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M A N A G E R  &  C O A C H  G U I D E
FULL-BODIED LEADERSHIP
Getting started is easy
Are you a supervisor or manager of work teams that include female 

leaders? If so, this guide is for you! 

The guide was developed to accompany the book Guts & Grace: A Woman’s Guide to Full-Bodied Leadership – 
which teaches women leaders thirteen strategies based in mindfulness, embodiment and positive psychology 
research, that help them develop a powerful, impactful and healthy leadership approach. But it can also stand 
alone as a coaching tool. 

In its pages you will find:

• an explanation of how negative early-career experiences in male-dominated workplaces and industries 
can shape tough-to-change counterproductive mindsets and habits in female leaders

• a detailed description of 4 soft-skills domains in which many leaders – especially high-performing wom-
en – fall into habits that sabotage their career advancement potential

• detailed instructions on how to help your team members develop a motivating leadership declaration 
that will propel them toward personal and professional growth

• a step-by-step process that will enable you to give concrete, direct and useful feedback about hard-to-
describe behaviors that are holding your team members back

• a simple self-assessment that your team members can take on their own to help them identify their top 
soft-skills growth area prior to your next coaching conversation

• a three-part coaching worksheet guiding you through your first three developmental coaching conversa-
tions, that can stand alone or be used as part of a scheduled performance review

Ready to get started? Let’s dive in!

LeeAnn Mallorie
Founder, Guts & Grace Leadership
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Now more than ever before, women are stepping forward to lead. Company-wide diversity, equity and inclusion 
(DEI) efforts have set the stage for a massive and productive uprising of women at work. Yet women themselves still 
have some real work to do. 

As with any deep-rooted culture change initiative, the people who participated in the old culture have developed 
hard-to-break habits that are not aligned with the new culture now being declared. This is nobody’s fault. But it 
must be addressed for the new culture to fully take root. 

The obvious need is for those who would have discriminated against women in the past to change their ways: to 
lean out, make space, sponsor, invite substantial contributions, create real career-advancing invitations etc. Many 
companies are doing a good job of addressing this need. But this is not enough.

For women themselves to step fully into their power and potential as leaders, they must learn how to let go of former 
unconscious survival strategies learned in their earlier careers – be it two, ten or twenty years ago – when women 
were less welcome at the table. 

This, it turns out, is not a small feat. These unconscious strategies include deep-seated mindsets that need to be 
changed. They also very likely include body-based memories (akin to a lighter version of trauma or PTSD), visible or 
invisible muscular contractions and subtle adaptive behaviors that may or may not best serve her leadership aspira-
tions.  

These adaptations are unconscious. They are tough to talk about. And they are sticky (i.e. hard to change), because 
they served an important though invisible role in her work-life survival toolbox for the better part of her career. 
Whether visibly productive or unproductive, these ways of being helped her stay emotionally safe, maintain her dig-
nity, and find ways belong at work in the past. 

The Guts & Grace Leadership approach and toolbox is designed to help women identify and unravel these uncon-
scious, embodied strategies – ultimately replacing them with more centered, high-value, personalized leadership 
behaviors and skills that elevate their presence and amplify their impact at work. 

When applied thoughtfully, they can enhance and amplify your company’s existing DEI initiatives. 

Coaching for Full-Bodied 
Women’s Leadership
What? Why? How?
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When a woman is leading with Guts & Grace, she is firing on all throttles. She is engaged, committed and also 
taking care of herself. Her home and family-life is thriving, while she is also making an impact at work. Of course, 
nobody is perfect when it comes to balance. But a woman engaged in centered, choiceful full-bodied leadership 
behaviors is not making massive trade-offs, or leaving large parts of herself at home when she comes to work.

Recognizing Unconscious   
Survival Strategies at Play
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Survival strategies can appear productive or unproductive to the outside observer. This is one of the main reasons 
why it’s not uncommon for a very high performing, high-potential woman leader to burn out, or hit a ceiling, at some 
stage in her career. All survival strategies produce sub-optimal leadership. However, those that strongly mirror the 
common workplace culture, or line up especially with the unfulfilled demands of the job or the team, will often show 
up like high performance to the boss or supervisor – until they don’t.

Below are some examples of survival strategies that we help women leaders to overcome using the Guts & Grace 
Leadership approach. You may recognize your team members (or yourself) in these behaviors. 

The important thing to remember is 1) they primarily reflect how we show up under pressure or stress, when we’re 
not “at our best” and 2) they are coachable with the right support.

“Productive” and Unproductive 
Survival Strategies

P R O D U C T I V E CO U N T E R P R O D U C T I V E

highly driven

moving extremely fast

adrenaline junkie

works incredibly well under high pressure

highly productive 

extremely confident, loud, charismatic

extremely bold

highly politically savvy

Costs: high burnout risk, disliked by 

peers, doing the wrong things, at risk 

of snapping

overly emotional, cries easily

easily triggered

people pleasing

quiet, introverted, shy

doesn’t take up space

doesn’t speak up

exhausted, burned out

avoids completion

overwhelmed, too much on the plate, drops balls

in the weeds, too tactical, not strategic

forceful, pushy, (b*tch)

highly defensive

Costs: under-utilized, confusing, an-

noying, not making an impact, doing 

the wrong things, time suck
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To support you in coaching women leaders through these survival strategies, into fully activated, full-bodied leaders, 
we’ve divided the strategies – and solutions – into the following four quadrants. 

These quadrants loosely map the primary ways female-identified people have collectively shaped themselves in 
order to stay safe, be invisible, get ahead or seem appropriate in the context of unhealthy male dominated cultures 
in the past.

Four Domains of Full-Bodied 
Leadership

Embodiment
An EMBODIED leader knows how to use her 
body, energy and time well. She can stay resil-
ient at work in a wholistic way that adds to, rath-
er than detracts from, her professional impact. 
And, she makes choices that serve both herself 
and others equally.

Build Resilience, Reduce Burnout, Use Time Well

Empowerment
An EMPOWERED leader can take effective 
action, especially when the going gets tough. 
She takes responsibility for her triggers, emo-
tions and unwieldy mindsets, and uses them in a 
productive way rather than sabotage herself or 
the team.

Master Emotions and Transform them into Action

Inspiration
An INSPIRED leader can share her truth in a 
way that benefits the whole. She is generous 
and respectful in saying what thinks, feels, sees 
and knows out loud. She embraces both conflict 
and collaboration, and she can influence others 
to stand beside her.

Use Voice to Effectively Forward Leadership

Activation
An ACTIVATED leader lives and acts in integri-
ty with her purpose.  She knows what matters 
most to her and takes the risk to honor her inner 
compass – in a way that serves both her and the 
organization – rather than selling herself short or 
playing small.

Increase Congruence of Purpose and Action

The goal of this simple breakdown is to give you a new lens through which to see the next stage of development for 
your high potentials… but also a new way to evaluate your tough cases, seemingly un-promotables, and apparent 
control problems. 

Not uncommonly, team members who you secretly place in these categories have a LOT more to offer to your orga-
nization – especially if they are smart or technically skilled. 



www.gutsandgrace.com
leeann@gutsandgrace.com

1+ 415.342.6003 

Sharon had her eyes on a promotion to executive leadership. But her 
supervisors felt she wasn’t strategic. In fact, she was strategic. But 
she was also so driven to prove that she could succeed as one of 
few senior women in her industry, that she moved way too fast, and 
blew by everyone on her way to get things done. 

Sharon’s coach helped her learn to slow down – her walking, think-
ing and talking – so that the gravitas of her ideas came through. She 
was finally able to present to the board, and eventually got a promo-
tion. 

Examples of Full-Bodied      
Leadership Coaching in Action

Embodiment

Empowerment

“not strategic”

Amanda was a highly technical scientist, but she had trouble get-
ting funded and finding collaborators because she was so down on 
herself and everyone else, all the time. It turns out she had a hidden 
disability that left her subject to a lot of discrimination in her early 
career. 

Amanda’s coach helped her shift her mindset and presence to be 
more trusting of people and inviting of connection. She was able to 
land a new project and bring her specialized expertise to bear on an 
industry-wide challenge.

“too emotional”
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Molly was a high-performing millennial helping to drive innovative 
new initiatives at her company. She was doing a great job – but she 
was anxious and tense when the stakes were high. She wanted to 
avoid exhaustion and potential burnout. 

Molly’s coach helped her develop a leadership declaration that was 
more compelling to her than her fear. She also developed a custom-
ized mindfulness practice that she could do when speaking in public. 
Molly received two promotions in one year and felt better than ever.

Examples of Full-Bodied      
Leadership Coaching in Action

Activation

Inspiration

“always anxious”

Cara was the new executive director of a non-profit law firm. She’d 
been #2 for twenty years and always deferred to her boss’s vision. 
She felt she lacked confidence. In fact, she had a HUGE vision for 
what the firm could become – but it scared her so much that she 
shut down mentally and physically when she tried to express it.

Cara’s coach helped her use mindfulness to tolerate the sensation 
of her own excitement and big ideas. Eventually she could speak 
her vision out loud in a way that invited others to follow. She won 
the largest grant in her company’s history and opened a new office, 
enabling the firm to increase staff by 30%.

“lacks confidence”
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M A N A G E R  &  C O A C H  G U I D E
G U I D E L I N E S
How to Coach Your Team      
Members using the Full-Bodied 
Leadership Model

The step-by-step coaching guide that follows, will help you coach your team members to uncover and shift their 
core Survival Strategies, create a growth plan and ultimately upgrade their leadership. 

Specifically, in the pages that follow, you will learn how to: 

1. Create a north star declaration statement for their leadership and career advancement
2. Give direct, candid feedback on behaviors that may connect with early-career survival strategies
3. Use feedback and self-assessment as a springboard for more productive, developmental conversations
4. Co-develop a leadership growth plan and execute an accountability strategy

When paired with real developmental “stretch” opportunities aligned with your team member’s leadership vi-
sion, this series of 3-6 coaching conversations can rapidly accelerate professional growth. 

Pages 10-16 cover detailed instructions on for each step. Pages 17-19 include printable notes sheets you can 
use before, during and after your conversations.
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One of the most important steps in forming great developmental coaching relationship with your team member – 
and the one most often gets missed! – is helping them to craft their leadership declaration. 

Why?  Because without establishing their clarity about who they want to become as a leader… you have far less 
leverage to successfully give them tough, candid feedback that will help them grow. Period. 

The good news is, this step can be fun. This is the “dreaming” stage. Let them dream. 

One of our recent clients was just 2 years into a technical career. When we asked her to create her leadership decla-
ration she responded, “I want to be the CTO.” Instead of judging that she was too big for her britches, we recognized 
that his gave us tremendous leverage to both challenge her with stretch assignments… and offer direct, constructive 
feedback that she’d be excited to take in.  

Here’s how:

• Ask them to imagine their dream job or role in 3-5 years. Let them describe it to you in detail. What are they 
doing? Who are they leading? How big is their team? What kind of impact are they having? Don’t judge. Get 
curious with them. 

• Then ask them to consider this question: “what type of a leader do you need to start being, in order to even-
tually reach that goal?”

• You may also invite them to consider what strengths they already possess that align with this vision, and 
why it really matters to them. 

• Ultimately, help them to boil their answer down into one simple statement beginning with “I am committed 
to…” and ends with “verb + noun, adjective(s) and/or type of impact”

It’s ok to get creative here – the goal is not that they get the formula right, but that they end up with a sentence that 
inspires and motivates them. Here are a few examples.

I am committed to building unshakeable confidence in myself and others. 
I am commitment to visible leadership that pioneers next-generation solutions.
I am committed to loving and living the gray. 
I am committed to becoming a CTO before I’m 35. 

Note: Chapter 7 of Guts & Grace: A Woman’s Guide to Full-Bodied Leadership walks the reader step-by-step 
through this process with lots of examples. This can be great homework to assign your team member before or after 
you discuss it together.

Defining a LEADERSHIP    
DECLARATION
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Giving feedback is one of the toughest leadership skills – especially when the feedback is about soft-skills, hard-to-
describe behaviors or even behaviors that could be sensitive to talk about. 

In many companies, the default leadership move is to let it go… i.e. avoid giving this type of feedback… for fear of 
making things worse. 

Unfortunately, that leads to female leaders who feel like they’re stuck under a “glass ceiling”, are frustrated that 
they’re not getting promoted, and don’t really understand why. 

Instead, we recommend diving in. But not recklessly. It’s important to be as clear as possible about what you believe 
is holding them back, how it shows up, and what you believe their next level of evolution could look like. 

This four-step process will help you to formulate your assessment, ground it in concrete facts, and make it relevant to 
your team member’s leadership declaration. 

S T E P  1  -  A S S E S S M E N T
My assessment is…

The ASSESSMENT is your opinion about their behavior, skills or intentions and/or what their behavior may mean. 
(e.g. My assessment is that you’ve been slacking off this week.)

S T E P  2  -  G R O U N D I N G
My grounding is…

The GROUNDING is what you factually observe that fuels your opinion. What did they say or do (or not say or do), 
when did they do it, how often? etc. This helps make the feedback concrete. 

It also helps create room for discussion between the assessment and what they did. (e.g. No I’m not slacking off, but 
yes I failed to turn that project in on time. It’s because I’m scared of doing it wrong).  

S T E P  3  -  I M PAC T
The impact it has on you, me, the team and/or the work is… 

The IMPACT is the cost or consequence (or positive impact) you believe their behavior is having, that makes it worth-
while to address. Typically, the most compelling IMPACT is one that has a direct relationship to their leadership dec-
laration. (e.g. The impact it has is that I trust you less and am hesitant to put you on a bigger project.)

Co n t i n u e d . . .

Giving a GROUNDED ASSESSMENT
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Giving a GROUNDED ASSESSMENT

S T E P  4  –  COAC H I N G
One possible next step (or one possible upgrade) is… 

The COACHING is your advice about what they might do instead. Ideally, this is the starting point of a conversation 
in which they can agree, disagree or propose alternatives, rather than a demand. (e.g. Can we agree that for the next 
two weeks, you will practice circling back to me and asking for additional input, if you’re worried about making a 
mistake?)

Of course, the conversation itself can go in many directions – there are always unknown factors when it comes to 
giving feedback. But breaking your own thoughts down using these four steps will help you be as prepared as possi-
ble for a productive conversation. 

P R O  T I P
While we’ve presented this tool as part of an overall developmental coaching strategy, the format can be used in any 
conversation where feedback is required. 

Just be sure you consider the true shared goal(s) between you and the person you are assessing (in this case, the 
leadership declaration), in order to ensure the assessment is meaningful, relevant and ultimately welcomed. 
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Another way to improve the quality of your developmental coaching is to enroll your team member in making their 
own self-assessment of their leadership growth areas. 

We do not recommend using this as a replacement for giving a grounded, direct assessment. Your input as a su-
pervisor can be hard to hear, but it is also an extremely valuable piece of information that, when delivered well, can 
serve their growth and development for years to come. 

On pages 14-15 we have included a self-assessment form that covers the 4 domains of Full-Bodied Leadership. 
Here’s how to use it:

• Prior to your coaching session, print two copies of the assessment – one for you and one for the team mem-
ber who will be coached.

• In a brief conversation, tee up that the topic of your next meeting will be identifying their core behavioral, 
soft-skills or leadership growth areas. Let them know that this conversation will be in service to helping them 
achieve their leadership declaration. 

• Invite them to take the assessment, and let them know you will be doing the same.

• Also invite them to make notes about what they believe are their top 1-3 behavioral (or soft-skills) leadership 
growth areas, regardless of whether or not they’re fully captured by the assessment.

• Go through the assessment yourself, on their behalf. When it comes time to meet, invite them to go first. 
Then, share where your assessment matches and varies from theirs. 

While there may be some growth areas that lie outside of these four domains, we’ve found that most women lead-
ers will self-identify a need for improvement in at least some of these domains. This creates a natural springboard 
for further conversations about more specific growth areas that you have identified.

Inviting SELF-ASSESSMENT
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M A N A G E R  &  C O A C H  G U I D E
A S S E S M E N T

NAME_____________________________________________________                  DATE___________________________

EMBODY

◊ I feel connected to a sense of joy and/or gratitude on a regular basis. 

◊ I know what makes me happy, and I enjoy pursuing it.

◊ I make time each week for actions that re-fuel my energy (e.g. exercise, self-care). 

◊ I am aware of my physical presence, and can skillfully engage it to impact others.

◊ I can feel and navigate my own desires, both the big ones and the small ones.

◊ I say no when I ought to say no, and renegotiate if needed. 

◊ My calendar accurately reflects my highest priorities.

◊ I can feel when I’m tired or worn out, and I listen to what my body needs.

Co n t i n u e d . . .

The Guts & Grace Full-Bodied   
Leadership Assessment
Place a check next to each item you agree with. Then, tally your answers in each 

of the four domains. A higher-scores indicates greater mastery in that domain. 

The assessment can be repeated at the beginning and end of a coaching cycle to 

track growth, so we recommend dating your answers. 
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EMPOWER

◊	 I can feel and effectively express my emotions, both positive and negative.

◊	 If I ever felt really angry, or needed to grieve, I would know how to express it vs. hold it in.

◊	 I am able to recover quickly when something “pushes my buttons”.

◊	 Generally, I am able to bring a calm, centered, and helpful mood to the workplace.

◊	 When I do feel stressed, I am aware of it and make an effort to do something about it.

◊	 I don’t lose much energy worrying about things that happen at work. 

◊	 When I feel wronged, I speak up about it in a way that invites productive dialog.

◊	 If I do sabotage myself mentally or emotionally, I am able to recognize it. 

ACTIVATE

◊	 I have a clear vision for my professional growth, and I know how to pursue it at work.

◊	 I am using my strongest strengths at work in a way that feels meaningful to me.

◊	 I know and remember what matters most to me, both at home and at work.

◊	 Regarding what matters most, I take intentional actions that align with it daily.

◊	 In my career, I feel driven by a deeper calling to contribute, or to impact world around me in a particular way.

◊	 I have a good sense of my strengths and gifts, and I use them regularly at work.

◊	 Rather than doing things in order to look good, or get it “right,” I take actions that feel “on purpose” most of the 
time.

◊	 I receive feedback that makes sense to me. I come across as coherent and knowable.

INSPIRE

◊	 I am able to forward initiatives effectively, including those that require both direct and indirect leadership. 

◊	 In conversations, I am skilled at both taking the lead and also listening or following well.

◊	 I make space for, and trust, my own intuition at work.

◊	 I am able to speak up about my “gut” instincts regarding a situation or person.

◊	 When I need something, I take the risks to tell other people, so that they can help me meet those needs.

◊	 When	I	see	an	opportunity,	I	feel	confident	that	I	can	articulate	my	vision	and	invite	other	people	to	follow.

◊	 When	there	is	a	difficult	conversation	to	have,	I	don’t	put	it	off	for	more	than	a	few	days	–	I	have	the	conversation	
in a timely fashion. 

◊	 I am generally curious, even when I disagree with another person’s perspective.

The Guts & Grace Full-Bodied   
Leadership Assessment
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After you have established the baseline by identifying your team member’s LEADERSHIP DECLARATION and offering 
GROUNDED ASSESSMENTS about how they currently measure up, your coaching conversations move into the ACCOUNT-
ABILITY phase. 

In order to make the most of your check-ins and future coaching, we suggest the following approach:

• Give a concrete “homework” assignment at the end of each session – for example a new behavior they will try on in de-
fined situations (new practice), OR a simple assignment to observe the old behavior and get to know it when it shows 
up (building awareness).  The more specific and measurable, the better.

• At the start of the next session, invite them to self-assess – how did it go? Ask them to share one win, and one moment 
where it didn’t go as well. 

• Then – this is key! – ask them to talk about what they are learning from this process of self-discovery. Engage in a genu-
ine discussion about what’s meaningful to both of you. 

• Depending on their answer, you then can ask them what they want to take on next… or make a suggestion, based on 
how they still need to grow. 

• Regardless of who chooses, make sure you get full buy-in that they are committed to taking it on. If not, take the time to 
negotiate. 

While this approach may SEEM obvious, you may be surprised at how easy it is to skip any one of these important steps. 

Regular CHECK-INS and       
ACCOUNTABILITY

Note: The book Guts & Grace: A Woman’s Guide to Full Bodied Leadership contains a “practice” section at 
the end of each chapter. These sections, along with the chapters themselves, describe detailed developmen-
tal “homework assignments” your team members can adopt to address the behaviors you identify. Or, you 
can use the examples in the book as a springboard to invent your own creative custom practices. 
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NAME OF TEAM MEMBER_________________________________________________        DATE___________________

Coaching Notes - Session 1   Establish a Leadership Declaration

Preparation:

My perspectives on their leadership trajectory, strengths, potential etc – 

Primary intent for the conversation - 

Fears, worries considerations going in -

Ideal desired outcomes –

Conversation notes: 

Post-session Notes:  

Leadership declaration draft (or key words so far) – 

Positive outcomes (what worked, what got accomplished, what did you learn etc) – 

Open loops (may include unforeseen tension/conflict) – 

Commitments & next steps (mine) –

Commitments & next steps (theirs) –
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NAME OF TEAM MEMBER_________________________________________________        DATE___________________

Coaching Notes - Session 2   Giving Grounded Assessments

Preparation:

Assessments that are important to deliver - 

Why does it matter that they hear this? - 

How I imagine they will react (e.g. agree, disagree etc.)- 

Ideal desired outcomes – 

Conversation notes: 

Post-session Notes:  

Primary “homework” (developmental practice) they will take on as a result of the session – 

Positive outcomes (what worked, what got accomplished, what did you learn etc) – 

Open loops (may include unforeseen tension/conflict) – 

Commitments & next steps (mine) –

Additional commitments & next steps (theirs) –
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NAME OF TEAM MEMBER_________________________________________________        DATE___________________

Coaching Notes - Session 3-6   Check-in and Accountability

Preparation:

Primary intent for the conversation - 

Assessments and examples I have of their progress -  

Fears, worries considerations going in -

Ideal desired outcomes – 

Conversation notes: 

Post-session Notes:  

Primary “homework” (developmental practice) they will take on as a result of the session – 

Positive outcomes (what worked, what got accomplished, what did you learn etc) – 

Open loops (may include unforeseen tension/conflict) – 

Commitments & next steps (mine) –

Additional commitments & next steps (theirs) –
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If you would like to learn more about our organizational training programs, please contact us at 
leeann@gutsandgrace.com for more information, or to schedule a needs assessment call. 

Custom cohort training for senior leaders and high-potentials:

https://www.gutsandgrace.com/at-work

Coaching and mastermind program for experienced leaders: 

https://www.gutsandgrace.com/coaching/for-experienced-leaders

Want more copies of the book? 

Purchase Guts & Grace: A Woman’s Guide to Full Bodied Leadership on Amazon, or in bulk for your team. 

1-24 copies – https://bit.ly/gutsandgracebook

25+ copies w/discount – https://bit.ly/CC-GutsandGrace

Custom Coaching & Training
At Guts & Grace Leadership, we specialize in helping leaders, teams and groups of 

professional women break through the unconscious survival strategies developed 

as a result of early-career discrimination and step forward powerfully at work.  

M A N A G E R  &  C O A C H  G U I D E
N E X T  S T E P S


