
When to use this tool
 • When your team is emerging from significant 

change or disruption and have established a 
new or different way of working. 

 • When the timing is right for the team to get 
together and reflect to gather insights. 

 • Early engagement in this type of conversation 
would be encouraged to capture insights as the 
change / disruption is happening.

How to use this tool
 • Review the steps outlined in this guide and the 

additional resource pages to prepare for the 
conversation. 

 • Use the  activity template pack provided to 
capture outputs.

Part 1: Pause and reflect
Pause-Reflect-Apply is a two-part tool to help you lead a process with your team 
to collectively gather insights about your ways of working that emerge during 
times of significant change or disruption (e.g., the COVID-19 context), and to 
identify ways to apply them in practice. 
This is Part 1 which is focused on helping you facilitate a conversation with your  
team to pause and reflect collectively and capture key insights. 

Timing
 • Allow approximately 30-45 minutes

Materials
 • Relevant templates (access the   activity template pack)

 • Depending on how you run this conversation (face-to-face or virtual) you’ll need to consider different 
materials and space (e.g., post-its, flipcharts, a meeting room or organising a MS Teams meeting).

Prep
 • Identify the right moment: Be intentional in selecting the right timing for this conversation. 

 • Invite preparation: How you invite team members to the conversation will influence how they show up 
and engage. To enable curious participation consider including the following in your communication:

 • Frame the purpose of conversation
 • Offer a curious question for the team to consider as they prepare for the conversation
 • Refer the team to relevant information (e.g., the ‘How we work’ tool, if completed).

For further details on how to prepare, see the resource page here: ‘Getting ready for the conversation’

Pause, reflect,  
apply tool

Key behaviours  
addressed
 • Creative (curious, integrating, experimental)

 • Sustainable (future focused, resilient)

 • Empowering (enabling)

 • Caring (authentic, respectful)



Tips for inclusive reflection:
 • Ensure everyone has an opportunity to be heard and contribute 

their input (either verbally, or through writing)

 • Notice if/when some voices are more dominant than others,  
and invite broader participation

 • Ask questions in different ways to ensure clarity and trigger 
new thinking

 • Start synergising input by identifying themes and clustering 
input (are there particular themes that you are already 
aware of that need to be explored? If so, bring those into the 
conversation)

 • Maintain a facilitator role by listening more and asking questions 
to clarify input from your team. Allow the team the space to 
explore their own experience.

Step 1: Pause together

Create space for a pause
At the start of the meeting, share the Creating a mindful pause 
activity template and allow them 5 minutes to complete individually.

 • Ask team members to share their intentions for the  
conversation as noted.

 • If you are meeting virtually: ask the team to post their  
intention in the ‘chat function’ 

 • If you are meeting in person and have a large team,  
ask team members to share in smaller groups or pairs.

Capture the conditions for  
a reflective pause
As a team agree on the conditions that will allow you to maintain a 
‘pause’ and for reflection to surface effectively. 
 
For example: agree to put phones on silent and close off all other 
applications (if connecting virtually).

Use the Reflect collectively activity template to collate 
outputs in a visible way (virtually or in the room)



Step 2: Reflect collectively

Share the purpose for reflection 
Present the purpose for the conversation (as per your invitation).

Consider including the following key points:
 • Reflection is about consideration and discussion. In this instance 

it is about noticing our own experiences over the last period 
[Leader provides context] and its impact on our ways of working – 
individually and collectively as a team.

 • This conversation is focused on gathering insights while a second 
conversation [Leader or team determines timing] will provide the 
space to come up with ideas to apply our insights.

 • All thoughts and experiences are acknowledged and accepted.

Facilitate reflection
Use the following sequence of questions to facilitate team reflection 
(remind the team to draw on previous tool outputs, particularly the ‘How 
we work’ tool, if relevant, and their responses to the prework question/s).

Thinking about your experience over the last 
[Leader provides timeframe]:
Q1. What is one word you would use to describe your experience  

of how we have worked as a team?
 • Ask the team to share their words in a visible way
 • Follow up with questions such as: 
 • How are these words different to what we might have said 

before this change/disruption began? 
 • What does this reflect in relation to our operating rhythm, 

how we connected, and how we communicated as a team?

Q2. What have been our key achievements in e.g. last 3 months? 

Q3. What have you enjoyed / been motivated by in recent ways of 
working - new or not so new (consider processes, behaviours, 
mindset/attitudes)?

Q4. What have you found to be challenging /  
de-motivating in recent ways of working - new or not so new 
(consider processes, behaviours or values)?

Looking at our reflections so far:
Use the Five Ways of Leading model and behaviours A4 to ensure 
you drill down into each of the behaviours

Q5. What does this reflection tell us about each of the 5WOL? 
 • How sustainably have we been working?
 • How creatively have we been working?
 • How have we empowered each other?
 • How much care have we have shown (to ourselves, each 

other, our stakeholders)?
 • How courageous have we been?

Q6. What does this reflection tell us about the ways in which we 
addressed the three aspirational culture pillars below? 
 • How have we kept people at the heart? [prompt input 

regarding sustaining each other’s wellbeing]
 • How have we kept focus on the customer at the centre?
 • What have we kept doing for the greater good?

Use the Reflect collectively activity template to collate 
outputs in a visible way  (virtually or in the room)

https://files.fivewaysofleading.com.au/main/The5WaysOfLeadingModel.pdf


Call out first observations
Review the collected reflection outputs so far and invite the team to call 
out initial observations. Example questions may be:

Example questions may be: 
 • What stands out for you?
 • What resonates with you?
 • What did you learn about your team from pausing and reflecting?
 • What is getting you thinking about our ways of working into 

the future (consider: our operating rhythm, how we connect  
and look after our wellbeing, how we communicate)?

Use the Maintain momentum activity template to collate 
outputs in a visible way (virtually or in the room)

Step 3: Maintain momentum

Agree next steps
Consider the following and agree as a team:
 • How will we continue the conversation?
 • Where will we capture and share updates?
 • When do we anticipate would be a good time for our next 

conversation (‘Apply’)? 
 • How will we get ready for the second conversation (‘Apply’)?

Use the Maintain momentum activity template to collate 
outputs in a visible way (virtually or in the room)

Encourage team members to 
continue personal reflection
Share the following question to consider after the conversation:
 • What would you personally like to keep or change from recent 

ways of working? 

Reflect as the team’s leader
After the conversation, personally reflect on how the interaction went:
 • What went well in that conversation? 
 • What could you do differently next time, and apply to the 

facilitation of Part 2?



Getting ready for the conversation

Invite preparation
How you invite team members to the conversation will influence how 
they show up and engage. To enable curious participation consider 
Frame the purpose of conversation: Highlight the importance of 
reflection, reference your current context and describe why this 
conversation is important for the team.  

Identify the right moment
Be intentional in selecting the right timing for this conversation. 
Consider the following:

1. Where are you and your team in the timeline of change/
disruption? (it has just begun; we are in the midst of it; things are 
starting to normalise) – this can help to identify when insights are 
likely to start surfacing, and when an opportunity is present to 
collate those in a timely manner.  

2. Once you are ready to schedule a time for this conversation, be 
mindful of the level of readiness of the team to pause and reflect. 
Look out for the following:

 • Level of activity (we have a manageable workload at the 
moment, we can take a pause)

 • Mindset and mood (we are energised and curious about 
opportunities to learn from our experiences)

 • Need and want (we have been reactive/responsive to the 
current context and we want to evaluate what is working and 
what can be changed or improved)

For example: This is an opportunity for us to get together to reflect 
on our recent experiences. We may have been working differently 
in recent times (both individually and with each other), and it’s 
important for us to consider the impact of these changes.

1. Offer a curious question: for the team to consider individually as 
they prepare for the conversation. For example: How have recent 
events changed the way you work, personally? What has helped 
you to sustain your wellbeing during this period?

2. Offer a curious question for the team to consider as they prepare 
for the conversation. For example: Since our last conversation, 
what have you found to be most engaging about the way we work 
together?  
OR: When thinking about our future ways of working, what are 
you looking forward to?

3. Refer the team to relevant information that will inform their 
thinking and prepare them to engage in the conversation. 
 
This could include: 

 • If completed, outputs from the “My values” and/or “Identify my 
strengths” tools to reflect on how current circumstances have 
highlighted or impacted the way they live their values and apply 
their strengths.

 • If completed, outputs from the ‘How we work’ conversation 
to consider any changes or impact on operating rhythm, 
connection, and communication. 

 • If completed, outputs from the ‘Team map’ as a reminder of 
what matters for the team.



I’m very preoccupied with  
many other things

There are some other things I’m 
thinking about, but I’m starting to 
pay attention to the conversation 

we’re about to have

My attention is already on the 
conversation we’re about to have

1 5 10

Individually step through the following 3 points
Pay attention to how ready you are to take a pause now. Use the scale below to indicate your level of readiness.

This will support you to process it and move onto the next thing (i.e., the 
conversation). Consider: What was the key result/outcome achieved? 
What is your next ‘to do item’ for this activity? What is one thing you are 
grateful for? What is one thing that you are looking forward to?

This could be: how you would like to engage/be in this interaction, what 
you would like to bring into the conversation, etc. Write it down and be 
ready to share with the team.

Now you are ready to set your personal intention 
for this conversation. 

Note down key thoughts about the last activity 
you just completed (before coming into this 
conversation). 

Creating a mindful pause



Agreed conditions for a reflective pause 

Q1. What is one word you would use to describe 
your experience of how we have worked as 
a team? 

Q2. What have been our key achievements  in e.g. 
last 3 months?

Facilitate reflection

Q4. What have you found to be challenging /  
de-motivating in recent ways of working  
- new or not so new (consider processes, 
behaviours or values)? 

Key themes:

Reflect collectively activity

Q3. What have you enjoyed / been motivated 
by in recent ways of working - new or not 
so new  (consider processes, behaviours, 
mindset/attitudes)?

Key themes:



Q5. What does this tell us about each of our Five Ways of Leading and these pillars of our culture?

Q6. What does this reflection tell us about the ways in which we addressed the three pillars below?

How sustainably have 
we been working?

How have we kept people at the heart? How have we kept focus on the customer 
at the centre?

What have we kept doing for the greater good?

How creatively have 
we been working?

How have we empowered 
each other?

How much care have 
we have shown?

How courageous 
have we been?

Reflect collectively activity

Resilient Curious Purposeful Authentic Positive

Future-focused Integrating Transparent Respectful Honest

Resourceful Experimental Collaborative Appreciative Ownership

Efficient Nimble Enabling Self compassionate Tenacious

Accountable Proactive Curator Inclusive Challenging



Capture observations using example questions 
in the guide:

How will we continue the conversation?

First observations

Next steps as a team

Where will we capture and share updates?

When do we anticipate would be a good time 
for our next conversation (apply)? 

How will we get ready for the second conversation 
(apply)?

Maintain momentum activity



When to use this tool
 • When your team is emerging from significant 

change or disruption and have established a 
new or different way of working.

 • Shortly after the team has had a conversation 
to pause and reflect.

 • Identify the right timing, ensuring that the team 
has had the opportunity to consolidate insights 
form Part 1 (‘Pause-Reflect’).

How to use this tool
 • Review the steps outlined in this guide and the 

additional resource pages to prepare for the 
conversation. 

 • Use the  activity template pack provided to 
capture outputs.

Part 2: Apply
Pause-Reflect-Apply is a two-part tool to help you lead a process with your team 
to collectively gather insights about your ways of working that emerge during 
times of significant change or disruption (e.g., the COVID-19 context), and to 
identify ways to apply them in practice.

This is Part 2 which is focused on helping you facilitate a conversation with your 
team to revisit insights gathered and translate those into action.

Timing
 • Allow approximately 30-45 minutes

Materials
 • Relevant templates (access the   activity template pack)

 • Depending on how you run this conversation (face-to-face or virtual) you’ll need to consider different 
materials (e.g., post-its, flipcharts, a meeting room or organising a MS Teams meeting). 

Prep
 • Identify the right moment: be intentional in selecting the right timing for this conversation. 

 • Invite preparation: how you invite team members to the conversation will influence how they 
show up and engage. To enable curious participation consider including the following in your 
communication:

 • Frame the purpose of conversation

 • Offer a curious question for the team to consider as they prepare for the conversation

 • Refer the team to relevant information (e.g., the ‘How we work’ tool, if completed).

For further details on how to prepare, see the resource page here: ‘Getting ready for the conversation’

Pause, reflect,  
apply tool

Key behaviours  
addressed
 • Creative (integrating, experimental, proactive)

 • Sustainable (future focused, resourceful)

 • Empowering (collaborative, enabling, curator)

 • Courageous (challenge ways of working)



Step 1: Check-in and recall

Check in
Start the conversation by checking in with the team at 
an individual level.

Ask: 
• What new observation have you had about your individual ways

of working since the ‘Pause-Reflect’ conversation?
• In what ways have you been able to sustain your own wellbeing

over this period?
• If face-to-face, depending on the size of the team: either go

around the team or in smaller groups or pairs.
• If virtual, depending on the size of the team: consider using the

chat function.

Recall
Make visible the key outcomes from the ‘Pause-Reflect’ conversation. 
Refer to your template from the first conversation and the responses 
to the following questions:
• What does this reflection tell us about each of these 5WOL?
• What does this reflection tell us about the ways in which we

addressed the three pillars?

Ask the team to share any new thoughts or reflections since the last 
conversations.

Use the Turn insights into action template to collate outputs 
in a visible way (virtually or in the room)

Q5. What does this tell us about each of our Five Ways of Leading and these pillars of our culture?

Q6. What does this reflection tell us about the ways in which we addressed the three pillars below?

How sustainably have 
we been working?

How have we kept people at the heart? How have we kept focus on the customer 
at the centre?

What have we kept doing for the greater good?

How creatively have 
we been working?

How have we empowered 
each other?

How much care have 
we have shown?

How courageous 
have we been?

Reflect collectively activity

Resilient Curious Purposeful Authentic Positive

Future-focused Integrating Transparent Respectful Honest

Resourceful Experimental Collaborative Appreciative Ownership

Efficient Nimble Enabling Self compassionate Tenacious

Accountable Proactive Curator Inclusive Challenging



Step 2: Turn insights into action

Share ideas to bring insights 
into action
 • Present the purpose for the conversation (as per your invitation) 
 • Consider including the following key points:

 • This conversation is about identifying the key ways in which we 
can apply our insights (/learning) from this period to the way 
that we work into the future.

Encourage inclusive idea sharing:
 • Ensure everyone has an opportunity to be heard and contribute 

their input (either verbally, or through writing)
 • Avoid evaluation too early – to begin with, all ideas should be 

considered
 • Prompt different perspectives by asking questions such as: ‘What 

would our customer say about this?’, ‘How would other teams 
engage with us?’, ‘Who else could be involved in this?’

 • Notice if/when some voices are more dominant than others, and 
invite broader participation

 • Start synergising input by identifying themes and clustering input 
 • Maintain a facilitator role by listening more and asking questions 

to clarify input from your team. Allow the team the space to 
explore their own experience.

Facilitate a conversation for the 
team to come up with ideas to 
convert insights into actions
 • Use the following sequence of questions to facilitate team ideation 

(remind the team to draw on previous tool outputs, particularly 
the ‘How we work’ tool, if relevant, and their responses to the 
prework question/s). 

Looking at the key outputs from our last 
conversation, how can we apply this newly 
acquired insight (/learning)?
Ask the team to share (post / write) their ideas under each of these 
headings (see template).
 • What would we like to keep and embed?
 • What would we like to let go of? How would we do that?
 • What would we do instead?

Once ideas have been collected ask the team:
 • What connections do you identify between these proposed ideas?
 • How could you integrate them?

Use the Turn insights into action template to collate outputs in 
a visible way (virtually or in the room)



Step 3: Prioritise and agree next steps

Once a range of ideas for action have been generated by the team, move 
to facilitate prioritisation.

Take two steps to prioritise
Review the resource page: prioritising ideas

Step 1
Using the activity page facilitiate a conversation to prioritise all ideas 
against our cultural aspirations

Step 2
Taking the ideas that sit along the continuum between somewhat likely 
to highly likely, consider them against the matrix provided (‘Conversation 
template (page 2 of 3)’) and identify where they sit in relation to:
 • Alignment with the ‘nature of our work’
 • Sitting within our sphere of control/influence

Review and identify
Facilitate a conversation with the team to identify: 
 • Ideas for ways of working that are ready for us to try/apply
 • Ideas for ways of working that we may need to look at more 

closely/differently
 • Ideas for ways of working that we may need to ‘park’ for now

Agree next steps 
Facilitate a conversation with the team to agree:
 • How will we embed new ways of working that are ready to apply?
 • How will we evaluate the impact of these new ways of working?
 • How will we go about learning and adjusting this way of working 

as required?
 • How will we continue the conversation about ideas that require 

further exploration? 
 • If relevant, update the ‘How we work’ tool with any new team 

challenges, work activities, operating rhythms, or other ways of 
working.

Use the Apply activity template to collate outputs in a visible 
way (virtually or in the room)



Getting ready for the conversation

Identify the right moment
Be intentional in selecting the right timing for this conversation. 

Consider the following:

1. How long has passed since the team got together to ‘Pause-
Reflect’? Seek to balance: enough time to let new insights be 
incorporated and for the team to continue adding their input; and 
not too long since the ‘Pause-Reflect’ conversation so that insights 
are still fresh in people’s minds. As an indication, approximately 3 
weeks from the ‘Pause-Reflect’ conversation is a good timeframe. 

2. Once you are ready to schedule a time for this conversation, be 
mindful of the level of readiness of the team to engage in ideation. 
Look out for the following:

 • Level of activity (we have a manageable workload at the 
moment, we can take a pause)

 • Mindset and mood (we are energised and curious about how 
our learning can be applied)

 • Need and want (we’ve had conversations about the ‘Pause-
Reflect’ outcomes and are eager to embed some new ways of 
working)

Invite preparation
How you invite team members to the conversation will influence how 
they show up and engage. 

To enable curious participation consider including the following in your 
communication:

1. Frame the purpose of conversation: as this is a continuation from 
‘Pause-Reflect’, ensure that the link is clear. Include relevant reference 
to why this conversation is important for the team to have now. 
For example: framing might be: this is an opportunity for us to 
get together and be curious about how we can bring our new 
insights into action. We’ll continue our conversation by revisiting 
the outcomes from our last get-together and generating ideas for 
embedding new or improved ways of working.

2. Offer a curious question: for the team to consider individually as 
they prepare for the conversation. For example: How have recent 
events changed the way you work, personally? What has helped you 
to sustain your wellbeing during this period?

3. Offer a curious question for the team to consider as they prepare 
for the conversation. For example: Since our last conversation, 
what have you found to be most engaging about the way we work 
together? OR: When thinking about our future ways of working, what 
are you looking forward to?

4. Refer the team to relevant information that will inform their thinking 
and prepare them to engage in the conversation.  
 
This could include: 

 • Outputs from the ‘Pause-Reflect’ conversation and any additional 
captured insights.

 • If completed, outputs from your ‘How we work’ conversation.



Recall: new observations

When it comes to our ways of working as a team: 

Insights into action

What would we like to keep and embed?

Ask the team to share any new thoughts or reflections since the last 
conversations.

What would we like to let go of? How would we do that?

What would we do instead?

Integrated ideas?

Turn insights into action



How will we embed new ways of working that are 
ready to apply?

How will we go about learning and adjusting 
this way of working as required?

How will we evaluate the impact of these 
new ways of working? 

How will we continue the conversation about 
ideas that require further exploration? 

Apply activity



Prioritising ideas activity

Unlikely/ 
detrimental

Somewhat  
likely

Very  
likely

 • Will this help us keep people at the heart?
 • Will this help us keep customer at the centre?
 • Will this mean more is done towards the greater good?

Part 1
Facilitate a conversation with the team to evaluate the ideas on how likely they are to meet three key criteria. Then place the ideas on the continuum.



Prioritising ideas activity
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Place ideas as relevant

Place ideas as relevant

Part 2
Taking the ideas that sit along the continuum between somewhat likely to highly likely, consider them against the matrix below: 
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