
 
 
The Veterinary Leadership Institute (VLI) has partnered with Veterinary Medical 
Association Executives (VMAE) in order to provide leadership content in an affordable 
manner for the Power of 10 programs across the country.  In an effort to stay true to 
the VLI mission of providing programs that invite our audiences into a space that 
fosters growth and learning, we have developed these video modules using VLI 
content to be used in conjunction with this facilitator’s guide.  Though this guide is not 
meant to replace our highly trained VLI facilitators, it is our hope that this tool will allow 
you to engage your Power of 10 groups in a format where learning can take place by 
using small group conversation and discussion, experiential activities, reflection and 
large group debriefing. 
 
Introduction: How do you lead an experiential conversation instead of give a didactic 
lecture? 
 
Before we get into the specifics for each module, it is imperative that you understand 
your role as a facilitator. This role is often very difficult for those in the veterinary 
profession because we are used to receiving information in a didactic lecture format. 
Unfortunately, this format does not usually lead to learning and growth.  Instead, we 
want to encourage reflection and conversation around the material presented so the 
participants can move from theoretical knowledge to practical application.  For the 
facilitator, this is sometimes easier said than done because we get excited about what 
we are discussing and we want to share as much information as we possibly can 
instead of allowing participants to wrestle with the questions and come to their own 
conclusions.  Below, you will find an excerpt from our “Attributes of an Effective VLI 
Facilitator” document that more specifically outlines the role of the facilitator in the 
group process. 
 
By definition, to facilitate means “to make (by process or means) easy or easier.” The 
VLI facilitator role, then, is to help make the learning process easier. 



 
Facilitation is fundamentally different from teaching, training or presenting. Effective 
facilitators guide the interaction of the group members  rather than provide advice and 
definitive direction. It is often easier to tell others what to do.  Advice, however, is not 
facilitative, even if it is requested. Thus, our goal, as VLI facilitators, is to develop the 
ability to guide group interaction using questions rather than giving answers. 
 
Facilitators believe that each participant is creative and resourceful and that they have 
more knowledge, understanding, and potential than they often give themselves credit 
for. Facilitators believe that the role of the participant is that of discoverer, traveler, 
detective, and explorer. The facilitator role, then is to help them uncover a deeper 
understanding of what they already know and to integrate new information through 
guided self-discovery. 
 
Facilitators guide the participant journey based on a predetermined framework of group 
development as well as on information provided by the participants in the moment. 
Guiding participants takes a certain amount of fearlessness in the midst of uncertainty. 
It requires sufficient self-awareness to realize you don’t have all the answers. Even 
though you have a toolkit of skills, facilitation requires the ability to flex with the 
process. 
 
It is critically important that facilitators adopt a coach-like approach to their facilitation, 
rather than a directive approach where information is provided following the experiential 
exercises. In the figure below, facilitators would therefore be operating in the coaching-
facilitation quadrant with minimal to no time spent in the mentoring-consulting 
quadrant, unless it in intentionally decided that a topic is best covered in this manner. 
 
Key Attitudes/Behaviors 
 
1.  Understands that the VLI experience in not about what facilitators know, but rather 
about encouraging reflection and self-discovery among the participants. 
2.  Holds a space for individual and group change/failure/growth. 
3.  Has a true understanding of what facilitation is versus what teaching is in the 
academic world. This means that our facilitators help participants understand the value 
of the “what, so what, now what” learning opportunity- rather than being too direct in 
providing the “right” answer (i.e. “you should have gotten this out of that activity”). 
4.  Operates without an “agenda,” facilitates for individual and group growth focused 
on where the individual/group want to go/grow, NOT where the facilitator believes the 
group should go. 
5.  Is connected to but also separate from the group (i.e. is a friendly facilitator as 
opposed to a facilitator friend). 
 
 
Because it can be challenging to move from presenter to facilitator, we have formatted 
the modules so that reflection and conversation are built in.  This facilitator’s guide is 



not meant to replace the training and practice of a veteran facilitator.  Rather, it is 
meant to serve as a starting point and help you guide conversation and learning around 
specific topics for your Power of 10 groups.  Your job is to use the prompts to guide 
each discussion using reflection, conversation and suggested questions/activities.  As 
you become more comfortable with the format and the content of each module, you 
will begin to formulate your own questions and ideas about activities that will stimulate 
growth and learning for each of the modules. The more you facilitate conversation, the 
better you become at understanding where the group is, what the group needs and 
how to get there.  
 
Before we get started, here are a few rules of engagement to consider. 
 

1. Creating a safe place for conversation and sharing of ideas is critical.  This 
is often best achieved by modeling the behaviors you hope to observe in the 
participants.  Set the stage by saying, “We are interested in your thoughts and 
ideas about the topic we are discussing.  There are no right or wrong answers to 
our questions.”  Sarcasm, belittling of ideas, and forcing your opinion on others 
are best left out of the discussion. 

2. Do not be afraid of silence.  Based on our experience, veterinary audiences 
tend to be introverted and hesitant to answer questions for fear of being wrong.  
Thus, we have a specific progression for discussion:  1) allow participants time 
to write their own thoughts on paper for a couple minutes, 2) have participants 
share in a smaller group with 1-2 other people, 3) open up the discussion to the 
large group and only call on those who have volunteered to share their thoughts.  
Within this progression, silence is ok.  Be patient and give your audience time to 
think about what they want to share. 

3. Be genuinely curious about what the participants think.  Often, we are so 
passionate and excited about the content we are sharing that we feel like we 
have to give a “lecture” in order for the participants to grasp what we are 
sharing and don’t allow for interaction and discussion.  However, the material 
will have much more meaning when the participants are allowed to discuss it 
and challenge it.  Instead of trying to convince them of a topic’s importance, use 
open-ended questions to invite conversation.    

 
The facilitator guide below is set up to include a summary of each section in the 
module so you have an idea about what we were hoping to convey in each section as 
well as how the sections will flow.  It then goes through a possible discussion strategy 
for the content and gives examples of questions we have used in the past to engage 
the participants in the content.  This is not the only way to facilitate the conversation, 
but it is the strategy that we have used successfully in previous programs. Finally, we 
have given you several resources that will help you become more fluent in the content.  
It can be very difficult and scary to facilitate conversation around content you are not 
familiar with or are unsure about so the resources are meant to help you feel more 
confident.  It is amazing, though, how being transparent with your participants can 
build trust.  If you are not sure about the answer to a question, be honest about that.  



One of our favorite strategies in this situation, a strategy that often leads to really rich 
conversation is to say, “That is a really great question.  What do you guys think?”  
 

Module #2:  Emotional Intelligence Overview 
 
Section 1 (0:00-6:21) 
 
Summary of the Section:  In this section, we discuss an overview of emotional 
intelligence and the research behind its importance.  We discuss emotional 
intelligence, IQ and technical skills and how, in the past, we have given them all equal 
footing when thinking about success.  But, what the research suggests is that 
emotional intelligence may carry more weight than IQ and technical proficiency when it 
comes to success in work. Using the work of Salovey, Mayer and Goleman, the VLI 
uses a 4 quadrant model for emotional intelligence that includes self-awareness, self-
management, social awareness and relationship management.  We further categorize 
these quadrants into personal leadership (self-awareness + self-management) and 
leadership of others (social awareness + relationship management).  The section ends 
by asking the participants to think about a leader in their world who was either really 
emotionally intelligent or lacked emotional intelligence.  Then, we want them to identify 
the specific behaviors in those leaders that illustrated emotional intelligence or a lack of 
emotional intelligence.  Finally, we would like the participants to think about 
themselves and where they might fall on the emotional intelligence scale. 
 
Discussion Strategy:  First, give the participants 3 minutes to write down their 
thoughts with regard to the first 2 questions (identify a leader who either was or was 
not emotionally intelligent and the behaviors that illustrated these things).  Then, have 
them share with 1-2 people who are sitting near them.  This conversation is usually 
robust and may take some time so use your judgment with regard to how long to let 
them talk.  At least 5 minutes is probably necessary.  When the participants are done 
sharing in a small group, have a few people share with the large group.  The goal is to 
start to get a feel for the overall idea of emotional intelligence and what it means to the 
group as well as identify specific behaviors that either demonstrate emotional 
intelligence or a lack of emotional intelligence.  This discussion will allow you to better 
tie in to the specific quadrants later in the module so try to remember some of the 
comments that are shared during this time. 
 
Resources:  Numerous resources on emotional intelligence are available.  We have 
listed a few below that we like. Emotional Intelligence 2.0 is quite short and will get you 
up to speed very quickly.eq 
 
-Emotional Intelligence 2.0, Travis Bradberry and Jean Greaves 
-Mayer JD, Salovey P, Caruso DR. Emotional Intelligence: Theory, Findings, and 
Implications. Psychological Inquiry, 2004, 15(3), 197-215.  
-Video with Daniel Goleman: https://www.youtube.com/watch?v=Y7m9eNoB3NU 



- http://www.6seconds.org This is a great website with multiple resources and training 
opportunities 
 
 
Section 2 (6:23-13:45) 
 
Summary of the Section:  This section starts with a definition of emotional intelligence 
as defined by Salovey and Mayer. They define emotional intelligence this way: 
Emotional intelligence is one’s ability to be aware of one’s own feelings, be aware of 
others’ feelings, to differentiate among them and to use this information to guide one’s 
thinking and behavior.  We start with a definition so everyone is on the same page.  We 
then jump into the first quadrant: self-awareness.  In our experience, self-awareness is, 
by far, the most difficult skill to teach, in large part because we don’t like to look 
inward.  Instead, we like to blame others when things are not going well.  The skill of 
self-awareness requires us to recognize our emotions (Am I feeling sad or angry or 
fearful?), know what happens to us physiologically when we feel certain emotions and 
then identify WHY we feel the way we feel.  There are also numerous other things that 
can help us become more self-aware (i.e. personality assessments, strengthsfinder, 
Johari’s window). The section ends by asking the participants to think about why self-
awareness is important in veterinary medicine using specific examples. 
 
Discussion Strategy:  Start the discussion period with 1-2 minutes of quiet reflection 
and writing the answer to the question asked at the end of the video- why is self-
awareness important in the veterinary profession.  Then allow the participants 2-3 
minutes to share their answers with 1-2 people sitting near them.  Then allow them to 
share in the large group format.  Depending on how the conversation goes, here are 
some additional questions to consider. 
 
-Why is it hard/easy for you to be self-aware? 
-What are the risks associated with self-awareness? 
-Does the veterinary profession allow its members to pursue self-reflection and self-
awareness? 
-Share an example of how becoming more self-aware has allowed you to become 
more successful at work or at home. 
 
The goal of this conversation is to allow participants to start thinking about why self-
awareness is important to the profession.  It can be really challenging to get 
participants to focus on themselves.  It is very easy for them to identify why it is 
important for other people to be self-aware, but it is more difficult to get them to talk 
about their own self-awareness.  Ultimately, true wellness will not happen for us as 
leaders until we begin to acknowledge and understand the role we play in the 
outcomes of our life.  
 
Resources:   
 



-MBTI: http://www.myersbriggs.org 
-DiSC: https://www.discprofile.com/what-is-disc/overview/ 
-Leadership and Self-Deception- Getting Out of the Box from The Arbinger Institute. 
This is a great resource for better understanding how we can become more self-aware. 
-We also highly recommend the work of Brene Brown, a social worker who does work 
on vulnerability and shame- http://brenebrown.com. All of her books are great 
resources for veterinary professionals as she addresses many of the gremlins that we, 
as a profession, struggle with like perfectionism.  The Gifts of Imperfection is our 
recommended starting point. 
 
 
Section 3 (13:49-20:37) 
 
Summary of the Section:  This section focuses on self-management.  This quote by 
Victor Frankl sums up self-management beautifully. 
 
“Between stimulus and response there is a space. In that space is our power to choose 
our response. In our response lies our growth and freedom.” 
 
We have to get our cortex on-line instead of acting out of our reptilian brains so we can 
choose to direct our behavior in a positive way. We do not want to react. Rather, we 
want to be intentional and thoughtful about our responses in various situations.  This is 
where mindfulness training and the skills associated with being mindful can be really 
helpful. Impostor syndrome gives us another way to think about self-management and 
an example is given of what that looks like.  The section ends with the introduction of 
the opportunity to do an activity as a group. During the activity, participants should 
pretend that they have a video camera on them recording not only what they are doing, 
but how they are feeling so when the activity is completed, they can rewind the video 
of themselves and identify what they were doing and how they were feeling.  The 
participants should think about the following things… 
 

1. What emotions are you feeling? 
2. How are those emotions manifesting themselves physically? 
3. What did I do to manage those feelings?  

 
Discussion Strategy:  This activity is an opportunity for the participants to practice the 
skills of self-awareness and self-management. It is a logic problem activity that will 
require you to show the participants a couple powerpoint slides. The activity is 
arbitrary and does not have any hidden meaning. It is just a simple exercise to allow 
participants to practice these skills. For the set-up, have the participants get into 
groups of 2 or 3.  Show them the slides and read them the instructions.  Give them 4 
minutes to come up with the solution.  When they ask you questions during the activity, 
just re-read the rules of the exercise. Some will get frustrated with you, some will get 
angry, some will think the whole thing is stupid and not important, and some will 
actually enjoy trying the solve the problem.  Again, the activity doesn’t matter. The 



point is to get them to recognize what they are feeling and then identify what they did 
to manage their emotions.  For example, if a participant is frustrated, can he or she 
identify that frustration is the emotion, what it feels like, why they are feeling it, and 
how they managed that emotion in a group setting?  
 
When the activity is completed, ask the participants if anyone has an answer and let 
them share. Then ask the question, what did you learn about yourself?  The goal is for 
them to identify what they were feeling and then how they managed those feelings. 
This activity touches on impostor syndrome for those who are not good at word/logic 
problems like this. It can cause people to feel worried about “getting the right answer” 
and getting that answer quickly. It can cause know-it-alls on these kinds of problems 
to take over and become bossy and over-confident making others feel badly.  As they 
are doing the activity, pay attention to body language and conversations so you can 
tailor your questions to specific things that you observed (making sure not to call 
people out in an inappropriate manner). If they thought it was stupid, how did that 
make them feel and why did they think it was stupid? If they thought it was fun, what 
did that feel like and how did they manage it?  The skill of identifying these emotions 
and then managing them is challenging and you may get some push back on “such a 
silly activity,” but what we know from the research is that how participants show up in 
activities is how they show up in real life. Other questions to consider during the 
debrief of the activity include… 
 
-How does your response to this activity apply in the real world? 
-Do you prefer this kind of activity? Why or why not? 
-Describe your level of engagement in this activity. 
-How can you take what you learned about yourself during this activity and apply it to 
your work situation? 
 
 
Resources:  None 
 
 
Section 4 (20:38-27:50) 
 
Summary of the Section:  In this section, we shift from personal leadership to the 
leadership of others and specifically, social awareness.  We often erroneously think 
that veterinary medicine is a profession that will limit our interaction with other people. 
Many come into the profession hoping that they will get to spend all their time with 
animals.  As we know, this is not the case and much of our jobs revolve around our 
ability to connect with our teams and our clients. 
 
A critical skill associated with social awareness is empathy, which is mentioned in Jane 
Shaw’s paper detailing the 4 core communication skills that lead to success in 
veterinary medicine (paying attention to non-verbal communication, active listening, 
using open-ended questions, and using empathic statements). We then give an 



example of how being socially aware and using empathy can lead to positive 
outcomes. The section ends with the following questions to consider. 
 

1. Identify a time when you successfully acknowledged someone’s emotions. How 
did you do it? What did you do to effectively manage the situation? 

2. What does it look like to effectively connect with someone? 
 
Discussion Strategy: At this point in the workshop and on these specific questions, it 
is probably unnecessary to give the participants time to reflect by themselves so just 
give them 5 minutes to share their answers with 1-2 people sitting close to them. Then, 
have 2-3 people share with the large group. The goal of this conversation is to help 
participants recognize what it looks like to be socially aware and identify strategies 
they can use using real world examples that come from the group. As the facilitator, 
you job is to ask clarifying questions, make sure they are being specific about skills 
and behaviors, and be curious about the topic of social awareness so you can help 
them better understand the content by identifying any areas that seem unclear. 
 
Resources:   
 
-Shaw JR. Four Core Communication Skills of Highly Effective Practitioners. Vet Clin 
Small Anim 36 (2006) 385-396. 
-Brene Brown video on empathy: https://www.youtube.com/watch?v=1Evwgu369Jw 
 
 
Section 5 (27:51-34:45) 
 
Summary of the Section:  This section covers relationship management. We can think 
of ourselves as boats.  We travel through the water in our lives and behind us we leave 
a wake.  The manner is which we travel through our lives will determine what kinds 
wake we leave behind us.  When we look behind us do we see people skiing on our 
wake and having fun or do we see people bobbing and drowning? Identifying the kind 
of wake we are leaving ties all the skills we have talked about so far together and also 
is key when we think about our relationships.  
 
We also discuss Shawn Achor’s work on gratitude and its effect on those around us.  
By keeping a gratitude journal and recording 3 new things we are thankful for each 
day, after 21 days, we begin to scan the world for the positive which extends to our 
relationships. Even if there is negative going on, we try to find the positive.  He also 
suggests that every time we sit down at our computers, we write a positive message of 
support or encouragement to your social support network. This allows for deeper 
connection with those around us. 
 
Discussion Strategy: In this segment, you will watch the video clip that is included in 
the powerpoint that had the activity slides in it.  The video is about an LA traffic cop 
who has an amazing ability to connect with people.  Set the video up by asking people 



to watch and determine what the police officer does to connect and build relationship 
with the people he is interacting with. 
 
Following the video, consider the following questions. 
 

1. What kind of wake does the officer leave? How do you know? Often participants 
will answer with specific traits about him like he is kind, he is not intimidating, 
etc. When they do this, ask them for specifics on how they know he is kind or 
not intimidating.  What does he do, specifically, to cause you to feel that way. 

2. How would you characterize the officer’s relationship with those around him? 
3. What can we learn from Elton with regard to the veterinary medicine? How could 

we show up to influence our work situations for the positive? What specific 
behaviors would be necessary in our work environments to have a similar 
effect? 

 
Resources:   
-The Happiness Advantage, Shawn Achor 
-Before Happiness, Shawn Achor 
-Shawn Achor’s Ted Talk: 
https://www.ted.com/talks/shawn_achor_the_happy_secret_to_better_work 
 
 
Section 5 (34:46-36:37) 
 
Summary of the Section:  This sections wraps up what was covered in the previous 
sections. 
 
Discussion Strategy: Not needed 
 
Resources:   
 
www.veterinaryleadershipinstitute.org 
https://www.facebook.com/VeterinaryLeadershipInstitute/ 
@VLI_Leaders 
https://www.instagram.com/vli_leaders/ 
 
 
 
 


