powerful leadership tool once they 
do. 
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video 42: the 360 
rule

This is an insight you should strive to get imbedded into the decision-making culture of your 
company: If you are making an important decision, and the building is not on fire, there is no 
excuse for not running your thoughts past a total of 360 well-informed IQ points.

>>> Challenge: Bring this concept up with a few colleagues or your team.  See if you can 
develop a culture where people are constantly asking other people, “Hey, can I get your IQ 
points on this?”  The more commonly you hear that phrase, the more confident you should be 
in the quality of decisions your team is making.

>>> Did You Know? Adult IQ scores in the United States, as measured by the WAIS-IV 
(a premier intellectual assessment instrument) fall at the following percentiles:

An IQ score of 70 = 2nd percentile
An IQ score of 85 = 16th percentile
An IQ score of 100 = 50th percentile
An IQ score of 115 = 84th percentile
An IQ score of 130 = 98th percentile

If you think you and two other people are going to reach 360 IQ points, at least a couple 
of you better be pretty darn smart! 

You can open up discussion on this MindSet by asking if participants know what an average IQ 
is. (It’s 100 – the “50th percentile” as shown in the chart below.)  Then you can use the chart below 
in the Study Guide to learn more about what a given IQ means in terms of percentile rank.  FYI: In 
case you are asked, an IQ of 120 places someone at the 91st percentile (and three such people 
gets you to 360 IQ points).

The essence of this MindSet it to get participants to see the wisdom of making use of the talent 
around them when making decisions.  Our understanding that decision-making is enhanced by 
having 3-4 individuals focus on an issue comes from what is called “gaming theory.”  The quality of 
decision making does not appear to go up by involving more people, and in some instances, it 
goes noticeably down. 
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video 43: what/how/
who - sit back down

>>> Try it: The next time you gather a group together to make a decision, try this exercise.  
Before the meeting begins, write three words on the board:  

What?

How?

Who?

Normally, the meeting will initially focus on WHAT you are going to do.  Your job is to use the 
reminders on the board to make sure you also discuss the best process for HOW you will im-
plement your decision.  Finally, make sure the group considers WHO will be the best player(s) 
to implement the game plan.  Your goal should be to make this a standard practice in your 
company’s decision-making process.

This MindSet was created in response to observing many group decision-making processes that 
would spend appropriate time on the question of what was to be done, but not enough (or no) 
time on the questions of how to best execute or who should lead the process.

Discussion Prompt:  An example of where leaders should spend time on not just the what, but on 
the how and the who include: 
• Openness to New Learning (Video 25) where we stress the importance of selecting the right per-

son to help a Scarred Rabbit learn and grow.
• Mentoring (Video 28) where we explain that a formal mentoring process will falter if we fail to 

use the right process or select the wrong participants
• Linkage (Video 29) where success is again dependent on how introductions are made and how 

well someone knows the individuals with whom they work 
• What’s Wrong With This Picture (Video 37) where we stress the importance of choosing the right 

messenger (typically a senior leader or executive)
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video 44: plan it 
backwards

>>> Try it: The next time you are planning an event or experience for others, start the 
planning process by putting the following two questions on the board and discuss them 
thoroughly before moving on to any planning for the event or experience:

1. What information do we want participants to know at the end of the interaction or event?

2. How do we want participants to feel at the end of the interaction or event?

>>> Essence: You will find that by beginning with these end goals clearly in mind, your 
planning will be both easier and much more effective.  This process will make sure your 
planning process does not get captured by the question of WHAT you are going to do; it will 
help to force better consideration of the HOW and WHO questions.  Again, as with Video 43: 
Sit Back Down, your goal should be to make this Plan It Backwards technique a standard 
practice in your company’s decision-making processes.

The ability to effectively lead a group planning process is an underappreciated skill of leadership.  
So often the process gets off to a bad start with some question like, “So, what do you guys think we 
should do?”  Use this MindSet to have participants see how much better planning will go if they start 
with the end in mind.  

Dr. H gives a good example in the video (the upcoming visit from the executives of an out-of-state 
hospital system), but you can use any event planning as an example for your participants to 
consider.

Say they are charged with planning a social event for staff.  Would they know to start the planning 
by asking, “When employees are going home from the event, what would we like them to know and 
how would we like them to feel?”   Would clarity on those two questions help decide where to hold 
the event?  Who to invite – only staff, or should family members be included?  What activates to 
provide?  Who, if anyone, should make remarks – and what should those remarks be?  How are 
invitations going to go out?  Do we want to use the event to recognize or honor anyone or any 
group?  Etc.

Push participants to try this technique the next time they are leading any planning process, be it at 
work or another setting.
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video 45: invert the 
question

Try this technique for a few weeks, and we think you will adopt it forever.   

It can work beautifully in one-on-one conversations when an employee brings you a new 
idea about which they are excited.  Try responding with, “Interesting idea.  Can you tell me 
any reason we might regret doing what you are proposing?”  (See Video 46: Argue the Other 
Side for additional context)

This technique also works well in group decision-making processes or meetings.  If the meet-
ing is designed to consider how to improve a process, try asking “What would we do if we 
wanted to make process as terrible as possible?”  If the meeting is to work toward a new 
goal, start by saying “What steps could we take to make sure we never get anywhere near 
our goal?”

Inverting the Question will help you think differently and generate new ideas.  And by high-
lighting ideas that would hamper your progress, it can also act as insurance policy of sorts to 
keep you from accidentally doing something incredibly counterproductive.

Videos 45 and 46 can be taught together.  Video 45 is a general technique; Video 46 is a specific 
application of that general technique.  You can think of this technique as looking at a challenge or 
an opportunity from the other side.
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video 46: argue the 
other side

>>> Remember: Most leadership is either parenting or coaching.  This is clearly a parent-
ing insight.  (It’s a particularly good technique to use when parenting adolescents!)  
This technique is a focused use of the broader invert the question concept from Video 45.  
You should have this approach at the ready when approached by a team member, outside 
professional, consultant, or even a friend who has a great new idea.  It can help you avoid 
climbing onboard the titanic!

>>> Reflect: Can you recall a time when someone you know was enthusiastic about an 
idea that ended up being a total flop?  Did their enthusiasm result in others jumping in with 
them on the road to flopsville?

>>> Essence: After listening carefully to a proposal, ask the other party to tell you the best 
reasons they can think of to NOT do what they are proposing.  Counterintuitively, the better 
their response, the more interested you should be in their proposal.

Video 46 is a specific application of the general technique, Invert the Question (Video 45).  The use 
of this technique will help participants determine whether an idea that is brought to them has been 
vetted well or not, i.e., how much confidence they should have when considering approval of the 
proposal.

This is also a powerful technique for anyone who has an interest in improving their ability as a 
coach or mentor.  The best coaches and mentors don’t simply give people the answer – they teach 
people to think for themselves.



Module 6: 
Conflict
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Principle Six: Leaders deal effectively with 
conflict.
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video 47: introduction 
to leadership principle 6

Think of a significant change your company has processed in the past few years.  Was it 
necessary?  Was it helpful on the whole (either it accomplished good or prevented damage 
for the company)?  Did the announcement and implementation of the change cause some 
conflict?  If so, that is the typical pattern: change usually leads to conflict.

>>> Reflect: How comfortable are you dealing with conflict?  Do you have an instinctual “go 
to” approach such as:
• avoid or just accept conflict
• using power to resolve disagreements
• negotiate and/or compromise
• separate hostile parties from each other
• collaborate
• refer conflict to an outside authority for a decision

All are useful methods for conflict management.  Which do you use most often?  Which method 
should you use less often?  Which method should you use more often?

Three things to cover as you introduce this 6th Principle:
1. Many individuals who would otherwise be fine supervisors fail because of their inability (or      

unwillingness) to deal with conflict.
2. Within an organization, change will most often generate conflict, and conflict can lead to 

change.
3. Not all conflict is bad.  Maintaining high standards requires periodic change; thus, because 

change leads to conflict, sometimes conflict can be an indicator of progress.

When introducing this sixth leadership principle, you can use the question below to spur initial dis-
cussion.  You can also modify it to ask participants to think of leaders who they have known in the 
past who have too heavily relied on just one approach.
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video 47: introduction 
to leadership principle 6 
cont.

>>> Did you know: An inability to deal well with conflict is one of the most frequent 
reasons new managers fail when placed in a leadership role.  When someone is first promoted 
to a supervisory role in your organization, you should ensure they have open door access to 
a more experienced leader for advice, counsel, and reassurance.  Who in your company has 
outstanding conflict management skills and would be an effective mentor to new managers?

The following Did You Know part of the Study Guide is an important discussion for you to lead with 
participants.  What can others learn from those in your system who are good at addressing conflict?  
Are there ways you can get those leaders to help others grow in this area?
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video 48: stupid 
idea - let’s have lunch

If you want a work environment where innovation thrives and excellence is always the goal, 
this is an important concept each of your team members should fully embrace.

If you can get this to become a known and expected standard of behavior in the company, 
you will improve the speed and quality of decision-making.  You can ask participants ver-
sions of the questions in the Reflect section below: 
• Do you speak up when you think you may have a better idea or a colleague is wrong?  If 

not, why not?  What could be done to make it more likely you would?
• How do you react when it’s your idea or plan that is challenged by a colleague?

>>> Reflect: How do people disagree with one another in your work setting?  If you 
disagree with the thoughts or actions of a colleague, are you comfortable letting them know 
you think they are wrong?  How are your comments received?

Reverse it: How do you react when a colleague directly states that they think you are wrong?  
Be honest – does that happen in your setting and how do you respond?  Do you say, “Thank 
you?”  You should!

Who are the thin-skinned members of your team who struggle to take, or give, candid 
feedback?  If you want to improve the performance of your team, those individuals need to 
become more comfortable saying (and hearing): “Stupid Idea – Let’s Have Lunch.”  

If you have staff members who need to grow in this regard, follow the guidance of Video 43 
– Sit Back Down.  The questions you should be asking yourself are: What do we want them to 
learn and change?  How can we best help them acquire this important insight?  Who is best 
to take on that coaching process?

Key Insight: Argument and intellectual challenge are gifts.  Supervisors should have no tolerance 
for those who turn intellectual conflict into personals conflict.  Is this a norm or expectation in your 
system?  How about on your team?

Note: BetterCulture is not implying that anyone should call anyone else (or their ideas) “stupid.”  This 
concept is creatively titled to present a good-humored theoretical example of what could be said 
between two people who truly welcomed and valued intellectual conflict while never personalizing 
their disagreement.
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video 48: stupid 
idea - let’s have lunch 
cont.

>>> Try it: Talk openly about this insight with your colleagues – make Stupid Idea – Let’s 
Have Lunch a known metaphorical phrase in your organization.  A key to making it a norm 
is a practice of calling people out if they turn intellectual conflict into personal conflict.  Be 
direct.  Remind them that friendly friction is an indication of passion and a desire to get things 
right – to make things even better.

Challenge every employee to help maintain a culture where ideas battle, and people 
collaborate.  It will both speed up and noticeably improve the quality of your team’s 
decision-making.

Stress the Try It section below.  Press attendees that it is their responsibility as leaders to inject this 
important cultural expectation into your work setting.  It will be a great boost to improve 
decision-making if they can help get this done.
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video 49: you can 
always ratchet up 
tomorrow

This is a particularly important insight for short-tempered leaders to grasp, but it is a good 
reminder for all of us who overreact from time-to-time when stressed or exasperated.

It is great parenting advice to not discipline in anger.  The same advice applies in the work 
setting.

>>> Challenge: The key here is to be honest with yourself about where you have room to 
grow.

Do you tend to be direct, or even a bit harsh, when giving directions or feedback?  Does your 
lowest intensity start at a 5 on Dr. H’s 1-10 scale?  If so, try starting at a lower intensity – say a 
2.  You may be surprised how well it works with a good number of employees, and see the 
added benefit of people becoming more comfortable around you.

Are you a softie when it comes to providing feedback – seldom ever getting above a 6 with 
respect to intensity?  If you are, remind yourself that just because BetterCulture says it’s best 
to undershoot intensity on your first go-around with feedback, you have a responsibility to 
steadily increase your intensity until you observe the needed change.

>>> Reflect: Which employees in your setting require you to adopt a more forceful 
interaction style so as to get their attention and focus on feedback?  At the other end of the 
spectrum, who are the more tender-hearted employees who would be devastated by 
overly assertive criticism?  Are you effectively adapting your style to hit the right notes with 
both groups?

The key insight you want participants to understand is that, as a leader, they need to learn how to 
use the least intense interaction style necessary to successfully register their message with the target 
employee.  Remember to stress that it’s a mistake to overshoot on intensity – something many of 
your participants might be predisposed to do when they get frustrated.

Don’t ignore the other side of the spectrum, however.  You may have participants who fail to be 
intense enough when it is necessary to stand up for themselves or get someone’s attention.  This is a 
Goldilocks & Three Bears situation: not too firm, not too soft – get it just right.
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video 50: learn to 
apologize

Conflict is inevitable.  And conflict can be a good thing.  But no matter how hard you work 
to encourage healthy conflict, sometimes we mess up.  Sometimes we say the wrong thing.  
Sometimes things do get personal.  Sometimes we hurt others even when we had no 
intention to do so.

In those instances we need to understand the impact of a genuine apology: it has the power 
to heal.  But to unlock that power you must (a) be humble enough to apologize and (b) do it 
well.

>>> Reflect: Start with yourself.  Are you inclined to apologize when you mishandle a 
situation?  Listen to the case Dr. H makes for the power of an apology.  Consider how much 
stronger your relationships with colleagues could be if you followed his advice.

>>> Try It: When you see a situation where an apology is due from one staff member to 
another, don’t hesitate to encourage the offending staff member to follow this practice.  You 
may have to role play to help them become comfortable and capable of doing it well.  But 
when people see how much cleaner their relationships can feel after an apology, they will 
thank you for prodding them and be more inclined to make use of this simple, but potent, 
practice in the future.

It is especially true that if your participants are in leadership roles, they have a responsibility to 
repair the damage that can be caused by a poor interaction.  Often all that is required is a sincere 
statement such as, “I wish I would have handled our interaction yesterday differently.”

The group may also find it useful to discuss the study Dr. H references with respect to the impact a 
genuine apology has on customers.  Are we training our staff to do that well?

Sidenote:  It can be helpful to also talk with participants about how to accept compliments well.  
Often people think they are being nice when they dismiss an apology: “Oh, no problem at all – I 
didn’t even notice.”  This response is actually dismissive of a sincere offering from the other person 
and discourages the person from apologizing in the future.  Teach participants to say something 
more along the lines of, “Thank you.  That means a lot to me, and I really appreciate it.”

The same sound advice applies to accepting a compliment.  Don’t dismiss a compliment with, 
“What, this old shirt?  I got it on a bargain rack.”  Instead learn to simply say, “Thanks – I’m glad you 
like it!” A wise phrase to share with the group with respect to compliments: You should strive to give 
generously and accept graciously.   
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video 51: 
unspeakables

The BIG THREE emotions that clog up personal relationships and prevent the open flow of 
communication are:

   FEAR     ANGER   HURT

>>> Reflect: Do you have a current relationship with a co-worker that has been strained by 
one of these three emotions?  What would it take to find the courage to talk with your col-
league about the unspeakable?

>>> Remember: Who should initiate the conversation about an unspeakable?

• If only one party knows an unspeakable exists, or only one party knows the cause of the 
unspeakable, that party should initiate the conversation.

• If both parties know the cause of the unspeakable, the person with the highest title should 
initiate the conversation.

How you initiate discussion of an unspeakable is critically important.  Dr. H gives a wonderful 
example of how one of his former colleagues opened discussion of an unspeakable with 
incredible skill.  You will find it helpful to script your first few sentences – those first words will 
make a big impact on how the rest of the meeting will go.

This is a high bar that few work cultures even try to achieve – but it is worth the time to explore with 
the group because it’s so powerful when it becomes the norm for a team or company.

This MindSet can be a challenging concept to grasp at first, so we recommend you use the video 
to let Dr. H introduce and explain his Unspeakables concept.  Then if you are facilitating a group 
where the participants are comfortable and trusting of one another, you can follow the suggestions 
in the Study Guide below and ask for examples of where an Unspeakable was effectively 
addressed, or where it would have been better if it had been addressed.
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video 51: 
unspeakables cont.

>>> Try It: Take time in a team meeting to explain what an unspeakable is.  See if people 
can think of an unspeakable they have experienced – either in their personal life or in a past 
job.  For each situation, discuss how someone could have begun and conducted a 
conversation about that unspeakable.  See if each situation calls for a different approach 
depending on the negative emotion involved: fear, anger, or hurt.

Finally, have the team discuss how a person should respond if approached by a colleague 
who has found the courage to discuss an unspeakable.  What can you do to help put the 
person who took the initiative to start the conversation at ease?

Reminder: The three-part script Dr. H used in the video to open the conversation about an 
Unspeakable is a powerful formula:
1. “Our relationship means a lot to me.”
2. “You recently said something that has been bothering me.”
3. “Would you be willing to find a time when we could talk about it?”

Repeat these three simple elements and ask the group if this approach resounds with them.  
Encourage participants to adapt this specific phraseology (or something similar that suits them).



Module 7: 
Fun
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Principle Seven: Leaders encourage others to 
enjoy their work.



81

video 52: introduction 
to leadership principle 7

Is your workplace enjoyable?  It’s a simple question, so answer it.  Is your workplace 
enjoyable?  Is the environment upbeat and pleasant a high majority of the time?  Do you 
often see smiles and hear laughter?

>>> Reflect: Would you like your work setting to be more enjoyable?  Is there room to 
improve?  What are some things you could do, or things you could stop doing, that would 
make your work setting more fun, upbeat, and enjoyable?

Fun Question Prompt: Before playing the video, you might as the group “What is the opposite of 
play?”  Note: “work” is NOT the right answer, though you’re likely to get that response!  Push 
participants to embrace the concept that work can be made fun (or at least more fun, at times).  If 
you’re looking for an actual answer to this question, we’d suggest something more like “boredom,” 
“toil” or “drudgery” is the opposite of play.

Use the questions in the Study Guide below to open up conversation about this important 7th 
Principle.
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video 53: empower 
your fun people

>>> Reflect: Who are the naturally “fun” people in your work setting – the people who others 
just enjoy being around?  Who are the individuals who can plan a party that most everyone 
would look forward to attending?

>>> Challenge: Do you have a fun committee?  You should, even if you give it a more 
sophisticated name.  Find a group of your most upbeat and positive people – ideally from 
different departments – and explicitly ask them if they would be willing to spread that sense 
of joy and happiness around to help maintain an enjoyable work setting.  You also need to 
empower them.  Make it clear that their work is important by giving them the backing of the 
executive team.  If Mr. Uptight VP thinks there is just too much laughter, you need to be able to 
tell him to take it up with the CEO! 

This is a good time to name names; encourage people to call out other people they enjoy being 
around!  Have participants generate a list of team members who inject fun and energy into the 
workplace.  Remind them that you are not looking for the class clown or the disruptive member of 
the staff who wastes time or often takes a discussion off course.  The goal is to think of people who 
are productive AND naturally fun and enjoyable to be around.  Use the discussion cues in the Study 
Guide below.

Dr. H suggests that you 1) take notice of the fun people on your team, 2) value them, and 3) 
empower them.  Ask: Are we doing that now?

Remember: any time people give a compliment to a peer who was not is your session is a great 
opportunity to make sure that compliment gets back to the person being complimented (and 
attributed to the person who gave the compliment).  See Video 20: Second-Hand Compliments.
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video 54: sad - no 
laughing matter!

>>> Reflect: Do you have leaders in your company who stifle laughter and joy?  These 
are people who say things like, “Work isn’t supposed to be fun.” or “I’m not paying you to 
chitchat.”  They huff, sneer, grumble, and often intimidate others.  Do you have any of these 
people?  Who are they?  (If you are one of those people, reflect on yourself!)  

What are you going to do to address the issue with these gloomy, overly stern, dour sorts?  
Do you have a culture code that stipulates that type of attitude/behavior is unacceptable 
in your work setting?  Are you willing to bring up the Unspeakable negative impact they are 
having on others around them?

If they won’t or can’t change, can you minimize their impact by physically isolating them 
from others?  Are they so valuable you want to keep them despite their destructive impact?  If 
so, you are hurting your chances of achieving a Better Culture!

>>> Remember: Individuals who lead by fear and intimidation are a cancer to your 
culture – and eventually will be a cancer to your business.  

“Laughter can relieve tension, soothe the pain of disappointment, and strengthen 
the spirit for the formidable tasks that always lie ahead.” 

Dwight D. Eisenhower

This is one that can become a bit uncomfortable for some of participants if they tend to be on the 
dour side.  Your goal should not be to make them the life of the party (that won’t happen), but 
rather to have them lighten up enough to let others enjoy their work and interactions – and even 
have some fun.  Again: try and blast out of their minds the notion that fun and play are the opposite 
of work.  They are not.

We also at times find supervisors who see laughter in the workplace as a danger signal that they 
may be losing control – that focus on a task is being lost and work isn’t getting done.  Thus, they see 
laughter and fun as a threat to production.  (Recall Kim telling the story of the top executive who 
was upset when he saw a ping pong table in the staff lounge area.)  They are not entirely wrong – 
and as facilitator you can acknowledge that.  But what Dr. H is pointing out is that there is a cost to 
pay on the other side if you do not recognize the benefits of welcoming some joy and fun into the 
workplace.  That cost is lower morale, higher turnover, and less personal connection between 
members of your staff.

A quote from the video: “One of the main reasons for the creation of MindSet was to make life 
miserable for lousy bosses.”  Ask participants what they think Dr. H meant when he said that.  (The 
answer is he would consider someone a lousy boss if they fail to try to bring MindSet’s Seven 
Principles of Leadership to life for employees – and that definitely includes #7!)
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video 55: why not 
have some fun?

>>> Try it: Making use of the Invert the Question technique, gather a few colleagues 
around and ask what could we could do if our goal was to make sure that we prevented as 
much fun and joy as possible in our work environment?  Discussion may be a little 
challenging at first, but stick with it.  You may discover that there are a few things (or a few 
individuals) that are presently inhibiting staff members from enjoying their work environment 
as much as they could.

>>> Challenge: Are you aware of other companies that have a culture that encourages 
fun and joy?  If so, what can you learn from them?  Do they have smart practices that you 
could adopt?  Why not ask to visit their work setting and talk with their executive team about 
this important topic?  The odds are they will be complimented you asked and eager to talk 
about this topic.

Then move on to the more challenging question: What are some specific things you could 
do to make your culture more positive, fun, and uplifting?

A great many of the MindSets throughout this program are relevant to keeping a warm and upbeat 
culture.  It starts with envisioning the culture you want to build and protect – a vision that should 
include fun and laughter.    

Use the Study Guide below to spur discussion.
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video 56: what humans 
really want

MindSet Leadership Series Reflections

At least once a year, reflect on BetterCulture’s Seven Principles of Leadership.  Review the Prin-
ciples one at a time, and consider how well you individually, and your company as a whole, 
are making that Principle come to life.

>>> #1: What do you, and your company, do to keep employees focused on mission, cul-
ture & excellence?  Do you have a clear organizational purpose?  Are you advancing mean-
ingful cultural values?  Are you always striving to get better?  Where do you have room for 
growth?

>>> #2: What do you, or what does your company, do to help build a sense of pride for the 
company in your employees?  What are you and your company doing to ensure your good 
employees know that their company is proud of them?  How could you be even better?

>>> #3: What do you, or what does your company, do to help your employees grow?  How 
are you advancing their development at work?  What are you doing to increase their success 
in life?  What more could you be doing to achieve these goals?

Conclude this training with your group where you started, with BetterCulture’s Seven Principles of 
Leadership©.  Before going through the discussion process suggested below in the Study Guide, 
the following questions can help to generate discussion:
• What insights or leadership tools have you gained through this program?
• Have you tried to incorporate specific MindSets into your leadership style?  If so, which ones and 

how have they been helpful?
• Have you noticed any of your fellow leaders incorporating these ideas into their leadership?  

Have you seen a positive impact?
• Do you feel supported in your efforts to use this BetterCulture approach to leadership?  What 

can we do to help keep this approach vibrant and alive?
• Do you now feel more comfortable brainstorming with a fellow leader knowing you have a 

common vision of what it means to lead in our company?

The Study Guide below offers a great discussion process to cap off this program.  Remind 
participants that the best companies are always looking for ways to get even better.  When it comes 
to leadership and culture, they are relentless.  We should be too.
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video 56: what humans 
really want cont.

>>> #5: How consistently do you, and your company, use sound decision-making processes 
and practices?  Do your decision-making processes contribute to staff growth and produce 
greater staff engagement?  Is there room for improvement here?

>>> #6: How good of a job do you, and your company, do dealing with disagreement and 
conflict?  Is intellectual conflict frequent and welcome?  Are personal conflicts infrequent and 
quickly resolved?  Where could you improve?

>>> #7: How good of a job are you, and your company, doing at making the work 
environment enjoyable and creating fun in the workplace?  What else could you be doing?

>>> #4: How good of a job do you, and your company, do at protecting the right of good 
staff to work with good staff?  What is preventing you from being even better?



CONGRATULATIONS!

You have completed BetterCulture’s MindSet Leadership Program.  

If you enjoyed the program, please help promote 
BetterCulture inside your organization and on your social 
networks.

Stay in touch with us by signing up for our newsletter at BetterCulture.com and by 
following us on social media for more leadership insights and great additional training 
opportunities!

We hope you have enjoyed this video training program and gained valuable insights. 
We also hope this study guide will serve as a lasting resource as you continue on your 
leadership journey.  We invite you to contact us at info@betterculture.com with any 

questions, suggestions, or feedback about the program.
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A final thought for you as facilitator.    

In facilitating this program, you have acquired a lot of valuable knowledge.  The old adage is 
true: when you teach something, you are on a path to mastery.  So make sure that you remain 
a resource to participants after the training.  Many will benefit from you continuing to remind and 
encourage them to make use of the insights and techniques in this program.  

Finally, repeating something we mentioned at the beginning of this guide: There is a big difference 
between learning something at the recognition level (“Yep, I understand what you just said”) and at 
the recall level (“I remember that technique on my own and can pull it from memory when I need 
it”).  With your goal being to have participants learn at a recall level, don’t hesitate to give remind-
ers of key MindSet concepts as you continue to interact with participants after the formal sessions 
are completed.  

We would also welcome you to encouraging participants to stay up to date with free information, 
newsletters, and blog postings from both MindSet and BetterCulture!

www.GoMindSet.com
www.BetterCulture.com

Thank you for helping BetterCulture make the world a better place to work!

Love, Team BetterCulture


