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WHAT IS RESILIENCY TRAINING?
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▪ The desired outcome of resiliency training is to develop awareness of our behavior that 
prevents others from giving us the TRUTH.  Then to demonstrate practice on DIALING 
DOWN this behavior.  

▪ KEY DATA INSIGHT: Getting a lot of feedback doesn’t guarantee performance, but NOT 
getting feedback guarantee’s failure (low performance).

▪ A team of 8-12 peers as a group working on their own awareness and giving each other 
support and feedback is the foundation of helping to build “resiliency”.
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Resiliency skills equate to 

increasing our ability to seek the 
”truth”.  Individuals who want to 
be left alone often have 

“eggshells” around them that 
affect team dynamics.

Our peers are often the source of 

our most valuable feedback, but 
we rarely get candid, critical 
feedback from peers. It’s hard to 

tell peers “hard truths” (it requires 
an investment of social capital to 

do so).

Additionally, we each have 

behaviors that shut-down peers 
from telling us the truth. We can 

identify these behaviors and work 
on “dialing” them down.

ECHO CHAMBER OF SILENCE

https://www.perksatwork.com/


WHAT IS RESILIENCY TRAINING?

4

For the latest how-to guides, visit https://www.perksatwork.com

Our Red Arrow Behaviors are often 
little behaviors and habits that 
prevent or make it difficult for 
others around us to tell each other 
the truth.  

We can identify these behaviors 
and work on “dialing” them down.  
Done as a team, individuals start to 
understand we can remove our 
“masks” as humans and be able to 
talk more openly on problems, 
challenges and be more authentic.

We have found in working on ourselves and having trained leaders within military, education, 
sports and medicine that the foundation of a growth mindset is a balance of humility and 
confidence. Being able to be open-minded to new ideas, seek feedback, be coachable, while also 
risk taking and being able to self-advocate. Both of these traits can be trained/developed, much 
like muscles in a gym. For most adults today, we have found need to increase their humility 
requires training "open mindedness" of which at the foundation is resilience.

The ability to bounce back from adversity. This training emphasizes initially seeking out truth 
(and the difficult truth) about yourself. That training done with a team, increases the ability to 
talk about problems, challenges, seek help - in short improve authentic communication with 
others.

This 13-week program consists of individuals working on really hard stuff (themselves) with a 
group of 8-12 peers designed to accomplish two main outcomes in increasing resiliency: self-
awareness and connectedness.

RED ARROW BEHAVIORS

"I feel grateful for being part of this. Felt really emotional while presenting during 
resiliency training. It has definitely given me a new perspective and energy and I feel 
more confident today. I feel, I am really enjoying what I am doing … I feel touched and 
grateful to be part of this."

https://www.perksatwork.com/


13-WEEK CURRICULUM OVERVIEW
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▪ This is designed as a 13-week course, but peer groups are encouraged to continue  (optionally) 
with the group post 13 weeks

▪ Recommended group size is 8 to 12 peers

https://www.perksatwork.com/


GETTING STARTED
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CAPTAIN ROLE : HOW IT GOES WRONG
We often find it’s helpful to understand first and foremost how it can go wrong (vs the rules of what to do)

1. Captain lectures and does not create an open environment. As a captain, act as a role 

model – sharing your own challenges/behavior first.

2. Doesn’t keep meeting to one hour– mistake is that sessions can go well past an hour 

because of lively discussions. Ask group to be prepared ahead of time in worksheet and in 

phase 1 (harder to keep to an hour), it’s ok to pause and start next session from where 

left off.

3. Don’t rush phase 1. it’s better to build an authentic atmosphere that invests in each 

person in phase 1, so if it takes 5 weeks instead of 4, that’s OK!

4. Allow people to stay quiet, or group to play “nice”.  Often some captains will view their 

role to “cheerlead” everyone.  Resiliency training works when the full team is working 

hard on things that matter-themselves.  These are difficult topics and often the captain 

will regret later not moving towards facilitating more honest conversation earlier in the 

process.

Recommended Setup

▪ Select a group of 8-12 individuals of peers

▪ Designate one individual to be the facilitator (or “RT CAPTAIN”) of the peer team

▪ Set aside one hour per week (we have found beginning of the week to be ideal) for 
resiliency training

▪ Share context ahead of first session (email, short meeting) or invite group to Community 
Online Academy offered every Thursday to attend "Resiliency in the Workplace"

▪ Part 1 of the worksheet should be filled out as homework AHEAD of the meeting

https://www.perksatwork.com/
https://edu.perksatwork.com/


GETTING STARTED | WORKING FROM HOME
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Recommended Tech Setup

▪ Hold sessions over video enabled platform

▪ Encourage everyone to have their camera's on for the entire session

▪ Encourage the group to view on "Gallery View" to see everyone's faces

▪ Optional: Set up an email group, Slack or other communication channel for the group to 
organically communicate between sessions.

https://www.perksatwork.com/
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PHASE 1

Week 1

https://www.perksatwork.com/


WEEK 1: SESSION GUIDE
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▪ Pre-Work: Ahead of meeting, send Part 1 of the Worksheet to be filled out individually 

prior to the session

▪ On My Mind: Assuming context has already been set, start with an “On My Mind”. Each 

person each person shares what is on their mind about the training. This helps the group 
to understand the group's mindset coming into the conversation. The expectation is that 

this is a safe space to share candidly, and is not about responding or addressing the 
presenter, but rather getting things out into the open.

▪ Sharing Worksheet: Once everyone has shared OMM's, then start same circle of 
sharing Part 1 Worksheet individually. As each person walks through their experience 

and content from the Worksheet, the rest of the team should ask questions and give 
any feedback/reactions. Allow the presenter time to reflect and respond in real time.

https://www.perksatwork.com/


WEEK 1: CAPTAIN'S GUIDE
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How It Can Go Wrong:

▪ Don’t give space when meeting starts for “On My Mind”

▪ Trying to "solve for it" and inadvertently shut down any complaints/venting. This can 
be uncomfortable especially if topics are personal and vulnerable, but that is 

intentional.

▪ Worksheet answers are generic and not specific. Example :“In 6 months, my sales 

group will see our results go down” VS “in 6 months, I fear that worst case scenario 
for our sales group is they will drop 30%.” (The latter is easier to give reactions to)

▪ Exercise answers focus mainly on outcomes that are outside of their individual locus 
of control.

Tips:

•Take Your Time: For this first session, take the time needed to go in-depth on each 
person's worksheet vs rush trying to get through everyone in an hour. It is ok if this spills 

into two sessions—it is more important to set the basline as a group.

•Focus on Curiosity. If others are staying surface level and generic, probe to help bring 
out more specifics or how a participant can reframe they exercise to things they have 
direct control over (or at least 51% vs 49%).

•Role Model: As a captain it is important that you set an example and can be 

courageous to be that first person to really "go there" and set a high bar. Authenticity is 
contagious.

•Give Space for Skepticism: It is perfectly ok for some in the group to have skepticism 
of the training/format/concepts and that is ok. Give space for everyone to honor their 

thoughts & feelings.

https://www.perksatwork.com/
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Week 2

https://www.perksatwork.com/


▪ Ahead of the second session, send Part 2 of the Worksheet to be filled out prior to the 

session

▪ Start with 5 minutes of any open questions, and then go around and each person shares 
insights from last week and their “Red Arrow” behaviors from part 2 of worksheet

▪ Keep to ~5 minutes per person presenting. Then use the group to receive coaching 
on if there are more behaviors to include, or different ways to look at them

WEEK 2: SESSION GUIDE
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WEEK 2: CAPTAIN'S GUIDE | COMMMON BEHAVIORS 
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▪ I say “I’m trying my best”

▪ I say “I got it”

▪ I say “I’m good,” "I'm fine"

▪ I deflect my energy on to someone else

▪ I get defensive, frustrated – attack back

▪ I always try to explain myself (emphasize being understood first)

▪ I shut down (don’t say anything)

▪ I appear anxious, in my head and that holds others back

▪ Heavy conviction/authoritative in sharing my point of view

▪ I stay high level, generic or tactical responses

▪ I keep real opinions to myself.

▪ I make a joke of everything

▪ I self-deprecate or blame myself

▪ I only share conclusions

What are your RED ARROW behaviors?

Red arrow behaviors are signals that we send to those around 

us, that tell others: “I don’t want to hear what you truly think.”  

In many of these cases, the signals are very subtle, and require 

an almost confrontational person to overcome.  Below are 

common examples of red arrow behaviors.

“Echo chamber of silence”

Actual Examples:

How It Can Go Wrong:

Group tends to be very polite

Tip:

Give a real example or "for instance" when you do this behavior

https://www.perksatwork.com/


WEEK 2: CAPTAIN'S GUIDE | COACHING CRUTCH PHRASES
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•“Exploring another way to look at it….”

•“If I can play devil’s advocate….”

•“This might/will be difficult to hear (or difficult for me to say)….”

•“Can I challenge that for a bit?”

•“Let’s just assume for a second that your thesis is 180 degrees backwards….”

•“Let me take an opposite point of view, have you thought about X…”

It can be intimidating to provide direct coaching to individuals especially if not 

used to this level of feedback on a day to day basis. In addition to the mindset of 
coaching to help the individual, below are some phrases which can be helpful to 
deliver more direct feedback.

Examples:

Tips:

• Start with the assumption that we are all missing something in our self-
awareness.

• Approach with a curiosity or exploratory mindset and tone.

https://www.perksatwork.com/
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Week 3 and 4
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GROUP FEEDBACK OF SESSIONS 3 and 4+
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▪ Sessions 3 and 4 are similar – each person discuss refinements from worksheets and what 
they have observed, practiced since last session

▪ At the end of sessions 3 and 4, the last 10 -15 minutes of the meeting is for the group to 
give feedback (anonymous via the app will increase truth)

▪ Instructions: Give a “2” to those individuals training the hardest (or hard)  Give  a “1” to 
those who are not training hard or seriously.  Along with details/reasons why

▪ At end of session, pull up the leaderboard – this will give an instant ”score” of how 
someone is training.  And UP/DOWN arrow the feedback you agree with (helps give signal)

https://www.perksatwork.com/


WEEK 3 + 4 | CAPTAIN'S GUIDE
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How Feedback Can Go Wrong:

Feedback not anonymous

) Without the psychological safety of anonimity, it is likely many will 'play it safe' and 
feedback that might be harder to say in-person won't come to light.

Feedback not transparent to the entire group:

) Lack of transparency - This is likely to fuel LESS Resiliency – i.e if get difficult 
feedback, you will feel ALONE (i.e not TOGETHER) – will feel like only one getting 

critical feedback..will lead to LESS trust vs more. Won’t see other patterns for others

) If INAPPROPRIATE or unhelpful coaching/feedback, no opportunity for rest of team 
to signal their disagreement (i.e no opportunities for signals or feedback to coaches)

) Harder to see patterns for receivers

Tip:

The binary 1 vs 2 is by design as it forces you to take a viceral stand one way or the 
other. Keep in mind this is directional feedback for the receiver which is a snapshot in 
time, not representative of this person as an individual but rather their commitment to the 

training thus far.

https://www.perksatwork.com/
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Weeks

5-8
Round 1

In-Depth Presentations

https://www.perksatwork.com/


PRESENTATIONS TO THE GROUP- DEEP DIVES
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Pre-Session Worksheets:
1. My Behaviors
2. My Behaviors Ranked

Rank RABs (As, Bs and Cs) with C being least impactful to dial down and A being most impact 
to dial down behavior in column B. Write out your assumption of why you ranked them A, B, C 
in column C. 

Session:
The pre-selected presenter(s)-- typically 1-2 ppl per session-- will share with the group, their C 
and A RABs along with reason they decided these were their C and A RABs. The group will 
probe and ask questions for 10 minutes. In the spirit of growth we will want to challenge the 
presenter’s logic and assumptions; do they have details/examples to back it up? At end of the 
session, the group will leave Feedback in the app to each of the presenters.

They will walk the group through their full list and the logic and assumptions behind which 
ones they feel are MOST important to dial down and which ones are the LEAST important
The group will then probe and ask questions for 10 minutes.

At end of the session, group will leave Feedback in the app to each of the presenters + any 
peers on their coaching during the session.

https://www.perksatwork.com/


WEEKS 5-8 | CAPTAIN'S GUIDE
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Tip:

The Presenter starts with their C's

) We would encourage the presenter to start articulating their reasoning behind their 
C's first, as there is oftentimes assumptions or other factors that the presentor is not 

aware of, the wider group may disagree.

) It is also helpful to break the ice, it is oftentimes easier to talk about our C's or what 
we think is least important than the A's

How It Can Go Wrong:

Similar to earlier sessions, things can get off the rails if the group is more focusd on 
being polite than getting to truth.

https://www.perksatwork.com/
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Weeks

9-12
Round 2

In-Depth Presentations

https://www.perksatwork.com/


PRESENTATIONS TO THE GROUP
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Session:

The presenter(s) will walk the group how they've been practicing (actioning) dialing 
down their A (most important) RAB's. They should also cover a reflection—what 
worked and what didn't? What surprised them? Would they change anything about 

their RAB's or their approach?

Then use the group to receive coaching on if there are more behaviors to include, or 
different ways to look at them

At end of the session, group will leave Feedback in the app to each of the presenters 
+ any peers on their coaching during the session.

Note: There is no set template, but below is an example of a sheet some teams have 

used to illustrate what's happened—feel free to get creative and each person may have 
a different style...

Tip:

Encourage members who aren't presenting to actively take shots in coaching, what 
would actually help the presenter? There is significant practice opportunity each week 
for the peer coaches outside of when they present themselves.

https://www.perksatwork.com/
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Week 13
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RESILIENCY TRAINING WORKSHEET PART 3
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▪ Before the session, each person prepared Worksheet Part 3

▪ In the last session each person takes 5 minutes to share what they learned and rituals 
they will set going forward.

▪ End with an acknowledgment of progress (and leave Feedback!)

https://www.perksatwork.com/


OPTIONAL -- ONGOING SESSIONS
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After the 13 weeks, many groups have elected to continue meeting as a PRT group 

either formally or informally.

Session:

At this point the sessions have become more casual and groups have played around 
with different formats and making it their own.

For example, use it as a place to bring up a current situation or challenge and use the 
group to reflect on what the presenter is missing, or patterns attributing back to 

RAB's. It's less about 'what to do,' but what options and choices the presenter may 
have.

We recommend keeping a formal presentation schedule so it is clear who is presenting 
each week & will come prepared.

At end of the session, we encourage the group to continue to leave Feedback in the 

app to each of the presenters + any peers on their coaching during the session as this 
provides a platform to summarize advice and/or things that are harder to say in person.

https://www.perksatwork.com/
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Appendix
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OPTIONAL- GRADUATION
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If you are planning to conclude the training, we recommend a way to achknowelege and 
celebrate the group's training and strides made by individuals

A Few Ideas:

▪ Spolighting individuals who went above and beyond with personal progress

▪ Thank you's to peer coaches who really invested in other team members

▪ Share expeirence with a wider company/organizational group

▪ Some groups decided to create team T-shirts as a way to remember the training group

https://www.perksatwork.com/
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RESOURCES- COA VIDEOS
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Resiliency In the Workplace: Context + Participant Experience

https://edu.perksatwork.com/course/resiliency-in-the-workplace/?class_uuid=eb348dc2-
ab88-11ea-8e51-02fbb073ee2f

Rituals to Build Team Resiliency: Organizational Expeirence + Tips

https://edu.perksatwork.com/course/Building-Adaptive-Learning-Teams-
Series/?class_uuid=5b710b7a-1fc9-11eb-9bd4-02461ec02d07

No Lying, Hiding, Faking

https://edu.perksatwork.com/course/Building-Adaptive-Learning-Teams-
Series/?class_uuid=5be6ff93-b246-11ea-8e51-02fbb073ee2f

https://www.perksatwork.com/
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