Sustaining
Social Change

Episode 4 Discussion Guide

COMMUNITY BUILDING PROMPTS

How to Lead Without Breaking

Episode 4: Reflection & Discussion Guide

How to Use These Prompts

These prompts invite honest conversation about facilitation under pressure — and what it takes to lead
without breaking yourself or others. Use them in facilitator circles, team debriefs, or peer learning spaces
where people can speak openly about the real challenges of holding groups.

Ways to engage:

— Facilitator peer circles

— Post-event debriefs

— Written reflections in shared learning spaces

— Paired conversations after high-stakes sessions

Discussion Prompts

What's your earliest sign you're dropping below the line — body, mind, or mood?

Get specific. Is it a tight jaw? Shallow breathing? Talking faster? Going quiet? Thinking in absolutes? The earlier
you can catch the signal, the easier it is to come back. Share your tells and what they mean for you.

When have you seen a facilitator's anxiety change the whole room — for better or worse?

Tell the story. What did you notice about their state? How did the group respond? What shifted — trust, safety,
creativity, engagement? This isn't about blame — it's about seeing the thermostat effect in action.

What's your best 'downshift move' when you feel yourself getting reactive?

What actually works for you in the moment? Pausing? Asking a question? Handing off to a co-facilitator? Calling a
break? Name the move that brings you back above the line fastest.
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Guidelines for Dialogue

Lead with humanity Be specific, not general
Every facilitator has slipped below the line. This isn't "| felt anxious" is less useful than "My chest got tight
about perfection — it's about awareness and recovery. and | started talking faster."
Celebrate the recovery No "should" statements
If someone shares a moment they came back above Avoid "you should have" or "l should have." Replace
the line, honor that. Recovery is the skill. with "next time | might try..."

BONUS

For Facilitator Teams

If you're debriefing as a facilitation team, try this deeper reflection:

“Where did we function as a thermostat today — and where did we act like a thermometer?”

A thermometer reads and reacts. A thermostat sets conditions. As a team, where did you just mirror the group's
anxiety? Where did you actually shift the temperature of the room? What would you do differently next time?

Follow-up question:

“What's one thing we'll practice before the next high-stakes session?”

Make it concrete. Name the practice, the timing, and who's accountable. Skill grows through feedback loops, not
hope.

ADDITIONAL REFLECTION
Martyr Facilitation

The episode names a hard truth about "martyr facilitation" — walking into a space already broken and trying to act
like it's nothing. If this resonates, consider:

“When have I tried to facilitate while running on fumes — and what happened?”

Be honest. Did the group suffer because you wouldn't admit you weren't in shape to lead? What would it have
taken to say no, ask for help, or postpone?
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“How do I know when I'm NOT the right facilitator for a particular room?”

Sometimes the most skilled move is stepping aside. What are your indicators that someone else should hold this
space?

Your nervous system sets the ceiling for the room.
Lead without breaking yourself. Lead without breaking others.
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