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1. At the Heart of the Matter
◦ Outer: What is the core purpose of the meeting? State why you 

are meeting, outcomes and expectations.
◦ Why Meeting: Session 5 of 10 for 14 participants at a client 

company where we have been running an annual leadership 
development program for 4 years. 

◦ Outcomes: Connecting with self, each other and guest mentors 
for celebration or support regarding last month’s individual 
commitments, along with reflection, insight, learning, practice 
and commitment to action related to the current session topic. 
Since it is the halfway mark in the program, guide participants in 
providing feedback on what’s working and what could be 
even better so we can adjust and plus it up to tailor even more 
to this particular group. 

◦ Expectations: Participants and guest mentors are able to and 
choose to engage, stay present, and find meaning and value 
in the time spent. Tami as conductor ,and participants as a 
peer cohort, help each other in achieving this. 

◦ Inner: Who am I to be in relationship and what is our purpose 
together? 
◦ I am to be connected to each participant heart to heart. Our 

purpose together, in my mind, is to harvest hope for the future 
and a new tool for each participant’s leadership toolkit.



2. Clarifying 
Intent

Outer: What is the intent of the 
meeting? What will you do? Create a 
design or agenda for your meeting:

• The intent is to develop leadership 
skills through learning and practice 
around a topic, while strengthening 
peer relationships and committing to 
personal action

Inner: Who am I to be and what are 
we to do together?

• I am to create and hold the space so 
together we can grow individually and 
collectively

Agenda: 
9-9:10: Welcome, overview, 

PPP, Reflection, 
HeartMath, Review 
mutual agreements

9:10-9:30: Hearing all the 
Voices

9:30-10:30: 3 Guest Mentors 
– two external and one 
internal alum 

10:30-10:40: Break

10:40-11:30: Practice 
application of the topic in 
pairs or triads

11:30-11:45: Ahab's, 
commitments, what’s 
coming up next month

11:45-12: LDE mid program 
Survey



3. THE INVITATION
Outer: Who will you invite? Why should they come? What is in it for them?

The 14 program participants are invited. I will greet and welcome them in one by one. I will 
also invite an alum and two external guest mentors. The participants will benefit from the 
time to reflect, be seen and heard, listen and learn from others and gain confidence in 

and tools to aid their path forward while connecting with each other

Inner: What is my sincere gesture that integrates my purpose and intent?
My thoughtful preparation and full engagement before, during and as follow up to the 

meeting



4. Setting Context 

Outer: How will you describe the form, function and purpose of the meeting once the meeting 
has begun?
• I will set context four times – at the end of the prior meeting the month before, in an email 

right after the most recent meeting as part of a prework note, the week before the meeting in 
a reminder and get excited prep note, and during the beginning of the meeting when I use 
the Purpose, Process, Payoff formula followed by inviting a response to it from participants 

Inner: What is my clear articulation of who we are to be and do together? 
• My intention and purpose for today is for us to be truly open present and focused on 

connecting, earning, sharing, practicing and honing our skills as leaders of self, others and 
company related to today’s topic of X 

• Process is checking in with each other one at a time, guest mentors and talking together about 
the topic, practice in pairs, sharing our aha’s and commitments, and mid program survey

• Payoff should be insights that go into your personal toolbox for increasing or maximizing your 
effectiveness at topic X that you get from sharing with each other, from practice, and from 
learning from each other and the guest mentors

• How does that sound to you? With that in mind, what are your hopes for the morning?



5. Creating 
the 
Container

Outer: Describe the physical space in which you will meet. What 
materials and aids will be in place? Be specific. What are the norms 
and agreements of meeting?
• Large room with good light and windows in training center 

overly filled with tables and chairs. I will set it up as a square with 
enough seats. A side table will have refreshments. Music on to 
welcome people as they come in. Chimes to call attention. 
Handouts to provide. 

• Participants co-created norms and agreements at the initial 
meeting which we will review and ask participants how they feel 
we are doing upholding them and if there are any changes or 
additions needed. The room tends to be cold or stuffy so I will 
monitor adjusting the air and in the reminder note will suggest 
people dress in layers.

Inner: What is my role in 
creating a safe and 
enlivening space in 
which to do our work?
• I need to think and 

plan for what all I 
can do to create 
the best possible 
container, and 
then arrive early 
enough to 
manage that. I 
need to hold my 
vision and intent for 
the container in 
mind throughout 
the morning so I 
can adjust 
something if 
needed



6. HEARING ALL THE VOICES
Outer: How will you facilitate each person to speak? What methods and practices 

will allow for the full expression of all participants?
I will string the beads, I will have people work in pairs, and will ask everyone to 
share a word that describes their state of being before we close the meeting. 

In the opening I will guide them through a transition exercise imagining we are 
together in a circle around a campfire, and we will review our agreements that 

are designed to enable full expression.

Inner: Who are we and what have we come to say and do together?
We are a group of leaders coming together to share our best practices, successes 

and struggles with each other so that we may be filled with renewed hope, a 
plan, and tools to help make our goals happen



7. Essential Conversation

Outer: What are the success factors for a fully engaged meeting? What 
needs to be in place for full engagement and how will you know when it 
occurs?

◦ Successful full engagement is dependent on my making a safe container, 
bringing interesting content, reviewing mutual agreements, and 
designing multiple times for people to share both in the large group and 
in pairs. 

◦ I will know full engagement from asking, from what’s on the survey at the 
end of the meeting, from unsolicited comments, and from watching 
listening.  

Inner: Has the ground been adequately laid for essential conversation to 
occur? What wisdom am I looking for and is already present?

◦ The ground has been laid for essential conversation but is not guaranteed 
because of the politics that is inherent since the owner’s son is a 
participant. I need to call on my wisdom from experience to gauge the 
level of engagement and adjust when and if needed to get there or get 
it back



8. Creation
Outer: What do you wish to create that is new/innovative in this 
meeting? List potential opportunities/possibilities that stretch 
you.
◦ I wish to create the highest level of engagement, hope and 

connection that we have had so far so that people leave 
more energized and empowered than ever 

Inner: What are we to create together and how will I recognize 
and harvest the wisdom being created?

◦ We are to each create a personal toolkit related to the topic, 
accompanied by the confidence gained through practice 
and the courage that comes from feeling that fellow 
participants have one’s back 



9. COMMITMENT TO ACTION
Outer: What significant commitments, responsibilities and 

accountabilities do you expect from yourself and others from 
this meeting that will make a difference?

• Commitment by each person to hold a courageous 
needed conversation using the tools offered in the session.
• Commitment to connect with each other in between 
sessions to keep engagement, support and accountability 

high.

Inner: What is needed to allow for the highest level of 
commitment and responsibility and accountability to occur?

• I need to do my best to enable and cultivate full 
engagement throughout the meeting

• I need to model the follow up in between sessions through 
my communication with the group 


