
HORN’s Work with Nestlé:

ACT Now to Create Tomorrow



Content Overview

Nestlé ACT Cultural Definition 3

ACT Behaviours 5

Inspiring Our Teams to ACT – Leader Skills Session Outline 11

Inspiring Our Teams to ACT – Leader Skills Session Materials 16

Learner Package 17

Facilitator PowerPoint 57

Facilitator Guide 118

Team ACTivation – Leader Enablement Session 156

Team ACTivation – Leader’s Toolkit 193



Nestlé ACT Cultural Definition

(from Nestlé)



ACT Now to Create Tomorrow
Through Agility, Courage and Trust

Be curious, move with speed, 
adjust as we go

Challenge ourselves, take bold, 
decisive actionCOURAGE

Build strong, inclusive relationships 
through empathy and respect

AGILITY

TRUST



ACT Behaviours

(defined by HORN)



ACT Now to Create Tomorrow
Through Agility, Courage and Trust

Be curious, move with speed, 
adjust as we go

Challenge ourselves, take bold, 
decisive actionCOURAGE

Build strong, inclusive relationships 
through empathy and respect

AGILITY

TRUST



COURAGE

AGILITY

TRUST

Be curious, move with speed, 
adjust as we go

Be curious • Digs deeper – asks questions and goes beyond obvious sources of information to understand the situation
• Expands horizons – stays current on a wide range of topics 
• Embraces continuous learning – establishes systems or routines to continually learn more about self, colleagues, the 

organization, our industry and the world

Move with speed • Values speed over perfection when appropriate 
• Demonstrates a bias towards action 
• Right-sizes effort and timeframes to the urgency of the problem or opportunity – acts in weeks not months ; months not 

years 

Adjust as we go • Collects feedback and data to measure progress to goals and make necessary adjustments
• Models learning agility – can learn and unlearn as necessary 
• Does not allow biases to get in the way of doing the right thing – sees failure as learning 



COURAGE

TRUST

Challenge ourselves, take bold, 
decisive actionCOURAGE

Challenges ourselves • Is not overly constrained by current thinking or ways of doing things  - challenges the status quo personally, with colleagues 
and at an organizational level

• Contributes towards an environment that encourages experimentation and rewards and recognizes effort
• Seeks out opportunities apply new ideas, approaches, and knowledge to more effectively manage work and/or address 

challenges within the organization
• Asks for and accepts feedback 
• Supports the sharing of valuable opinions and feedback even when it may be uncomfortable for others
• Challenges others to be better without compromising relationships
• Prioritizes – says no when it’s appropriate 

Takes bold decisive action • Steps up and makes decisions
• Embraces ambiguity and uncertainty – is willing to take calculated risks 
• Deals with uncertainty and lack of information by making sound assumptions that enable decision-making 



COURAGE

TRUST

Build strong, inclusive relationships through empathy and 
respect

TRUST

Builds strong, inclusive 
relationships…

• Purposefully develops and maintains a diverse and broad network of relationships across functions, businesses and 
geographies

• Fosters a genuine mutual concern for and investment in each other’s wellbeing and success
• Makes others feel safe when working together in new ways or on innovative projects/ initiatives
• Cultivate an environment where everyone can bring their true self to work 
• Contribute to climate to create organization that does the right thing for people, teams and organization 
• Does what you say 
• Have trust in each and deliver on that trust 

…through empathy and respect • Takes the time to draw out and understand the interests, concerns and objectives of others
• Treats everyone equally and makes them feel their contributions are valued 
• Challenges others to be better without compromising relationships



ACT Now to Create Tomorrow

Act now to create tomorrow • Creates the future – can see beyond the present (and past) to imagine and continually fine-tune a new and maybe 
dramatically different future for self, the organization and/or the world

• Connects the dots - recognizes opportunities for continuous improvement and innovation 
• Prioritized the best opportunities 
• Works collaboratively with others to turns ideas into action 



Inspiring our Teams to ACT –
Leader Skills Session Outline



Inspiring our Teams to ACT – Leader 
Skills Session 

Content Outline

October 21, 2021

0



2.5-Hour Virtual Module—Detailed Outline

CONTENT TIMING (150 mins)

Introduction 

• Facilitator introduction

• Platform instructions 

• Session agenda and objectives

• ACT framework overview (explanation of 5 elements + link to NLF/zoom-in aspects that we want to focus on) – lecture + 

discussion 

• The benefits of ACT (personal, team  + org) – discussion 

15 mins

Trust in ACTion

• The ACT definition of trust – lecture + large group discussion 

• Foundations of trust (swift trust, knowledge-based trust, identification-based trust) – lecture + discussion 

• Contributing towards an environment of psychological safety 

• Breakout 1 (small groups) – Contributing to an environment of psychological safety 

• The importance of building and maintaining broad and diverse networks – discussion 

• The challenges building trust in remote/hybrid work environment – discussion 

40 mins

Courage in ACTion

• The ACT definition of courage – lecture + discussion 

• What gets in the way (environment/situation, mindset, skillset, personality)? Lecture + discussion 

• Challenging ourselves to be more courageous – The Stop, Challenge and Choose Model – lecture + discussion/large group 

examples  

• Making courageous decisions in ambiguous/uncertain times – lecture + discussion 

• Breakout 2  (individual and pair share) – Your courageous decisions

45 mins

Agility in ACTion

• The ACT definition of agility – lecture + discussion 

• An agile mindset (from – to shifts required) – lecture + discussion 

• Being curious – From passive to active curiosity – lecture + discussion 

• Structured thinking tools – broadening our perspectives – lecture + discussion (self, company, world)

• Breakout 3 (small groups) – Broadening our perspectives 

45 mins

Next Steps

• Learning insights

• Putting ACT into action – application assignment (The ACT Challenge – apply new skills to the scenarios identified and share 

successes)

• Evaluation 

5 mins

1

1

• Identify the five elements 

of the ACT framework 

• Explain the benefits of 

ACT to Nestle, our teams 

and personally 

• Build and maintain strong-

trust-based relationships 
regardless of colleague 

location

• Apply a framework to 
make courageous 

decisions in ambiguous 
and uncertain situations 

• Describe the elements of 

an agile mindset

• Use structured thinking 

tools to broaden thinking 
patterns 

Inspiring 

our Teams 

to ACT –

Leader 

Skills 

Session 



Next steps

• ACT videos to be sent for review and approval (Oct 28)

• Toolkit (including team assessment) – review meeting 
November 4

• Inspiring our Teams to ACT workshop materials (delivery 
November 23)
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horn.com

905•761•8000

learn@horn.com
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Inspiring our Teams to ACT –
Leader Skills Session Materials



Learner Package



Inspiring our Teams to ACT
– Leader Skills Session

Learner Package 

ACT Now to Create Tomorrow



ACT Now to Create Tomorrow
Through Agility, Courage and Trust

Be curious, move with speed, 
adjust as we go

Challenge ourselves, take bold, 
decisive actionCOURAGE

Build strong, inclusive relationships 
through empathy and respect

AGILITY

TRUST

2



The ACT Definition of Trust 

3

Build Strong, 
Inclusive 

Relationships…

…Through 
Empathy and 

Respect



Types of Trust 

Swift trust – this is an inherent or assumed type of trust based on the fact that 
people believe others will be punished if they don’t act in a trustworthy manner 

Knowledge-based trust – trust that forms based on the predictability of the 
person or their perceived competence 

Identification-based trust – this is the trust that takes longer to form since it’s 
based on mutual understanding and bonding between team members  

4



Building Trust – Tips  

Swift trust

Do what you say you will 
do/meet commitments and you 
won’t damage this type of trust

Knowledge-based 
trust 

Share your expertise

Behave in a predictable manner 

Identification-based 
trust

Make time for small talk at the 
beginning of meetings – even if 

they are virtual 

Invite people to have a virtual 
coffee

5



Building and Maintaining a Broad and 
Diverse Network  

• Ask your current network for recommendations - who else in Nestle should you get to know? 

• Volunteer for initiatives

• Look for opportunities to work on cross functional project teams 

• Sign up for training – think globally 

• Ask for a mentor 

• Mine LinkedIn

• Other? 

Push – Proactively seek out opportunities to meet others  

• Get active on blogs or in communities of practice – establish yourself as an expert

• Offer your help as a peer coach or mentor 

• Other? 

Pull – Attract others to you!

6



Contributing to an Environment of 
Psychological Safety 

Safety

Inclusion – feeling accepted 

by others when you are being 

yourself

Experimental – feeling safe 

to learn and grow (i.e., try new 

things) 

Challenger – feeling safe to 

challenge the status quo
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Contributing to an Environment of 
Psychological Safety 
• Working in your small group, for each of the levels of 

psychological safety, identify what you can do (or avoid 
doing) to strengthen trust and safety 

• Consider the different types of trust as you discuss ideas

❑15 minutes

❑Be prepared to share at least 1 idea for each of the 3 
levels

8

Safety



Your Ideas for Creating Psychological Safety

Dimension Ideas

Inclusion – feeling 
accepted by others when 
you are being yourself

Experimental – feeling safe 
to learn and grow (i.e., try 
new things) 

Challenger – feeling safe to 
challenge the status quo

9



Courage in ACTion 
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The ACT definition of Courage 

11

Challenge 
Ourselves

Take Bold, 
Decisive Action



Courage – Your Opportunity? 

12

Use your stamp! Which part of courage do you want to further develop? 

Challenge 
Ourselves

Take Bold, 
Decisive Action



What gets in the way of being 
courageous?
Write in the chat or unmute your line.
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Potential Barriers to Being Courageous 

Environment/
situation

Mindset

Skillset gaps Personality 

14



Manage Your Self-Talk

Stop your reaction. Name the 

negative self-talk that is keeping 
you from making courageous 

choices. Interrupt self-evaluation 
and chatter.

Challenge your beliefs and 
assumptions. After stopping 

your self-talk, challenge your 
thinking in order to see the 
situation from a different 

perspective.

Choose your response. Choose 

a new belief and positive self-talk 
that will empower you to take a 

be more courageous. 

2. CHALLENGE1. STOP 3. CHOOSE

15



Opportunities to be Courageous 

Challenges 
ourselves

• Don’t be constrained by current thinking or ways of doing things  - challenge the status quo 
personally, with colleagues and at an organizational level

• Contribute towards an environment that encourages experimentation and rewards and recognizes 
effort

• Seek out opportunities - apply new ideas, approaches, and knowledge to more effectively manage 
work and/or address challenges within the organization

• Ask for and accept feedback 
• Support the sharing of valuable opinions and feedback even when it may be uncomfortable for others
• Challenge others to be better without compromising relationships (Have the challenging convos)
• Prioritize – say no when it’s appropriate 

Takes bold 
decisive action

• Step up and makes decisions – GO & demonstrate total commitment
• Embrace ambiguity and uncertainty – willingness to take calculated risks 
• Deal with uncertainty and lack of information by making sound assumptions that enable decision-

making

16



The Reality of the Never Normal 

Volatile Complex Uncertain Ambiguous

17



Decision Styles Model 

ACT!

HIGH

HIGH

LOW

Q
u

al
it

y/
A

m
o

u
n

t o
f 

In
fo

rm
at

io
n

 

Time Available 

ACT

WEIGH

INFORM 

INVOLVE
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Weigh?

Is any decision better than no 
decision? 

• YES – ACT!

• NO – Assess risks and if risk is 
too high, shift timelines and take 
an INVOLVE approach

19



Assessing Risks of a Wrong Decision 

Risks Likelihood (L/H) Severity of Impact (L/H)

20



The Courage Check

• Is my decision bold enough? 

• Am I being held back by 
unconscious biases? 
• Sunk-cost/effort? 

• Reputational risk? 

• Functional fixedness? 

• Is there something else I could 
do that could get better results 
with an acceptable amount of 
incremental risk?  

21



Individual Activity and Pairs –
Your Courageous Decision 

Working individually (7 minutes)

• Think of a courageous decision that you have to make 

• Identify the appropriate approach to making the decision using the Decision 
Styles model 

• Based on the style, identify immediate next steps

• Determine how you apply the courage-check to the final decision

Working with your partner (10 minutes)

• Share your scenario and approach and ask for feedback! Your partner must add 1 
additional idea!

22



Your Courageous Decision 
Identify a courageous decision that you have to make (e.g., one that you don’t have all the information for, or has an element of risk): 

Assess the situation: 

Amount of information available? Quality of information available? Timeframe for making the decision? 

❑ High      ❑ Low
❑ High      ❑ Low

Determine the decision style:

❑ ACT                                         ❑ INFORM                                           ❑ INVOLVE                                              ❑ WEIGH 

For WEIGH decisions, what are the likelihood and severity of risks:

Potential risks? Likelihood of risks? Severity of impact? 

❑ High      ❑ Low ❑ High      ❑ Low

❑ High      ❑ Low ❑ High      ❑ Low

❑ High      ❑ Low ❑ High      ❑ Low

❑ High      ❑ Low ❑ High      ❑ Low
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Your Courageous Decision – continued  
What next steps will you take to move the decision forward? 

Action By when? Support required? 

24



Agility in ACTion 
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The ACT Definition of Agility  

26

Be 
Curious

Move with 
Speed

Adjust As 
We Go



2

Traditional Mindset Agile Mindset 

Agile Mindset Shifts

I need as much information and 
knowledge to act. 

I must work with what I know – I will fill in 
the blanks as I go. 

1

Solutions/execution should be as 
perfect as possible. 

Speed over perfection. I will 
iterate as I go. 3

Creating our future is someone 
else’s job. 

I am responsible for acting today to 
co-create tomorrow. 

4 Failure is not acceptable. 

Creating the future requires risk. Not 
everything will work out, and that’s ok as 

long as I learn. 

27



Active vs. Passive Curiosity

Passive Curiosity:

Open to the possibility of learning and 
adding to your knowledge, should it 
come your way.

Active Curiosity:

Actively seek out opportunities to add 
new knowledge and different 
perspectives. Assume the “picture” is 
not yet complete.

28



Active Curiosity in Action
(As a Competency) 

4. Systemize learning

3. Deeply understand the external environment and 
conduct formal research  

2. Dig deeper – go beyond the obvious – get to the root 

1. Ask questions to easily available resources 

29



Being More Curious

Learning 
about myself

Learning about 
the environment 

30



Learning about Myself – Johari’s Window

Open Area Blindspot 

Unknown  Hidden Area 

Known to 
Self

Not Known 
to Self
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Ask them about the impact of that behavior on the outcomes 
or on other people, from their singular point of view

Ask for a specific suggestion about how to do things better next 
time → “Feedforward” format

Ask your colleague/customer/manager what they have 
observed you doing and/or heard you saying that could be 
improved

OIS – A Framework for Asking for Feedback 

O
Observation

I
Impact

S
Suggestion

32



P

Political

Factors related 
to  current 

government 
policies/ 

positions (e.g., 
foreign policy, 

tariffs, etc.) 

PESTLE Analysis –
Understanding the External Environment 

33

E

Economic

Economic 
factors such 
as individual 
incomes as 

well as overall 
health of 

economies

S

Sociological

Customer/ 
consumer/ 
employee 

demo-
graphics, 

trends

T

Technological

The 
innovation 

and adoption 
of new 

technology 
tools and 

trends (e.g., 
social media)

E

Environmental

Factors
related to issues 

like 
sustainability, 
environmental 

impact, etc. 

L

Legal

Regulatory and 
legislative 

requirements 
(general like 

data privacy or 
industry-
specific)



Broadening Our Perspectives 
– Team Breakout (15 minutes)
• Working in your teams, consider each of the elements of PESTLE, and identify 

(brainstorm) things that you don’t know and would like to learn about 

• 10 minutes

• Have each team member identify 1-2 items from your list to further 
investigate (to close the knowledge gap) 

• 5 minutes 

• Be prepared to share your top/best (personal) idea!

34



Your External Learning Opportunities 

Working in your teams, consider each of the elements of PESTLE, and identify (brainstorm) things that you 
don’t know and would like to learn about. 

35

Political 
Healthcare frameworks 
and systems, etc. 

•

Economic
Economic factors such as individual incomes 
as well as overall health of economies

•

Sociological
HCP/patient demo-
graphics, health trends, patient awareness, 
etc.

•



Your External Learning Opportunities

Technological 
The innovation and adoption of new 
technology tools and trends (e.g., social 
media)

•

Legal 
Regulatory and legislative requirements 
(drug/device specific or general topics like 
data privacy and security)

•

Environmental
Factors
related to issues like sustainability, 
environmental impact, etc.

36



Next Steps 

37



Next Steps – Complete the ACT Challenge!

38

Agility Courage Trust

Identify something that you need to do that you think 
might take more than 1 year. Challenge your 

assumptions about timelines and identify what you 
could do in 6 months.

Think of a difficult conversation that you need to have 
and book the meeting.

Broaden/diversify your network. Reach out to 
someone in Nestle in a different function or 

geography who you don’t know. Set up a networking 
coffee.

For a problem that you have research what other 
industries/companies are doing. Think about how you 

can apply one of their solutions to your problem.

Identify a decision that you have to make about how 
to move a project forward. Brainstorm options that 

may be riskier and select one.

Thank someone who has always 
had your back.

For something that you are working on that hasn’t 
gone according to plan, either stop or adapt your 

approach.

Think about something that you don’t agree with / 
have a differing opinion on. Speak up! Find a way to 

challenge the status quo in a way that strengthens the 

relationship and achieves better outcomes.

Contribute towards building a trusting environment. 
Think about someone who has tried something that 
maybe didn’t work out. Give them positive feedback 

on their courage to try and contribution to our lessons 
learned.



Thank You!
Please fill out the final evaluation survey posted in the chat.

39



Facilitator PowerPoint



Inspiring our Teams to ACT
– Leader Skills Session

ACT Now to Create Tomorrow



Zoom Instructions

On the top of the 

screen, click View 
Options > 
Annotate to open 

Annotate Tools

On the bottom toolbar, click 

Chat to open the Chat window

4



Engaging on MS Teams

5

1) Click on the CHAT 
bubble – we will be 
using this feature 

2) Go ahead and type 
“Hi” let me know you 
are up and running 
with CHAT



Learning Objectives

1. Identify the five elements of the ACT framework 

2. Explain the benefits of ACT to Nestle, our teams and personally 

3. Build and maintain strong-trust-based relationships regardless of 
colleague location

4. Apply a framework to make courageous decisions in ambiguous and 
uncertain situations 

5. Describe the elements of an agile mindset

6. Use structured thinking tools to broaden thinking patterns 

6



Today’s Agenda

7

Trust in 

ACTion

Courage in 

ACTion

Agility in 

ACTion



ACT Now to Create Tomorrow
Through Agility, Courage and Trust

Be curious, move with speed, 
adjust as we go

Challenge ourselves, take bold, 
decisive actionCOURAGE

Build strong, inclusive relationships 
through empathy and respect

AGILITY

TRUST
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What are the benefits of ACT to: 
Nestle, your team, us personally?
Write in the chat or unmute your line.
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Trust in ACTion 

10



The ACT Definition of Trust 

11

Build Strong, 
Inclusive 

Relationships…

…Through 
Empathy and 

Respect



Is it easy or hard to build trust? 
Write in the chat or unmute your line.

12



How can you build it?
Write in the chat or unmute your line.
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Types of Trust 

Swift trust – this is an inherent or assumed type of trust based on the fact that 
people believe others will be punished if they don’t act in a trustworthy manner 

Knowledge-based trust – trust that forms based on the predictability of the 
person or their perceived competence 

Identification-based trust – this is the trust that takes longer to form since it’s 
based on mutual understanding and bonding between team members  

14



Building Trust – Tips  

Swift trust

Do what you say you will 
do/meet commitments and you 
won’t damage this type of trust

Knowledge-based 
trust 

Share your expertise

Behave in a predictable manner 

Identification-based 
trust

Make time for small talk at the 
beginning of meetings – even if 

they are virtual 

Invite people to have a virtual 
coffee

15



Building Trust – Your Commitment   
What type of trust will you spend more time building/maintaining? Write in chat or unmute. 

Swift trust

Do what you say you will 
do/meet commitments and you 
won’t damage this type of trust

Knowledge-based 
trust 

Share your expertise

Behave in a predictable manner 

Identification-based 
trust

Make time for small talk at the 
beginning of meetings – even if 

they are virtual 

Invite people to have a virtual 
coffee

16



The Reality of the Hybrid World 
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How can you continue to grow 
your Nestle network in our new 
hybrid world?
Write in the chat or unmute your line.

18



Building and Maintaining a Broad and 
Diverse Network  

• Ask your current network for recommendations - who else in Nestle should you get to know? 

• Volunteer for initiatives

• Look for opportunities to work on cross functional project teams 

• Sign up for training – think globally 

• Ask for a mentor 

• Mine LinkedIn

• Other? 

Push – Proactively seek out opportunities to meet others  

• Get active on blogs or in communities of practice – establish yourself as an expert

• Offer your help as a peer coach or mentor 

• Other? 

Pull – Attract others to you!

19



Contributing to an Environment of 
Psychological Safety 

Safety

Inclusion – feeling accepted 

by others when you are being 

yourself

Experimental – feeling safe 

to learn and grow (i.e., try new 

things) 

Challenger – feeling safe to 

challenge the status quo

20



Contributing to an Environment of 
Psychological Safety 
• Working in your small group, for each of the levels of 

psychological safety, identify what you can do (or avoid 
doing) to strengthen trust and safety 

• Consider the different types of trust as you discuss ideas

❑15 minutes

❑Be prepared to share at least 1 idea for each of the 3 
levels

21

Safety



Your Ideas for Creating Psychological Safety

Dimension Ideas

Inclusion – feeling 
accepted by others when 
you are being yourself

Experimental – feeling safe 
to learn and grow (i.e., try 
new things) 

Challenger – feeling safe to 
challenge the status quo

22



Courage in ACTion 
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What does courage mean to you?
Write in the chat or unmute your line.
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The ACT definition of Courage 

25

Challenge 
Ourselves

Take Bold, 
Decisive Action



Courage – Your Opportunity? 

26

Use your stamp or write in chat.  Which part of courage do you want to further develop? 

Challenge 
Ourselves

Take Bold, 
Decisive Action



What gets in the way of being 
courageous?
Write in the chat or unmute your line.

27



Potential Barriers to Being Courageous 

Environment/
situation

Mindset

Skillset gaps Personality 

28



Poll 

Which potential courage barrier 
do you think is hardest to 
overcome? 

a) Environment/situational 
factors? 

b) Mindset?

c) Skillset gaps? 

d) Personality? 

29



Manage Your Self-Talk

Stop your reaction. Name the 

negative self-talk that is keeping 
you from making courageous 

choices. Interrupt self-evaluation 
and chatter.

Challenge your beliefs and 
assumptions. After stopping 

your self-talk, challenge your 
thinking in order to see the 
situation from a different 

perspective.

Choose your response. Choose 

a new belief and positive self-talk 
that will empower you to take a 

be more courageous. 

2. CHALLENGE1. STOP 3. CHOOSE

30



What are some of the choices 
that we can make to be more 
courageous?
Write in the chat or unmute your line.

31



Opportunities to be Courageous 

Challenges 
ourselves

• Don’t be constrained by current thinking or ways of doing things  - challenge the status quo 
personally, with colleagues and at an organizational level

• Contribute towards an environment that encourages experimentation and rewards and recognizes 
effort

• Seek out opportunities - apply new ideas, approaches, and knowledge to more effectively manage 
work and/or address challenges within the organization

• Ask for and accept feedback 
• Support the sharing of valuable opinions and feedback even when it may be uncomfortable for others
• Challenge others to be better without compromising relationships (have the challenging 

conversations)
• Prioritize – say no when it’s appropriate 

Takes bold 
decisive action

• Step up and makes decisions – GO & demonstrate total commitment
• Embrace ambiguity and uncertainty – willingness to take calculated risks 
• Deal with uncertainty and lack of information by making sound assumptions that enable decision-

making

32



The Reality of the Never Normal 

Volatile ComplexUncertain Ambiguous

33



How can we still make  
courageous decisions in this 
never normal environment?
Write in the chat or unmute your line.
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Decision Styles Model 

ACT!

HIGH

HIGH

LOW
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Time Available 

ACT

WEIGH

INFORM 

INVOLVE
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Weigh?

Is any decision better than no 
decision? 

• YES – ACT!

• NO – Assess risks and if risk is 
too high, shift timelines and take 
an INVOLVE approach

36



Assessing Risks of a Wrong Decision 

Risks Likelihood (L/H) Severity of Impact (L/H)

37



The Courage Check

• Is my decision bold enough? 

• Am I being held back by 
unconscious biases? 
• Sunk-cost/effort? 

• Reputational risk? 

• Functional fixedness? 

• Is there something else I could 
do that could get better results 
with an acceptable amount of 
incremental risk?  

38



Individual Activity and Pairs –
Your Courageous Decision 

Working individually (7 minutes)

• Think of a courageous decision that you have to make 

• Identify the appropriate approach to making the decision using the Decision 
Styles model 

• Based on the style, identify immediate next steps

• Determine how you apply the courage-check to the final decision

Working with your partner (10 minutes)

• Share your scenario and approach and ask for feedback! 

• Your partner must add 1 additional idea!

39



Your Courageous Decision 
Identify a courageous decision that you have to make (e.g., one that you don’t have all the information for, or has an element of risk): 

Assess the situation: 

Amount of information available? Quality of information available? Timeframe for making the decision? 

❑ High      ❑ Low
❑ High      ❑ Low

Determine the decision style:

❑ ACT                                         ❑ INFORM                                           ❑ INVOLVE                                              ❑ WEIGH 

For WEIGH decisions, what are the likelihood and severity of risks:

Potential risks? Likelihood of risks? Severity of impact? 

❑ High      ❑ Low ❑ High      ❑ Low

❑ High      ❑ Low ❑ High      ❑ Low

❑ High      ❑ Low ❑ High      ❑ Low

❑ High      ❑ Low ❑ High      ❑ Low
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Agility in ACTion 

41



What does agility mean to you?
Write in the chat or unmute your line.

42



The ACT Definition of Agility  

43

Be 
Curious

Move with 
Speed

Adjust As 
We Go



2

Traditional Mindset Agile Mindset 

Agile Mindset Shifts

I need as much information and 
knowledge to act. 

I must work with what I know – I will fill in 
the blanks as I go. 

1

Solutions/execution should be as 
perfect as possible. 

Speed over perfection. I will 
iterate as I go. 3

Creating our future is someone 
else’s job. 

I am responsible for acting today to 
co-create tomorrow. 

4 Failure is not acceptable. 

Creating the future requires risk. Not 
everything will work out, and that’s ok as 

long as I learn. 
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Agile Mindset Shifts
Use your stamp or write in chat. Which mindset shift is most difficult to make? Why?  

2

Traditional Mindset Agile Mindset 

I need as much information and 
knowledge to act. 

I must work with what I know – I will fill in 
the blanks as I go. 

1

Solutions/execution should be as 
perfect as possible. 

Speed over perfection. I will 
iterate as I go. 3

Creating our future is someone 
else’s job. 

I am responsible for acting today to 
co-create tomorrow. 

4 Failure is not acceptable. 

Creating the future requires risk. Not 
everything will work out, and that’s ok as 

long as I learn. 
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Active vs. Passive Curiosity

Passive Curiosity:

Open to the possibility of learning and 
adding to your knowledge, should it 
come your way.

Active Curiosity:

Actively seek out opportunities to add 
new knowledge and different 
perspectives. Assume the “picture” is 
not yet complete.
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How can you build your 
active curiosity? 
Write in the chat or unmute and share.
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Active Curiosity in Action
(As a Competency) 

4. Systemize learning

3. Deeply understand the external environment and 
conduct formal research  

2. Dig deeper – go beyond the obvious – get to the root 

1. Ask questions to easily available resources 
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Poll – Where Do You Hang Out? 

Which of the following best describes 
your current level of active curiosity 
you most frequently demonstrate? 

1. Ask questions of easily available 
resources 

2. Dig deeper – go beyond the obvious 
– get to the root 

3. Research – gather external data and 
conduct formal research  

4. Systemize learning
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Being More Curious

Learning 
about myself

Learning about 
the environment 
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Learning about Myself – Johari’s Window

Open Area Blindspot 

Unknown  Hidden Area 

Known to 
Self

Not Known 
to Self
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Your Goal – Minimizing Blind Spots
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Ask them about the impact of that behavior on the outcomes 
or on other people, from their singular point of view

Ask for a specific suggestion about how to do things better next 
time → “Feedforward” format

Ask your colleague/customer/manager what they have 
observed you doing and/or heard you saying that could be 
improved

OIS – A Framework for Asking for Feedback 

O
Observation

I
Impact

S
Suggestion
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Being More Curious

Learning 
about myself

Learning about 
the environment 
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P

Political

Factors related 
to  current 

government 
policies/ 

positions (e.g., 
foreign policy, 

tariffs, etc.) 

PESTLE Analysis –
Understanding the External Environment 
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E

Economic

Economic 
factors such 
as individual 
incomes as 

well as overall 
health of 

economies

S

Sociological

Customer/ 
consumer/ 
employee 

demo-
graphics, 

trends

T

Technological

The 
innovation 

and adoption 
of new 

technology 
tools and 

trends (e.g., 
social media)

E

Environmental

Factors
related to issues 

like 
sustainability, 
environmental 

impact, etc. 

L

Legal

Regulatory and 
legislative 

requirements 
(general like 

data privacy or 
industry-
specific)



Broadening Our Perspectives 
– Team Breakout (15 minutes)
• Working in your teams, consider each of the elements of PESTLE, and identify 

(brainstorm) things that you don’t know and would like to learn about 

• 10 minutes

• Have each team member identify 1-2 items from your list to further investigate 
(to close the knowledge gap) 

• 5 minutes 

• Be prepared to share your top/best (personal) idea!
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Your External Learning Opportunities 

Working in your teams, consider each of the elements of PESTLE, and identify (brainstorm) things that you 
don’t know and would like to learn about. 

57

Political 
Healthcare frameworks 
and systems, etc. 

•

Economic
Economic factors such as individual incomes 
as well as overall health of economies

•

Sociological
HCP/patient demo-
graphics, health trends, patient awareness, 
etc.

•



Your External Learning Opportunities

Technological 
The innovation and adoption of new 
technology tools and trends (e.g., social 
media)

•

Legal 
Regulatory and legislative requirements 
(drug/device specific or general topics like 
data privacy and security)

•

Environmental
Factors
related to issues like sustainability, 
environmental impact, etc.
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Wrap-Up 
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Next Steps – Complete the ACT Challenge!

60

Agility Courage Trust

Identify something that you need to do that you think 
might take more than 1 year. Challenge your assumptions 

about timelines and identify what you could do in 6 
months.

Think of a difficult conversation that you need to have and 
book the meeting.

Broaden/diversify your network. Reach out to someone in 
Nestle in a different function or geography who you don’t 

know. Set up a networking coffee.

For a problem that you have research what other 
industries/companies are doing. Think about how you can 

apply one of their solutions to your problem.

Identify a decision that you have to make about how to 
move a project forward. Brainstorm options that may be 

riskier and select one.

Thank someone who has always 
had your back.

For something that you are working on that hasn’t gone 
according to plan, either stop or adapt your approach.

Think about something that you don’t agree with / have a 
differing opinion on. Speak up! Find a way to challenge the 
status quo in a way that strengthens the relationship and 

achieves better outcomes.

Contribute towards building a trusting environment. Think 
about someone who has tried something that maybe didn’t 
work out. Give them positive feedback on their courage to 

try and contribution to our lessons learned.

Thinks of a personal project or initiative for which 2-3 of 
the PESTLE categories could provide meaningful insights. 

Do your research and apply what you learn. 

Identify something that could potentially be a blind spot 
for you. Pick a smart provoker you know (someone not 
afraid challenge your thinking who you respect) and use 

the OIS approach to help gain perspective. 

Make a list of the people in your Nestle network.  Review 
it, and identify and act on one 1-2 opportunities to make it 

more broad and/or diverse. 



One thing you commit to 
doing differently based on 
this workshop?
Write in the chat: “I will…”
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Thank You!
Please fill out the final evaluation survey posted in the chat.
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Facilitator Guide Introduction 

This guide contains the step-by-step instructions for delivering Inspiring Our Teams to ACT – Leader 
Skill Session. Reading this guide along with the participant guide and handouts will prepare you for a 
successful delivery. 

This Facilitator Guide provides instructions for all slides in the presentation, including interactive 
elements. Included in these instructions is the following information: 

• The learning outcome that is expected from learners 

• A description of the instructional event 

• The steps of instruction to achieve the desired learning outcome 

• The responses to look for from learners 

• The number of minutes to be dedicated to each section 

Timing references are provided to help you deliver all the content. However, needs vary by group, and 
you will naturally spend more time on some topics and less on others. 

Make sure that participants cover all of the information in the presentation, and that they understand all 
of the points mentioned in this guide. 
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Program Details 

Program Name Inspiring Our Teams to ACT – Leader Skills Session  

Materials Required 

• Facilitator Guide 

• Facilitator PowerPoint  

• Learner Package (includes post-work) 

 

Platform Zoom or Teams  
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Types of Instructional Events 

Instruction A lecture-style delivery to the learners. 

Facilitator-Led Discussion 
A discussion involving the entire group that is moderated by the 
facilitator. 

Individual Activity 
An exercise in which learners work individually to complete a 
specified task or objective. 

Pairs/Small Group Breakout 
Activity 

An activity in which learners work together in pairs or small 
groups (three or four individuals) to accomplish a specified task or 
objective. Individuals should be sent to breakout rooms. 
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Icon Descriptions 

Icon Description 

 

At the top of each Leader Guide page, you will see a learning outcome describing 
what learners should know by the end of the page. It describes the knowledge or skill 
that learners should gain.  

 

The Do icon indicates an interactive element you should launch to engage 
participants, such as launching a poll.  

 

The Say icon indicates when you should deliberately set context or point out a 
specific idea. 

 

The Ask icon indicates when you should verbally ask the learners the question 
located next to the Ask icon. Following each question will be either: (1) a list of the 
answers you should expect to hear from learners, or (2) further steps of instruction to 
pull the sought-after answers from learners. 

 

The Look For icon indicates the answers you should expect to hear from learners 
when you ask a specific question. 

 

This icon indicates that you should set up an activity participants will complete in 
small breakout groups. Small group activities are typically followed by a debrief in the 
large group. 

 

This icon indicates that you should set up an activity for participants to complete 
individually. Individual activities may be debriefed in the large group or in small 
breakout groups.  

LEARNING 
OUTCOME 

DO 

SAY 

ASK 

LOOK 
FOR 

SMALL 
GROUP 

INDIVIDUAL 
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Program Agenda 

Content 
Timing 

 

Introduction 

• Platform instructions 

• Facilitator introduction 

• Session agenda  

• ACT framework overview  

10 mins 

Trust in ACTion  

• The foundations of trust 

• Building and maintaining broad and diverse networks 

• Building trust virtually 

• Contributing towards an environment of psychological safety  

40 mins  

Courage in ACTion  

• What gets in the way of being courageous? 

• Challenging ourselves to be more courageous 

• Making courageous decisions – Decisions Styles model  

50 mins 

Agility in ACTion  

• An agile mindset 

• From passive to active curiosity 

• Structured thinking tools for broadening our perspectives 
o Johari’s window and self-awareness 
o PESTLE   

45 mins 

Wrap-Up and Next Steps 

• Post-work 

• Putting ACT into action (The ACT Challenge) 

• Session evaluation 

5 mins 

Total 150 mins  

 
Note:  The timing is precise and meant to be fast paced to maintain interest in a virtual session. If you 
want more time for conversations, it could also be scheduled as a ½ day in-person workshop (3 hours.)  
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Introduction (10 minutes) 

10 minutes Facilitator-Led Discussion Slides 3-9 

 

Create commonality with your learners and familiarize them with the platform 
controls. 

 

• Show slide 3 (Title Slide) and welcome the learners to the session. 

 

• During the pandemic we have demonstrated what is possible when we work 
together. 

• We demonstrated agility, courage and trust and got things done, even in the 
face of daily challenges and constraints. 

• As we start to move out of the crisis out future success will continue to be 
defined on our ability of everyone to continue to ACT now to create tomorrow. 

• This interactive workshop has been developed to help provide practical skills to 
take ACT to the next level. 

 

 

• Introduce yourself. 

• Review the instructions for the platform if application. 

• For sessions run in MSFT Teams, hide slide 4 and use slide 5 to highlight 
functionality that will be used (chat, breakouts, emojis, polls, etc.). 

• For sessions run in Zoom, hide slide 5 and use slide 4 to highlight functionality 
that will be used (chat, breakouts, annotation tools, polls, etc.). 

• If the session is being delivered in person, hid both slide 4 & 5. 

 

 

• Ask what questions the participants have about the platforms and functionality 
that will be used. 

LEARNING 
OUTCOME 

DO 

SAY 

DO 

ASK 
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• Show slide 6 – Learning Objectives. 

• Review learning objectives. 

• Ask participants to type the number of the learning objective they are most 
interested in learning about into the chat. 

• Make note of interests. 

 

• Show slide 7 – Agenda. 

 

• We will be covering each of the ACT elements, but we will be doing it in reverse 
order. 

• WHY? 

• Trust is the foundation for everything – so we will start there. 

• With trust we can be more courageous. 

• And trust and courage will allow us to be more agile. 

 

• Show slide 8 – ACT. 

• Quickly review the ACT framework and let learners know we will be going into 
each element into much more depth. 

 

• What are the benefits of ACT to (slide 9 – Benefit of ACT): 

o Nestle?  

o Your team?  

o Us personally? 

 

• Nestle – competitive advantage, results. 

• Team – Make team more successful, productive, cohesive. 

• Personally – be more successful, personal growth, future-proof career. 

 

  

DO 

DO 

SAY 

DO 

ASK 

LOOK 
FOR 
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Trust in ACTion (40 minutes) 

Introduction  

2 minutes Facilitator-Led Discussion Slides 10-11 

 

Introduce the unit on trust and review the Nestle definition of trust from the ACT 
framework. 

 

• Show slide 10 – Trust in ACTion. 

 

• While the three ACT behaviours work together to allow us to act now to create 
tomorrow, it’s important to have a clear understanding of each of them 
individually as a starting point. 

• Let’s get started by diving into trust! 

 

• Show slide 11 – The ACT Definition of Trust. 

• Review the Nestle definition of Trust. 

 

  

LEARNING 
OUTCOME 

DO 

SAY 

DO 
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Trust  

13 minutes Facilitator-Led Discussion Slides 12 – 19  

 

• Show slide 12 (Question). 

 

• Is it easy of hard to build trust?  

 

• Have 2-3 people share their responses and discuss their answers. 

 

• Show slide 13 (Question). 

 

• How can you build trust?  

 

• Have 2-3 people share their responses and discuss their answers. 

 

• There are different types of trust, you build each in different ways, and some 
are harder to build than others. 

• Understanding how trust is built is more critical than ever as we transition to a 
more hybrid work environment and may not be together in one location as 
frequently as pre-pandemic. 

DO 

ASK 

DO 

DO 

ASK 

DO 

SAY 
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• Show slide 14 – Types of Trust. 

• Explain each of the types of trust paraphrasing the information below:  

• Swift trust:  

o We all start with some basic level of trust with new colleagues – and it’s 
called swift trust  

o Swift trust is the trust that exists because we assume that someone will 
do their job, because there are negative consequences of not doing so 

o Swift trust is the lowest level of trust that exists between people 

o There’s not much a person has to do to establish swift trust but they do 
have to avoid breaking it 

o It’s the easiest to break – all it takes is someone not living up to 
expectations and the trust is damaged  

• Knowledge-based trust: 

o Knowledge-based trust is a little harder to build, but tends to be more 
stable over time  

o It’s related to the predictability or perceived knowledge and competence 
of the person  

o In the case of knowledge-based trust, predictability refers to our 
confidence that a person behaves in a consistent manner – so they are 
always the expert or always willing to help 

• Identification-based trust  

o Is the strongest type of trust, but takes the longest to build 

o It’s the trust that builds as you get to know someone, build shared 
experiences, and discover commonality in likes, values, etc. 

o It’s the trust that is built over time  

 

• In a purely virtual work environment, research has shown that it’s the swift and 
knowledge-based trust that are most critical in building strong relationships. 

• We have less opportunity to spontaneously connect, make small talk, or see 
evidence of who someone is (pictures on your desk). 

• Identification based trust is possible in a virtual environment, but you have to 
be more purposeful. 

  

DO 

SAY 
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• Show slide 15 – Building Trust – Tips. 

• Review tips as below: 

o Swift trust: 

▪ Do what you say you will do/meet commitments and you won’t 
damage this type of trust 

o Knowledge-based trust: 

▪ Share your expertise 

▪ Behave in a predictable manner  

o Identification-based trust:  

▪ Make time for small talk at the beginning of meetings – even if they 
are virtual  

▪ Invite people to have a virtual coffee 

 

• What other tips do you have for any of the types of trust?  

 

• Show slide 16 – Building Trust – Your Commitment. 

• Have learners use their annotation tool or chat to pick the type of trust that they 
will spend their time building or maintaining. 

 

• Show slide 17 – The Reality of the Hybrid World. 

  

DO 

ASK 

DO 

DO 
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• It’s harder to build trusting relationships with people we don’t work with 
regularly, and virtual work is making it even harder. 

• Working virtually or in a hybrid way can be a barrier to continually growing our 
networks. 

• Collaboration trends in Microsoft Teams and Outlook show that interactions 
with our immediate team, or close network, strengthened with the move to 
remote work. However, our interactions outside of that team, or distant 
networks, have diminished. 

• This is a trend that will be important to reverse if we want to build strong 
Canadian and global businesses. 

• We will all need to be more purposeful and put effort and energy into growing 
and maintaining our internal (and external) networks. 

 

NOTE: For more information see https://www.microsoft.com/en-us/worklab/work-
trend-index/hybrid-work 

 

• Show slide 18 (Question). 

 

• How can you continue to grow your Nestle network in our new hybrid world? 

 

• Have 2-3 learners share their responses and discuss. 

• Show slide 19 – Building and Maintaining a Broad and Diverse Network. 

• Highlight any tips that haven’t yet been covered, and reinforce those that have 

 

  

SAY 

DO 

ASK 

DO 

https://www.microsoft.com/en-us/worklab/work-trend-index/hybrid-work
https://www.microsoft.com/en-us/worklab/work-trend-index/hybrid-work
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Psychological Safety  

5 minutes Facilitator-Led Discussion Slide 20 

 

• Show slide 20 – Contributing to an Environment of Psychological Safety. 

 

• Not only do we want to build trusting relationship – we also want to create an 
environment that makes people feel comfortable and safe! 

 

• Review the definition of psychological safety paraphrasing the information 
below:  

o Stage 1: Inclusion Safety (I’m accepted) 

▪ Feeling accepted by others when you are being yourself 

▪ This level of safety is the most fundamental: when we do not 
feel like we can be our authentic selves, our energy goes to 
keeping our guard up 

o Stage 2: Experimental Safety (I can grow) 

▪ Feeling personally safe to ask questions, use our skills to solve 
problems independently, learn and try new things, and learn by 
making mistakes 

▪ When this stage is not satisfied, we shut down, like a student 
who has an idea but does not want to share it for fear of 
looking silly, and we cannot learn or grow 

▪ We may not feel comfortable fully “owning” a project or a task 

o Stage 3: Challenger Safety (I can challenge) 

▪ Feeling safe to challenge the status quo, and without negative 
consequences to one’s personal status within a group 

▪ We are only willing to challenge received ideas when we feel 
like we can do so without negative consequences to our 
standing 

▪ In some sense, Challenger Safety is about feeling like we won’t 
be harshly judged for failure 

▪ You’re challenging the fundamental beliefs and unofficial 
norms of how things are done at Nestle or for your 
function/team.  

DO 

SAY 

DO 
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• What questions do you have about the 3 level of psychological safety?  

 

• Answer any questions the learners have and segue to the activity. 

 

  

ASK 

DO 



Inspiring Our Teams to ACT – Leader Skills Session 
FACILITATOR GUIDE  

Copyright © 2023 HORN. All rights reserved. 15 

Contributing to an Environment of 
Psychological Safety  

20 minutes Small Group Activity  Slide 21 

 

• Learners work in groups of 4-5 people to identify things we can do to create 
an environment of psychological safety. 

 

• Show slide 21 – Contributing to an Environment of Psychological Safety. 

 

• Working in your small group, for each of the levels of psychological safety, 
identify what you can do (or avoid doing) to strengthen trust and safety. 

• Consider the different types of trust as you discuss ideas. 

• You’ll have 15 minutes to complete the activity. 

• Use the template on page 9 of your Learner Package to take your notes. 

• Be prepared to share at least 1 idea for each of the 3 levels. 

 

• Divide participants into groups of 4-5 people. 

 

• Give learners 15 minutes to complete the activity. 

 

• Debrief the activity by having each group share 1-2 ideas for each of the three 
levels 

  

LEARNING 
OUTCOME 

DO 

SAY 

DO 

SMALL 
GROUP 

DO 
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• Inclusion:  

o Get to know people as individuals and understand their unique 
strengths 

o Identify and address unconscious biases 

o Promote a climate of inclusivity – value and promote diversity  

• Experimental  

o Provide the right level of support for people based on the experience / 
motivation for the idea 

o Let people find their own way – let them own the idea (not your idea)  

o Recognize and minimize cognitive biases that may get in the way of 
continuous improvement 

• Challenger: 

o Let go of legacy ways of doing things  

o Set parameters for where risk taking is appropriate (to drive 
innovation) and where experimentation (and failure) is not acceptable 

o Demonstrate and embrace a growth mindset  

 

• What questions do you have about trust?  

 

• Answer any outstanding questions before moving to Courage. 

 

  

LOOK 
FOR 

ASK 

DO 
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Courage in ACTion (50 minutes) 

Introduction  

3 minutes  Facilitator-Led Discussion Slides 23 – 26 

 

Introduce the unit on courage and review the Nestle definition of courage from the 
ACT framework. 

 

• Show slide 23 – Courage in ACTion. 

 

• With trust we can also be more courageous! 

• Let’s look at courage next. 

 

• Show slide 24 (Question). 

 

• What does courage mean to you? 

LEARNING 
OUTCOME 

DO 

SAY 

DO 

ASK 
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• Discuss responses. 

• Show slide 25 – The ACT Definition of Courage. 

• Review the Nestle definition of courage. 

 

• Show slide 26 – Courage – Your Opportunity. 

• Ask learners to use their stamp or write in the chat which aspect that they want 
to personally further develop. 

 

  

DO 

DO 
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Being More Courageous  

15 minutes Facilitator-Led Discussion Slides 27 - 32  

 

• Show slide 27 (Question). 

 

• What gets in the way of being courageous?  

 

• Discuss responses. 

• Show slide 28 – Potential Barriers to Being Courageous. 

• Summarize the typical barriers: 

o Environment / situation – if psychological safety is not present, or if the 
consequences of risk taking or making mistakes would be severe 

o Mindset – our perspective on risk, and consequences of making 
mistakes 

o Skillset gaps – maybe in certain situations we don’t feel confident 
because we don’t have the right skills 

o Personality – some of us are just wired to be risk adverse! 

 

• Some of the barriers are harder to overcome than others. 

 

• Run poll (slide 29). 

• Discuss the results. 

• Ask 1-2 participants to share what they selected and share their rationale. 

 

• We can try to manage the self-talk and emotions that can get in the way of 
being courageous by applying a simple framework when you feel negativity, 
risk aversion, or fear getting in the way. 

DO 

ASK 

DO 

SAY 

DO 

SAY 
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• Show slide 30 – Manage Your Self-Talk. 

• Explain the model by paraphrasing the following:  

o Stop: Name the negative self-talk that is keeping you from making 
courageous choices. Interrupt self-evaluation and chatter. 

o Challenge your beliefs and assumptions: After stopping your self-talk, 
challenge your thinking in order to see the situation from a different 
perspective. 

o Choose your response: Choose a new belief and positive self-talk that 
will empower you to take a be more courageous.  

o As part of your post-session assignment, you will get a chance to try 
this out. 

 

• Show slide 31 (Question). 

 

• What are some of the choices that we can make to be more courageous? 

 

• Show slide 32 – Opportunities to be More Courageous. 

• Ask learners to read the slide (they can also find this on page 16 in the 
Learner Package). 

• Have 2-3 people share what they believe is their biggest opportunity for 
improvement. 

 

  

DO 

DO 

ASK 

DO 
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Making More Courageous Decisions  

10 minutes Facilitator-Led Discussion Slides 33-38 

 

• Show slide 33 – The Reality of the Never Normal. 

 

• Who has heard of VUCA before?  

 

• It’s a term that was established by US military on the Cold war to counter a 
world with asynchronous threats – digital, counterintelligence, spies, political 
suppression & influence, nuclear. 

• Similarly, in business, we now operate in an environment of hyper-change & 
unexpected threats. 

• Volatile means unstable – rapidly changing. 

• Uncertain – Information is missing. 

• Complex – things are interconnected or intricate. 

• Ambiguous – there can be more than one way to interpret things. 

• Up until 2020 that was fueled by changing demographics, digital 
transformation, etc. 

• The pandemic has added a whole new level of VUCA that includes public 
health, supply chain disruptions and more. 

• As leaders, we need to continue to be courageous regardless of the 
environment. 

 

• Show slide 34 (Question). 

 

• How can we still make courageous decisions in this never normal 
environment? 

DO 

ASK 

SAY 

DO 

ASK 
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• Discuss responses. 

• Show slide 35 – Decision Styles Model. 

 

• The Decision Styles Model is a tool that we can use to identify the best 
approach to making decisions in the never normal. 

• It will help us make decisions in the right way based on the quality or quantity 
of information we do (or don’t) have and the time available to make the 
decision. 

• It helps us understand when collaboration is necessary, and when we should 
go ahead, just make a decision and act. 

• It will also help us deal with scenarios in which we don’t have enough 
information. 

 

• Explain the model by paraphrasing the information below:  

o High Info/Low time = ACT  

▪ You DON’T need to ask or collaborate 

▪ Just make the decision and move forward  

o High Info/High time = INFORM 

▪ You know what you have to do, but you have time to influence 
stakeholders - socialize your idea 

o Low Info/High time = INVOLVE  

▪ Get others involved to fill in the blanks and leverage diversity of 
thought 

o Low Info/Low time = WEIGH our options 

 

• WEIGH may not seem that helpful at first glance, and a lot of the decisions 
that we need to make are in situations where we have minimal information 
and little time – so how is WEIGH helpful?   

• Let’s explore it a little further. 

 

• Show slide 36 – Weigh? 

DO 

SAY 

DO 

SAY 

DO 
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• If you have a decision to make that falls in the weigh category – the first thing 
that you want to do is ask: 

o “Is any decision better than no decision?” 

• If the answer is yes – then go ahead and ACT 

o For example – It’s 5:00 and you find out you need someone to start a 
maintenance process at a plant tonight at 8:00 PM 

o If it doesn’t get run the machinery will shut down and will take days to 
restart  

o The people who know how to do the task work during the day, and are 
about to go home for the evening 

o You don’t know about people’s willingness to stay late, but you know 
that if someone doesn’t it will be a big problem 

• If the answer is no – you need to do a risk assessment to determine if you 
have to shift the timelines (because the risk is so high) and turn it to a 
‘INVOLVE’ decision. 

 

NOTE: If you have a different example you would like to use you can substitute it for 
the one provided 

 

• Show slide 37 – Assessing Risks of a Wrong Decision. 

 

• As we’re assessing the risk we need to consider: 

o What are the risks of a wrong decision? 

o How likely is it that the risk will occur?  

o If the risks do occur, how severe will the impact be?  

• If the risks are likely and impact will be severe – we MUST be courageous 
and push our timelines to INVOLVE others.  

 

• What questions do you have about the Decision Styles model? 

 

• Answer any questions. 

• Show slide 38 – The Courage Check. 

SAY 

DO 

SAY 

ASK 

DO 
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• Now, it’s not just about making any decision, it’s about making a courageous 
decision. 

• Here are some check-in questions that can be powerful as a litmus test for 
courage: 

o Is my decision bold enough?    

o Are we allowing unconscious biases to get in the way, like: 

▪ Sunk cost / effort – being tied to a certain solution or way of 
doing thing because we’ve invested time and effort in it and 
giving it up would seem like a waste 

▪ Reputation risk bias – the fear that if we make a mistake our 
reputation will suffer 

▪ Functional fixedness – being tied to a legacy because we 
can only see one way of doing something – we can’t see other 
possibilities  

o Is there something else I could do that could get better results with an 
acceptable amount of incremental risk? 

• We should always do the test and ask ourselves if there is something else 
with more value and acceptable incremental risk that we can try instead. 

 

  

SAY 
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Your Courageous Decision  

22 minutes Individual Activity and Pair Debrief   Slide 39 

 

• Learners apply the Decision Styles model to a decision that they have to 
make and create an action plan. 

 

• Show slide 39 – Your Courageous Decision. 

 

• Working individually (7 minutes) - think of a courageous decision that you 
have to make. 

• Identify the appropriate approach to making the decision using the Decision 
Styles model template on pages 23-24 in your Learner Package. 

• Based on the style, identify immediate next steps. 

• Determine how you apply the courage-check to the final decision. 

• Next, working with your partner (10 minutes). 

• Share your scenario and approach and ask for feedback! Your partner must 
add 1 additional idea! 

 

• Give learners 7 minutes to complete the first part of the activity. 

 

• Divide the learners into pairs. 

LEARNING 
OUTCOME 

DO 

SAY 

INDIVIDUAL 

DO 
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• Give pairs 10 minutes to share their decision examples and approach and get 
feedback from their partner(s). 

 

• Debrief the activity by asking what insight people gained from the activity. 

• Answer any remaining questions about the Decision Styles model. 

 

  

SMALL 
GROUP 

DO 
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Agility in ACTion (45 minutes) 

Introduction  

15 minutes Facilitator-Led Discussion Slides 41 - 50 

 

Introduce the unit on agility and review the Nestle definition of agility from the ACT 
framework. 

 

• Show slide 41 – Agility in ACTion. 

 

• With trust and courage, we are well positioned to be more agile. 

• Let’s look at the final element of the ACT framework. 

 

• Show slide 42 (Question). 

 

• What does agility mean to you?  

 

• Show slide 43 – The ACT Definition of Agility. 

• Review the Nestle definition of agility. 

LEARNING 
OUTCOME 

DO 

SAY 

DO 

ASK 

DO 
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• Being agile requires a number of mindset shifts (slide 44 – Agile Mindset 
Shifts). 

• The first one is related to how value is created in an organization. 

• With a traditional mindset, creating our future is seen as someone else’s job. 

o Someone with an agile mindset is on the look out for opportunities to 
create value, and recognizes they are responsible for co-creating the 
future. 

• Having a traditional mindset breeds a belief that without complete information 
you can’t act. 

o Someone with an agile mindset is willing to start with less than perfect 
information and fill in the gaps as they go. 

• Someone with a traditional mindset believes that solutions/execution should be 
as perfect as possible.  

o Someone with an agile mindset values speed over perfection and is 
willing to iterate as they go. 

• Finally, a person with a traditional mindset feels that failure is not acceptable. 

o A person with an agile mindset realizes that trying new things comes with 
risk, and they are willing to see failure as learning. 

 

• Show slide 45 – Agile Mindset Shifts. 

• Have learners use their stamp or write in the chat and indicate which mindset 
shift they think is most challenging to make. 

• Discuss responses. 

 

• Show slide 46 - Active vs Passive Curiosity. 

 

•  Now that we’ve talked about mindset, let’s start to look at some of the skillsets 
that supports agility. 

• We’ll start with curiosity. 

• At Nestle, our definition of agility starts with ‘being curious’. 

• There are 2 types of curiosity though, passive and active. 

  

SAY 

DO 

DO 

SAY 
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• Explain the two types paraphrasing the information below. 

o Someone with passive curiosity is open to the possibility of learning and 
adding to your knowledge, should it come their way. 

o Someone with active curiosity seek out opportunities to add new 
knowledge and different perspectives. They assume the picture is not yet 
complete. 

 

• Show slide 47 (Question). 

 

• How can you build your active curiosity?  

 

• Show slide 48 – Active Curiosity in Action. 

  

DO 

DO 

ASK 

DO 
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• Consider this growth progression on the competency of being curious. 

• At the basic level competency being curious is about asking questions. 

o Ask direct questions of the people who are there, or who are supposed to 
answer questions about the situation. 

o Use visible information or readily available information. 

o At this level, we may accept the first answer you find. 

• At the next level of competency, you would dig deeper – specifically you may: 

o Ask questions that get underneath to deeply understand the root of the 
challenge or opportunity 

o GO BEYOND the usual suspects to gain broader perspective, 
experience, insight 

o Always go deeper than the first answer, finds out WHY something is 
happening or has happened 

• After that, ensure you explore the external environment:  

o Expand and deepen your insights from the external environment 

o Conduct formal research if necessary to gain that insight 

•  Finally, the highest level of competence - systemized learning. 

o This means you have personally established ongoing systems or habits 
to get information e.g., regular informal meetings, or the scanning of 
certain publications/media, setting time aside for learning on a regular 
basis 

 

• Show slide 49 – Poll: Where Do You Hang Out?  

• Run poll and discuss responses. 

 

• Show slide 50 – Being More Curious. 

 

• To start developing our curiosity, we will look at 2 different approaches. 

o Learn more about ourselves 

o Learn more about the external environment impacting our business 

 

  

SAY 

DO 

DO 

SAY 
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Being Curious – Learning More About Ourselves 

5 minutes Facilitator-Led Discussion Slides 51 – 53  

 

• Show slide 51 – Learning about Myself (Johari’s Window). 

 

• We will use the Johari’s window tool as a way to illustrate that we all have 
blindspots. 

• Johari’s window is a widely used tool to help people improve self-awareness 
and also share more of themselves with others to build strong relationships. 

•  It was devised by American psychologists Joseph Luft and Harry Ingham 
while researching group dynamics at the University of California Los Angeles. 

• The Johari Window represents information relating to feelings, experience, 
views, attitudes, skills, intentions, motivation, etc.  

• The 4 quadrants are: 

o What is known by the person about him/herself and is also known by 
others - open area – the goal being to be as open as possible 

o What is unknown by the person about him/herself, but which others 
know - blindspots – the goal with the quadrant being to reduce the size 
of your blindspots (i.e., increase self-awareness) 

o What the person knows about him/herself that others do not know 
- hidden area – the goal being to make this area as small as possible 

o What is unknown by the person about him/herself and is also unknown 
by others - unknown area or unknown self – the goal being to explore 
with others to uncover secret feelings or talents 

 

• Show slide 52 – Your Goal – Minimizing Blindspots. 

 

• The goal is to reduce your blind spots to make them as small as possible. 

DO 

SAY 

DO 

SAY 
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• Show slide 53 – OIS – A Framework for Asking for Feedback. 

 

• You may be familiar with the Nestle feedback framework from Everyday 
Coaching. 

• OIS feedback framework and use it as a way to plan questions to explore our 
blindspots. 

o It starts with O (Observation) – identifying a specific area we want 
feedback on and asking someone you trust and respect their opinion 

o You could also just ask a general question about what others think you 
could improve or what you do well  

o Next comes the I (the impact) 

o Once you have established a focus for the feedback, and gathered 
some initial information, ask your colleague how the specific 
behaviours they are sharing with you impact results, or the relationship 
you have with them  

o Finally use the S (Suggestion) to ask how you could improve 

o What do they recommend you stop, start or continue doing? 

• Asking for feedback also demonstrates courage, and having a discussion like 
this with a colleague can even strengthen trust 

 

• Answer any questions participants have about getting curious about 
themselves. 

 

  

DO 

SAY 

DO 
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Being Curious – Learning More About the External Environment 

5 minutes Facilitator-Led Discussion Slides 54 - 55  

 

• Show slide 54 – Being More Curious. 

 

• Let’s next explore how we can be more curious and broaden our perspectives 
by learning about the environment. 

 

• Show slide 55 – PESTLE – Understanding the External Environment. 

 

• Being more curious also means taking a broader perspective on the 
environment and learning about things that may even be a little further away 
from our day-to-day world. 

• To look broadly about the environment, we can use a structured thinking tool 
called a PESTLE analysis. 

DO 

SAY 

DO 

SAY 
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• Review the PESTLE framework by paraphrasing the information below:  

o Political – everything related to government policies and positions – 
for example tariffs or trade agreements  

o Economic – these are the factors relating to the economy – things like 
inflation rate, gross domestic product, etc. 

o Sociological elements – these are factors related to demographic, 
consumer, employee trends – or even things like desire for consumers 
to have full transparency of raw materials in goods (fair trade 
chocolate) 

o Technological – everything related to technologies themselves, or 
models like social media 

o Legal – these are laws that may be macro (i.e., impact everyone) like 
data privacy, or specific to industry (e.g. safety legislation for 
manufacturing)  

o Environmental – includes trends like sustainability, and 
environmental impact 

 

• Looking at our environment more broadly can help make sure that we aren’t 
missing anything that could have impact on our business. 

• It can also help spur ideas that we may never have considered. 

 

  

DO 

SAY 
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Broadening Our Perspectives  

20 minutes Small Group Activity    Slides 56 – 58   

 

• Learners become familiar with a structured thinking tool to help ensure that 
they are looking at the external environment (impacting our business) from a 
broad perspective. 

 

• Show slide 56 – Broadening our Perspectives (Team Breakout). 

 

• Working in teams, consider each of the elements of PESTLE, and identify 
(brainstorm) things that you don’t know and would like to learn about. 

• After 10 minutes, have each team member identify 1-2 items from your list to 
further investigate (to close the knowledge gap). 

• Use the PESTLE templates on slides 57 and 58 of your Learner Package. 

• Be prepared to share your top (personal) idea. 

 

• Divide the learners into small groups of 4-5 people. 

 

• Give pairs 15 minutes to complete the activity. 

 

• Debrief the activity by having 2-3 people share the one thing that they want to 
learn more about. 
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Wrap-Up (5 minutes) 

5 minutes Facilitator-Led Discussion Slides 59-62 

 

Learners reflect on what they learned and become familiar with the application 
activity. 

 

• Show slide 59 – Wrap-Up. 

 

• Congratulations! 

• You have now completed the classroom portion of the Inspiring Our Teams to 
ACT – Leaders Skills Session. 

• Now it’s time to apply what you have learned back on the job. 

 

• Show slide 60 – Next Steps – Complete the ACT Challenge. 

 

• We’ve developed a comprehensive ACT Challenge – a series of activities 
designed to help you apply what we’ve covered today. 

• Make it fun – buddy up with someone in this session, and challenge each other 
to complete all the activities 

• The first person to complete all of them wins a free lunch courtesy of their 
partner! 

• After this session, take a couple of minutes and become familiar with the 
challenge  

• Pull out the worksheet a few times a week and pick something else to try! 

LEARNING 
OUTCOME 

DO 
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• Show slide 61 (Question). 

 

• What’s one thing you commit to doing differently based on this workshop? 

 

• Have 1-2 people share their commitments. 

• Thank the learners for their participation. 

• Show slide 62 – Thank You! 

• Share link to the session evaluation. 

• Close the session. 

 

DO 

ASK 

DO 
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Team ACTivation -
Leader Enablement Workshop 

ACT Now to Create Tomorrow



Zoom instructions

On the top of the 

screen, click View 
Options > 
Annotate to open 

Annotate Tools

On the bottom toolbar, click 

Chat to open the Chat window

4



Today’s objectives

• Become familiar with the Team ACTivation Toolkit

• Be confident using the Toolkit and its components to facilitate team 
ACTivation sessions 

• Discuss best practices to maximize outcomes from team ACTivation 
sessions



Today’s agenda

6

Toolkit 
Overview

ACT Team 
Assessment 

Team 
ACTivation 

Sessions

Maximizing 
Results – Best 

Practices 

ACT Refresher 



ACTivation Toolkit 
Overview

7



ACTivation toolkit – Overview

1. A team assessment

2. Leader’s PowerPoint decks with speaker’s 
notes that provide detailed instructions on 
how to facilitate team ACTivation meetings on:

• ACT

• Agility,

• Courage, and

• Trust

3. Videos to support each of the topics 
mentioned above

4. Team action plan templates to use in the 
ACTivation meetings



Toolkit overview – Continued

Activity Objective Timing Page(s)

1 ACT Team Refresher
Reinforce the key concepts of ACT and identify and minimize 
barriers to acting now to create tomorrow

30 - 45 
minutes

6 - 13

2

Our ACT opportunities – ACT Team Assessment + debrief 

(Optional – this can be combined with the ACT Team 
Overview/Refresher session as well)

An assessment to help a team determine:
1. How frequently/effectively they are currently demonstrating 

the ACT behaviours
2. Which of the ACT behaviour(s) should they spend time 

strengthening

30 minutes 14 - 21

3 Agility ACTivation session
Reinforce the meaning of Agility, share success stories, and 
explore team opportunities to demonstrate more Agility

30 minutes 22 - 28

4 Courage ACTivation session
Reinforce the meaning of Courage, share success stories, and 
explore team opportunities to demonstrate more Courage

30 minutes 29 - 35

5 Trust ACTivation session
Reinforce the meaning of Trust, share success stories, and 
explore team opportunities to build and demonstrate more 
Trust within the team and with others across Nestle

30 minutes 36 - 42



Getting started

Based on your team’s level of familiarity with ACT you can start with different activities. The chart below provides some suggestions:

If you… Consider starting with…

Think your team may not have fully internalized ACT… The ACT Refresher

Think your team understands ACT fairly well, but you would like to zero in on the ACT element 
that represents the biggest opportunity for improvement…

The ACT Team Assessment

Would like your team to be more curious and act with more speed… Agility

Would like your team to speak up or productively challenge others more and/or make more 
courageous decisions…

Courage

Would like your team to further broaden and strengthen relationships and contribute to a 
culture of inclusion and psychological safety

Trust



Activity 1 meeting planner

ACT Team Refresher



ACT team refresher– Overview

Activity Objectives Instructions Timing Materials Required 

• Reinforce team understanding 
of ACT

• Identify individual/team ACT 
stories/successes

• Identify and minimize barriers 
that get in the way of acting 
now to create tomorrow

• Agree on team commitments

1. Welcome team and share 
activity objectives (slide 7)

2. Review the elements of the ACT 
framework (slide 8)

3. Watch ACT video and discuss 
what stood to out to people 
(slide 9)

4. Share examples of ‘acting now 
to create tomorrow’ 

5. Identify what gets in the way of 
doing more

6. Brainstorm how to minimize or 
eliminate those barriers 

7. Document team commitments 

30 - 45 minutes • ACT Now to Create 
tomorrow video 

• Leader PowerPoint

• ACT Team Action Planner 

• Participant package 



Your meeting slide pack



Our team commitments/action plan

Commitments/Next Steps Accountability Timing 

1

2

3

4



Activity 2 – Meeting planner

Our ACT Opportunities –

ACT Team Assessment



ACT team assessment – Overview

Activity Objectives Instructions Timing Materials Required 

• Identify how frequently the 
team (or individual) 
demonstrates ACT behaviours  

• Prioritize which element(s) of 
ACT to work on as a team (or 
individually) 

• Welcome team and share 
activity objectives

• As a team discuss and 
assess how frequently 
each ACT behaviour is 
being demonstrated

• Total scores for each 
element

• Prioritize team focus 
based on scores

30 minutes • Leader PowerPoint

• ACT Team Action 
Planner 

• Optional – Input the 
questions into a 
Microsoft Forms 
survey to collect 
information online



Team assessment

Never
0% of the time

Rarely
1 – 30% of
the time

Sometimes
31 – 60 % of 

the time

Usually
61 – 90% of 

the time

Always
More than 90% 

of the time

Agility

1. Stay current and discuss a wide range of topics and trends beyond 
those that directly impact our immediate team/role(s)

❑ 0 ❑ 1 ❑ 2 ❑ 3 ❑ 4

2. Value speed over perfection ❑ 0 ❑ 1 ❑ 2 ❑ 3 ❑ 4

3. Approach problems or opportunities with a future-focused 
orientation. Don’t let legacy processes or mindsets slow us down

❑ 0 ❑ 1 ❑ 2 ❑ 3 ❑ 4

4. Right-size the amount of effort we put into tasks or projects based 
on the potential value (e.g., return on the investment of time)

❑ 0 ❑ 1 ❑ 2 ❑ 3 ❑ 4

5. Adjust our approach when we need to (based on qualitative 
and/or quantitative feedback)

❑ 0 ❑ 1 ❑ 2 ❑ 3 ❑ 4

6. Make time for learning and share best practices ❑ 0 ❑ 1 ❑ 2 ❑ 3 ❑ 4

TOTAL SCORE

First, read the statements below and select the rating that best describes how frequently the team (team member) demonstrates the 
behaviour. After answering all the questions, add up your total score.



Team assessment – Continued

Never
0% of the time 

Rarely
1 – 30% of 
the time

Sometimes
31 – 60 % of 

the time

Usually
61 – 90% of 

the time

Always
More than 90% 

of the time 

Courage

1. Support the sharing of opinions and feedback, even when it may 
be uncomfortable to do so

❑ 0 ❑ 1 ❑ 2 ❑ 3 ❑ 4

2. Have a team environment that promotes experimentation ❑ 0 ❑ 1 ❑ 2 ❑ 3 ❑ 4

3. Challenge how we do things ❑ 0 ❑ 1 ❑ 2 ❑ 3 ❑ 4

4. Prioritize (and re-prioritize) tasks and projects; feel comfortable 
saying no to requests when appropriate

❑ 0 ❑ 1 ❑ 2 ❑ 3 ❑ 4

5. Make decisions efficiently and effectively ❑ 0 ❑ 1 ❑ 2 ❑ 3 ❑ 4

6. Are comfortable making individual or team decisions, even when 
we are lacking information

❑ 0 ❑ 1 ❑ 2 ❑ 3 ❑ 4

TOTAL SCORE 

First, read the statements below, and select the rating that best describes how frequently the team (team member) demonstrates the 
behaviour. After answering all the questions, add up your total score.



Team assessment – Continued

Never
0% of the time 

Rarely
1 – 30% of 
the time

Sometimes
31 – 60 % of 

the time

Usually
61 – 90% of 

the time 

Always
More than 90% 

of the time 

Trust

1. Foster a genuine mutual concern for, and investment in, each 
other’s wellbeing and success

❑ 0 ❑ 1 ❑ 2 ❑ 3 ❑ 4

2. Have each others’ backs ❑ 0 ❑ 1 ❑ 2 ❑ 3 ❑ 4

3. Have Trust in each other and deliver on that Trust ❑ 0 ❑ 1 ❑ 2 ❑ 3 ❑ 4

4. Have created an environment where everyone can bring their true 
self to work

❑ 0 ❑ 1 ❑ 2 ❑ 3 ❑ 4

5. Treat everyone equally and make each other feel like their 
contributions are valued

❑ 0 ❑ 1 ❑ 2 ❑ 3 ❑ 4

6. Take the time to draw out and understand each other’s interests, 
concerns, and objectives

❑ 0 ❑ 1 ❑ 2 ❑ 3 ❑ 4

TOTAL SCORE 

First, read the statements below, and select the rating that best describes how frequently the team (team member) demonstrates the 
behaviour. After answering all the questions, add up your total score.



Our ACT opportunities

ACT Element Score Priority (for team focus)

Agility ❑ 1 – top priority    ❑ 2nd priority    ❑ 3rd priority 

Courage ❑ 1 – top priority    ❑ 2nd priority    ❑ 3rd priority 

Trust ❑ 1 – top priority    ❑ 2nd priority    ❑ 3rd priority 

1. Add the total scores for each ACT element to the ‘Score’ column

2. Any of the elements with a score 12 or below should be considered a significant team development opportunity and prioritized by starting 
with the lowest scoring item first

3. Any elements scoring between 13 - 18 represent opportunities to optimize and should be prioritized by starting with the lowest scoring 
item first

4. Any elements scoring 19+ are team strengths. As a team, you share successes and brainstorm ways to share your best practices with the 
rest of the organization



Action planning

Next Step(s) Accountability Timing 

1

2

3

4



Team ACTivation
Sessions 4 – 6

22



Team ACTivation sessions 4 – 6
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Instructions 

Activity Objectives Instructions Timing Materials Required

• Reinforce the meaning of 
Agility/Courage/Trust

• Share success stories

• Explore team 
opportunities to 
demonstrate more 
Agility/Courage/Trust

• Identify team 
commitments

1. Welcome team and 
share meeting objectives

2. Watch the video and 
discuss what stood to 
out to people

3. Review definition of 
Agility/Courage/Trust

4. Share success stories of 
how the team already 
demonstrates 
Agility/Courage/Trust

5. Identify our team Start, 
Stop, and Continue 
action plan

30 minutes per session • Video

• Leader PowerPoint

• Team Action Planner



Your meeting slide pack



Maximizing Results –
Best Practices
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How can you encourage 
engagement in the team 
meetings? 
Write in the chat or unmute your line.

27



Before the session
❑ Share objectives and expectations with team members before the meeting

❑ Ask team members to do some ‘pre-work’

❑ Get select team members involved in co-leading/leading the session

ACT Now to Create Tomorrow



After the sessions – Maintaining momentum
❑ In team meetings dedicate time to check in on ACT commitments and successes/challenges

❑ Use the OIC/OIS feedback models to provide feedback to the team or individual team members

❑ In everyday coaching conversations look for opportunities to highlight how ACT behaviours can support performance

❑ Recognize ACT successes with Real Recognition Cards

❑ Identify ACT champions for your team – those who regularly and consistently demonstrate ACT behaviours – and get them 
involved in peer mentoring

ACT Now to Create Tomorrow



What other ideas do you have to 
maximize results/outcomes after 
the sessions? 
Write in the chat or unmute your line.

30



ACTivation Sessions –
Next Steps

31



Next steps

• Review the toolkit and become familiar with the activities

• Watch the videos and make notes about key insights/points you 
would want to reinforce

• Decide how to get started and book the meeting!

• Set up the assessment in Forms if you would like to digitize it

32



Please complete the 
evaluation using the 
link in the chat. 
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ACT Now to 
Create Tomorrow



ACT – Video 



Agility – Video 



Courage – Video 



Trust – Video 



Team ACTivation –
Leader’s Toolkit



Team ACTivation -
Leader’s Toolkit 

ACT Now to Create Tomorrow



ACTivation Toolkit – Introduction 

Welcome to the Team ACTivation Leader’s Toolkit. 

In this world of dynamic change, the ability to pivot quickly to create and maintain competitive advantage is critical to both short and longer-term success. As we come 
out of the pandemic and consumers start to leave their homes and re-enter the world, there will be new companies looking to further disrupt our industry and 
threaten our market share.  While we have worked incredibly hard and been very successful, we don’t want to sit back and wait for the next wave of disruption – we 
want to continue to be the organization that redefines our industry and truly thrives.  We want to ACT NOW………to CREATE TOMORROW.

This Toolkit has been designed to provide you with guidance on how to bring ACT to life with your team through the facilitation of ACTivation sessions.  Each of the 
sessions focus on different elements of ACT.  The toolkit includes several different resources to help you including:  

1. A team assessment to help you prioritize which element to focus on based on how frequently your team is currently demonstrati ng various ACT behaviours. 

2. Leader’s PowerPoint decks with speaker’s notes that provide detailed instructions on how to facilitate team ACTivation meetings on:

• ACT

• Agility, 

• Courage, and 

• Trust.

3. Videos to support each of the topics mentioned above.

4. Team Action Plan templates to use in the ACTivation meetings. 

Detailed instructions on how to lead each of the activities can be found in the speakers notes.



Toolkit Overview  

Activity Objective Timing Page(s)

1 ACT Team Refresher
Reinforce the key concepts of ACT, and identify and minimize 
barriers to acting now to create tomorrow. 

30 - 45 
minutes

6-13

2

Our ACT Opportunities – ACT Team Assessment + Debrief 

(Optional – this can be combined with the ACT Team 
Overview/Refresher session as well) 

An assessment to help a team determine:
1. How frequently/effectively they are currently demonstrating 

the ACT behaviours
2. Which of the ACT behaviour(s) should they spend time 

strengthening 

30 minutes 14-21

3 Agility ACTivation session 
Reinforce the meaning of Agility, share success stories, and 
explore team opportunities to demonstrate more agility. 

30 minutes 22-28

4 Courage ACTivation session 
Reinforce the meaning of Courage, share success stories, and 
explore team opportunities to demonstrate more courage.  

30 minutes 29 - 35

5 Trust ACTivation session 
Reinforce the meaning of Trust, share success stories, and 
explore team opportunities to build and demonstrate more 
Trust within the team and with others across Nestle. 

30 minutes 36-42



Getting Started 

Based on your team’s level of familiarity with ACT you can start with different activities.  The chart below provides some suggestions:

If you… Consider starting with…

Think your team may not have fully internalized ACT… The ACT Refresher

Think your team understands ACT fairly well, but you would like to zero in on the ACT element 
that represents the biggest opportunity for improvement…

The ACT Team Assessment 

Would like your team to be more curious and act with more speed… Agility 

Would like your team to speak up or productively challenge others more and/or make more 
courageous decisions…

Courage 

Would like your team to further broaden and strengthen relationships, and contribute to a 
culture of inclusion and psychological safety.

Trust 



Maintaining Momentum 
Leading the ACTivation sessions with your team/team members is a great way to keep the spotlight on ACT.  After your 
meetings it will be important to maintain focus on team/individual commitments to get the best results possible.  Some easy 
ways for you to maximize team and individual success include: 

❑ In team meetings dedicate time to check in on ACT commitments and successes/challenges

❑ Use the OIC/OIS feedback models to provide feedback to the team or individual team members

❑ In everyday coaching conversations look for opportunities to highlight how ACT behaviours can support performance

❑ Recognize ACT successes with Real Recognition Cards

❑ Identify ACT champions for your team – those who regularly and consistently demonstrate ACT behaviours – and get them 
involved in peer mentoring

ACT Now to Create Tomorrow



Activity 1 Meeting Planner 

ACT Team Refresher



ACT Team Refresher– Overview 

Activity Objectives Instructions Timing Materials Required 

• Reinforce team understanding 
of ACT

• Identify individual/team ACT 
stories/successes

• Identify and minimize barriers 
that get in the way of acting 
now to create tomorrow

• Agree on team commitments

1. Welcome team and share 
activity objectives (slide 7)

2. Review the elements of the ACT 
framework (slide 8)

3. Watch ACT video and discuss 
what stood to out to people 
(slide 9)

4. Share examples of ‘acting now 
to create tomorrow’ 

5. Identify what gets in the way of 
doing more

6. Brainstorm how to minimize or 
eliminate those barriers 

7. Document team commitments 

30 - 45 minutes • ACT Now to Create 
tomorrow video 

• Leader PowerPoint

• ACT Team Action Planner 

• Participant package 



ACT Refresher – Activity Objective 

• Reinforce team understanding of ACT

• Identify individual/team ACT stories/successes

• Identify and minimize barriers that get in the way of acting 
now to create tomorrow

• Agree on team commitments



ACT Now to Create Tomorrow
Through Agility, Courage and Trust

Be curious, move with speed, 
adjust as we go

Challenge ourselves, take bold, 
decisive actionCOURAGE

Build strong, inclusive relationships 
through empathy and respect

AGILITY

TRUST



ACT – Video 



ACT – Our Success Stories  

Based on what we have learned about ACT, 
what are examples of how we have been 
‘acting now to create tomorrow’? 



ACT – Barriers to Doing More? 

• What gets in the way of doing more 
to ‘act now to create tomorrow’? 

• What can we do to minimize or 
eliminate those barriers? 



Our Team Commitments/Action Plan  

Commitments/Next Steps Accountability Timing 

1

2

3

4



Activity 2 – Meeting Planner 

Our ACT Opportunities –

ACT Team Assessment



ACT Team Assessment – Overview 

Activity Objectives Instructions Timing Materials Required 

• Identify how frequently the 
team (or individual) 
demonstrates ACT behaviours  

• Prioritize which element(s) of 
ACT to work on as a team (or 
individually) 

• Welcome team and share 
activity objectives

• As a team discuss and 
assess how frequently 
each ACT behaviour is 
being demonstrated

• Total scores for each 
element

• Prioritize team focus 
based on scores

30 minutes • Leader PowerPoint

• ACT Team Action 
Planner 

• Optional – Input the 
questions into a 
Microsoft Forms 
survey to collect 
information online



Our ACT Opportunities – Activity Objective 

• Identify how frequently our team 
demonstrates ACT behaviours 

• Prioritize which element(s) of ACT to 
work on as a team



Team Assessment

Never
0% of the time 

Rarely
1 – 30% of 
the time

Sometimes
31 – 60 % of 

the time

Usually
61 – 90% of 

the time 

Always
More than 90% 

of the time 

Agility 

1. Stay current and discuss a wide range of topics and trends beyond 
those that directly impact our immediate team/role(s). 

❑ 0 ❑ 1 ❑ 2 ❑ 3 ❑ 4

2. Value speed over perfection. ❑ 0 ❑ 1 ❑ 2 ❑ 3 ❑ 4

3. Approach problems or opportunities with a future-focused 
orientation. Don’t let legacy processes or mindsets slow us down. 

❑ 0 ❑ 1 ❑ 2 ❑ 3 ❑ 4

4. Right-size the amount of effort we put into tasks or projects based 
on the potential value (e.g., return on the investment of time). 

❑ 0 ❑ 1 ❑ 2 ❑ 3 ❑ 4

5. Adjust our approach when we need to (based on qualitative 
and/or quantitative feedback).

❑ 0 ❑ 1 ❑ 2 ❑ 3 ❑ 4

6. Make time for learning and share best practices. ❑ 0 ❑ 1 ❑ 2 ❑ 3 ❑ 4

TOTAL SCORE 

First, read the statements below, and select the rating that best describes how frequently the team (team member) demonstrates the 
behaviour.  After answering all the questions, add up your total score. 



Team Assessment – continued 

Never
0% of the time 

Rarely
1 – 30% of 
the time

Sometimes
31 – 60 % of 

the time

Usually
61 – 90% of 

the time

Always
More than 90% 

of the time 

Courage 

1. Support the sharing of opinions and feedback, even when it may 
be uncomfortable to do so. 

❑ 0 ❑ 1 ❑ 2 ❑ 3 ❑ 4

2. Have a team environment that promotes experimentation. ❑ 0 ❑ 1 ❑ 2 ❑ 3 ❑ 4

3. Challenge how we do things. ❑ 0 ❑ 1 ❑ 2 ❑ 3 ❑ 4

4. Prioritize (and re-prioritize) tasks and projects; feel comfortable 
saying no to requests when appropriate. 

❑ 0 ❑ 1 ❑ 2 ❑ 3 ❑ 4

5. Make decisions efficiently and effectively. ❑ 0 ❑ 1 ❑ 2 ❑ 3 ❑ 4

6. Are comfortable making individual or team decisions, even when 
we are lacking information. 

❑ 0 ❑ 1 ❑ 2 ❑ 3 ❑ 4

TOTAL SCORE 

First, read the statements below, and select the rating that best describes how frequently the team (team member) demonstrates the 
behaviour.  After answering all the questions, add up your total score. 



Team Assessment – continued 

Never
0% of the time 

Rarely
1 – 30% of 
the time

Sometimes
31 – 60 % of 

the time

Usually
61 – 90% of 

the time 

Always
More than 90% 

of the time 

Trust 

1. Foster a genuine mutual concern for, and investment in each 
other’s wellbeing and success.

❑ 0 ❑ 1 ❑ 2 ❑ 3 ❑ 4

2. Have each others’ backs. ❑ 0 ❑ 1 ❑ 2 ❑ 3 ❑ 4

3. Have trust in each and deliver on that trust. ❑ 0 ❑ 1 ❑ 2 ❑ 3 ❑ 4

4. Have created an environment where everyone can bring their true 
self to work. 

❑ 0 ❑ 1 ❑ 2 ❑ 3 ❑ 4

5. Treat everyone equally and make each other feel like their 
contributions are valued. 

❑ 0 ❑ 1 ❑ 2 ❑ 3 ❑ 4

6. Take the time to draw out and understand each other’s interests, 
concerns and objectives. 

❑ 0 ❑ 1 ❑ 2 ❑ 3 ❑ 4

TOTAL SCORE 

First, read the statements below, and select the rating that best describes how frequently the team (team member) demonstrates the 
behaviour.  After answering all the questions, add up your total score. 



Our ACT Opportunities 

ACT Element Score Priority (for team focus)

Agility ❑ 1 – top priority    ❑ 2nd priority    ❑ 3rd priority 

Courage ❑ 1 – top priority    ❑ 2nd priority    ❑ 3rd priority 

Trust ❑ 1 – top priority    ❑ 2nd priority    ❑ 3rd priority 

1. Add the total scores for each ACT element (calculated in slides 16-18) to the ‘Score’ column. 

2. Any of the elements with a score 12 or below should be considered a significant team development opportunity and prioritized by starting 
with the lowest scoring item first.

3. Any elements scoring between 13-18 represent opportunities to optimize, and should be prioritized by starting with the lowest scoring 
item first. 

4. Any elements scoring 19+ are team strengths. As a team shares successes and brainstorm ways to share your best practices with the rest 
of the organization. 



Action Planning 

Next Step(s) Accountability Timing 

1

2

3

4



Activity 3 Meeting Planner 

Agility: Team ACTivation



Agility: Team ACTivation – Overview 

Activity Objectives Instructions Timing Materials Required 

• Reinforce the meaning of 
Agility

• Share success stories

• Explore team 
opportunities to 
demonstrate more Agility

• Identify team 
commitments 

1. Welcome team and 
share meeting objectives

2. Watch Agility video and 
discuss what stood to 
out to people

3. Review definition of 
Agility 

4. Share success stories of 
how the team already 
demonstrates agility 

5. Identify our team Start, 
Stop, and Continue 
Agility action plan

30 minutes • Agility video 

• Leader PowerPoint

• Agility Team Action 
Planner 



Agility ACTivation – Meeting Objectives 

• Reinforce the meaning of Agility

• Share success stories

• Explore team opportunities to demonstrate more 
Agility

• Identify team commitments

AGILITY



Agility – Video 



AGILITY

Be 
Curious

Move with 
Speed

Adjust As 
We Go



Agility – Our Success Stories  

Based on what we have learned about 
Agility, what are some of the things we are 
already doing well? What success stories do 
we have as a team, or individually?

AGILITY



Agility – Our Start, Stop and Continue 

What will we start doing? What will we stop doing? 
What will we

continue doing? 
What support do we 

need? 



Activity 4 Meeting Planner 

Courage: Team ACTivation

COURAGE



Courage: Team ACTivation – Overview 

Activity Objectives Instructions Timing Materials Required 

• Reinforce the meaning of 
Courage 

• Share success stories

• Explore team 
opportunities to 
demonstrate more 
Courage

• Identify team 
commitments

1. Welcome team and 
share activity objectives

2. Watch Courage video 
and discuss what stood 
to out to people

3. Review definition of 
Courage 

4. Share success stories of 
how the team already 
demonstrates Courage 

5. Identify our team Start, 
Stop, and Continue 
Courage action plan

30 minutes • Courage video 

• Leader PowerPoint

• Courage Team Action 
Planner



Courage ACTivation – Meeting Objectives 

• Reinforce the meaning of Courage

• Share success stories

• Explore team opportunities to 
demonstrate more Courage

• Identify team commitments

COURAGE



Courage – Video 



COURAGE

Challenge 
Ourselves

Take Bold, 
Decisive Action



Courage – Our Success Stories  

• Based on what we have learned about 
Courage, what are some of the things we are 
already doing well? What success stories do 
we have as a team, or individually?

COURAGE



Courage – Our Start, Stop and Continue 

What will we start doing? What will we stop doing? 
What will we

continue doing? 
Support 

required? 



Activity 5 Meeting Planner 

Trust: Team ACTivation

COURAGETRUST



Trust: Team ACTivation – Overview 

Activity Objectives Instructions Timing Materials Required 

• Reinforce the meaning of 
Trust

• Share success stories

• Explore team 
opportunities to 
demonstrate more Trust

• Identify team 
commitments 

1. Welcome team and 
share activity objectives

2. Watch Trust video and 
discuss what stood to 
out to people

3. Review definition of 
Trust 

4. Share success stories of 
how the team already 
demonstrates Trust

5. Identify our team Start, 
Stop, and Continue Trust 
action plan

30 minutes • Trust video 

• Leader PowerPoint

• Trust Team Action Planner 



Trust ACTivation – Meeting Objectives 

• Reinforce the meaning of Trust 

• Share success stories

• Explore team opportunities to 
demonstrate more Trust 

• Identify team commitments 

TRUST



Trust – Video 



TRUST

Build Strong, 

Inclusive 
Relationships…

…Through 

Empathy and 
Respect



Trust – Our Success Stories  

• Based on what we have learned about 
Trust, what are some of the things we are 
already doing well? What success stories 
do we have as a team, or individually?

TRUST



Trust – Our Start, Stop and Continue 

What will we start doing? What will we stop doing? 
What will we 

continue doing? 
Support 

required? 



ACT Now to 
Create Tomorrow
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