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not the man who points out how the strong man stumbles, or where 
the doer of deeds could have done them better.

“The credit belongs to the man who is actually in the arena, whose 
face is marred by dust and sweat and blood; who strives valiantly . . .  
who at the best knows in the end the triumph of high achievement, 
and who at the worst, if he fails, at least fails while daring greatly.” 

- Theodore Roosevelt

Please note: This is the quote as written. We encourage you to change 
the language to person, leader or whatever best captures who you are.

“It is not the critic who counts;
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THE FOUR SKILL SETS OF COURAGE

1. Rumbling with Vulnerability
2. Living Into Our Values
3. BRAVING Trust
4. Learning to Rise

THE HEART OF DARING LEADERSHIP

1. You can’t get to courage without rumbling with vulnerability. 
 Embrace the suck.
2. Self-awareness and self-love matter.  
Who we are is how we lead.
3. Courage is contagious. 
To scale daring leadership and build courage in teams 
and organizations, we must cultivate a culture in which 
brave work, tough conversations, and whole hearts are 
the expectation, and armor is not necessary or rewarded.

“A leader is anyone at any level who takes responsibility for finding the potential in people and 
processes and has the courage to develop that potential.” -Brené Brown

Brave Leaders &
Courage Cultures
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INTEGRATION AND WHOLEHEARTEDNESS

The Latin root of the word integrate is “integrare,” which means “to make whole.”
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PERMISSION SLIPS

“The cave you fear to enter holds the treasure you seek.” -Joseph Campbell 

Sometimes the first step in getting started is giving ourselves permission. Permission 
slips are a great tool to start building trust in a group and to start container building. 
It helps identify what might get in the way when learning and/or practicing new ways 
of showing up. For example, maybe you need to give yourself permission to: 

Stay open minded  |  Ask for what you need  |  Pass during group sharing  |  Ask for more 
time  |  Be a learner, not a knower

What do you need to give yourself permission to do, feel, or not do in order to show up for 
this learning experience? Write your permission slips below or on a sticky note. You can 
write on a sticky note and place here. Write as many as you need.

CONTAINER BUILDING

Answer the questions from the facilitator. Everyone will share their answers and use 
them to develop group ground rules that you can use in your discussions throughout 
the workshop and even back on the job.
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CALL TO COURAGE

1. What is your personal call to courage as a leader? Where do you want to be braver? 
Be specific. (E.g., I want to be braver at giving constructive feedback.)

THE ARENA:  a metaphor for a moment or experience when you share yourself 
(your ideas, feelings, opinions, experiences, art, etc.) knowing that you can't control 
the outcome or what people think.
 
2. When you think about where you want to be braver and what gets in the way, what 
is one “arena moment” in your professional life that you’ve  faced or will face, and 
what are the skills and behaviors that you’d like to change or develop?

An arena moment for me is:

I’d like to change:

I’d like to build new skills around:

3. What is your group’s call to courage? What is one thing that, if you can learn to 
tackle, you can apply the learnings to other challenges moving forward?

It’s important to identify our call to courage. We need to build the skills required 
to walk into the arena, try new behaviors, experience falls and failures, get back up, 
learn, and try again. We must actually change the way we show up with other people.
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ASSEMBLING OUR ARMOR

We all use armor to protect ourselves, but that armor is heavy and prevents us from 
growing, being seen, and being in connection with others. When we’re in fear, or 
an emotion is driving self-protection, there’s a fairly predictable pattern of how we 
assemble our armor, piece by piece: 

I’m not enough.  

If I’m honest with them about what’s 
happening, they’ll think less of me or 

maybe even use it against me.

No way am I going to be honest 
about this. No one else does it. Why 

do I have to put myself out there?

Yeah. Who cares about them? I don’t see 
them being honest about what scares 

them. And they’ve got plenty of issues.

It’s actually their issues and 
shortcomings that make me act this 
way. This is their fault, and they’re 

trying to blame me.

In fact, now that I think about it, I’m 
actually better than them.

1. Identify one situation that is likely to lead 
to you armoring up? 

2. What does your “armoring up” process 
look like?

a. My body language:

b. My words:

c. My thoughts:

d. My go-to armoring behaviors:
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DEVELOPING EMOTIONAL LITERACY

“Emotional literacy is the foundation of resilience, empathy, 
compassion, and self-awareness.” -Brené Brown

“Leaders must either invest a reasonable 
amount of time attending to fears and 
feelings, or squander an unreasonable 

amount of time trying to manage 
ineffective and unproductive behavior.”

Anxious
Belonging
Blame
Curious
Disappointed
Disgust
Embarrassment
Empathy
Excited
Fear/Scared

Frustrated
Gratitude
Grief
Guilt
Happy
Humiliation
Hurt
Jealous
Joy
Judgment

Lonely
Love
Overwhelmed
Regret
Sad
Shame
Surprised
Vulnerability
Worried
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GETTING CURIOUS ABOUT EMOTIONS

Pick one of the emotions from the emotions list that is hard for you—one that shows 
up in difficult ways at work. Consider the following questions when thinking about the 
emotion you chose.

WHEN I EXPERIENCE THE EMOTION: ___________________________

1. I’m feeling . . . (Affect or Emotion)
Where am I physically feeling this? How’s my body responding?

2. I’m thinking . . . (Cognition)
Is there a thought constantly looping in my mind? What’s my go-to thought process?

3. I do/I act . . . (Behavior)
What’s the first thing I want to do? What is the only thing I want to do?
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ANGRY AND/OR SHUTDOWN

Anger is a powerful emotion that is often ignited by a sense of injustice. Our anger can 
serve as a catalyst for courage, love, change, compassion, or justice.  When we hold on to 
anger without tapping into its power to transform, it can crush our spirit, and even make 
us exhausted or sick. For most of us, anger can also mask difficult experiences like grief, 
regret, or shame. In most cultures, it’s more acceptable, and sometimes psychologically 
and physically safer, to be angry than it is to express sadness, fear, or vulnerability. To 
experience and grow from emotions, we have to recognize, name, and understand them.

Anxious
Blame
Disappointed
Disgust
Embarrassment
Fear / Scared
Frustrated

Grief
Guilt
Humiliation
Hurt
Jealous
Judgment
Lonely

Overwhelmed
Regret
Sad
Shame
Vulnerability
Worried
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THE MYTHS OF VULNERABILITY

MYTH #1

Vulnerability is 
weakness.
MYTH #2

I don’t do 
vulnerability.
MYTH #3

I can go it alone.
MYTH #4

You can engineer 
the uncertainty               
and risk out 
of relational 
vulnerability 
the  same way 
you engineer it 
out of systemic 
vulnerability.

MYTH #5

Trust comes before 
vulnerability.
MYTH #6

Vulnerability is 
disclosure.

RUMBLE: a discussion, conversation, 
or meeting defined by a commitment to 
lean into vulnerability, to stay curious 
and generous, to stick with the messy 
middle of problem identification and 
solving, to take a break and circle 
back when necessary, to be fearless in 
owning our parts, and, as psychologist 
Harriet Lerner teaches, to listen with 
the same passion with which we want 
to be heard. More than anything else, 
when someone says, “Let’s rumble,” it 
cues us to show up with an open heart 
and mind so we can serve the work and 
each other, not our egos.

Rumbling with Vulnerability
COURAGE SKILL SET #1
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THE SIX MYTHS OF VULNERABILITY

Thinking about the six myths of 
vulnerability, complete or answer 
the following:

1. I grew up believing that vulnerability was . . .

2. For me, vulnerability feels like . . . 
What does it physically feel like for me? 
What does it emotionally feel like for me? 
What am I thinking?

3. For each of the six myths of 
vulnerability, how much do you need 
to “unlearn”? Use a scale of 1-5 (1=no 
unlearning necessary, 5= I need to unlearn 
and re-learn a lot).
 
 Vulnerability is weakness. 
 I don’t do vulnerability. 
 I can go it alone. 

 You can engineer the uncertainty and 
risk out of relational vulnerability 
the same way you engineer it out of 
systemic vulnerability.

 Trust comes before vulnerability.
 Vulnerability is disclosure.

4. If part or all of your job is minimizing 
systemic vulnerability, how does this 
shape your thoughts and feelings about the 
importance of relational vulnerability?
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“Owning our story can be hard, but 
not nearly as difficult as spending our 
lives running from it. Embracing our 
vulnerabilities is risky, but not nearly 

as dangerous as giving up on love, 
belonging, and joy – the experiences 

that make us the most vulnerable. Only 
when we are brave enough to explore 

the darkness will we discover the 
infinite power of our light.”

Shame is the intensely painful feeling or experience of 
believing that we are flawed and therefore unworthy of 

love and belonging.
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DEFINING SHAME

SHAME 1-2-3s: 

1. We all have it. 
Shame is universal and one of the most 
primitive human emotions that we 
experience. The only people who don’t 
experience shame are those who lack 
the capacity for empathy and human 
connection. 

2. We’re all afraid to talk about shame.  
Just saying or hearing the word is 
uncomfortable.

3. The less we talk about shame, the 
more control it has over our lives.
 

Define shame in your own words:

List three words that describe shame:

Draw a picture of shame:

FOUR SELF-CONSCIOUS AFFECTS

1. Shame
“I am bad.” Focus on self, not behavior, with the result that we feel alone. Shame is never 
known to lead us toward positive change.

2. Guilt
“I did something bad.” Focus on behavior. Guilt has the potential to motivate us toward 
positive change.

3. Humiliation
The variable that differentiates humiliation is whether it is deserved. “Did I deserve this?”

4. Embarrassment 
Fleeting, often funny. “I know I am not alone.”
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THE PHYSIOLOGY OF SHAME

When I’m experiencing shame, my 
physical symptoms are:

When I’m experiencing shame, my 
thoughts include:

When I’m experiencing shame, I 
experience these emotions:

When I talk about shame, I feel:

I can talk about shame with:

Using these answers, draw where 
shame shows up in your body.
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SHAME SHIELDS

The Shame Shields are based on the “strategies of disconnection” developed by 
Linda Hartling at The Stone Center at Wellesley.

withdrawing, hiding, 
silencing ourselves, 
and keeping secrets

moving 
away

seeking to appease
and please

moving 
toward

trying to gain power 
over others, being 

aggressive, and using 
shame to fight shame

moving 
against
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SHAME SHIELDS

1. Whom are you most likely to Move Away from? What are the specific triggers or 
situations at work that would prompt you to use the Moving Away shield?

2. Whom are you most likely to Move Toward? What are the specific triggers or 
situations at work that would prompt you to use the Moving Toward shield?

3. Whom are you most likely to Move Against? What are the specific triggers or 
situations at work that would prompt you to use the Moving Against shield?

4. Do you have a go-to shield that you grab in certain situations?
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HOW SHAME CAN SHOW UP AT WORK

Back-channeling

Blaming and 
finger-pointing

Bullying

Comparison

Cover-ups

Discrimination

Favoritism

Gossiping

Harassment

Invisible Army

Nostalgia

Passive-
Aggressive 
Behavior 

Perfectionism

Power-over

Sarcasm 

Self-worth tied  
to productivity

Teasing

There are many ways that shame can show up in organizations:

Looking at the list above, how does shame show up in your organization?
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TERESA WISEMAN’S

Attributes of Empathy

1. Perspective Taking

2. Staying Out Of Judgment

3. Recognizing Emotion

4. Communicating Emotion

5. Practicing Mindfulness 
    (Kristin Neff)
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WHAT DOES EMPATHY LOOK LIKE?

1. When you share something personal and 
vulnerable, and you really feel understood, 
what does it feel like?

2. When you share something personal and 
vulnerable, and you don’t feel as if anyone 
understands, what does it feel like? 

3. When you share something personal and 
vulnerable, what is your ideal empathic 
response? Do you like the person listening to:

 Make eye contact
 Look away so I don’t feel so self-   
       conscious
 Reach out to hug me
 Give me my space
 Respond right away
 Just listen and stay quiet
 Something else? Name it here:

4. When someone shares something painful 
and personal with you, do you:

 Worry about saying the wrong thing?
 Want to say something really 
       comforting?
 Get nervous?
 Worry about not feeling anything?
 Not know what to do if you really don’t 
       want to know?
 Want to fix it?
 Are there any other responses you tend 
       to have when someone shares something    
       with you? Name them here:
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BUILDING GROUNDED CONFIDENCE TO REPLACE OUR ARMOR

RUMBLE STARTERS

1. The story I make up . . .
2. I’m curious about . . .
3. Tell me more.
4. That’s not my experience (instead of “You’re wrong about her, 

him, them, it, this . . .”).
5. I’m wondering . . .
6. Help me understand . . .
7. Walk me through . . .
8. We’re both dug in. Tell me about your passion around this.
9. Tell me why this doesn’t fit/work for you.
10. I’m working from these assumptions—what about you?
11. What problem are we trying to solve?

RUMBLE TOOLS

1. What’s my part?
2. What does support look like?
3. What key learnings can we take from this?
4.  Are there stealth intentions that we need to surface and name?
5.  Are there stealth expectations driving us?
6.  Is horizon conflict at play here?
7.  TASC
8. Let’s paint done.
9.  Square Squad
10. The Turn and Learn to address the bandwagon and halo effects.
11. Do we need to check our gritty facts and gritty faith?
12. Time out
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BRAVING DEFINITIONS

The acronym BRAVING breaks down trust into seven elements:

BOUNDARIES, RELIABILITY, ACCOUNTABILITY, VAULT, 
INTEGRITY, NONJUDGMENT, AND GENEROSITY.

BOUNDARIES: Setting boundaries is making clear what’s okay and what’s not okay, 
and why.

RELIABILITY: You do what you say you’ll do. At work, this means staying aware of 
your competencies and limitations so you don’t overpromise and are able to deliver on 
commitments and balance competing priorities.

ACCOUNTABILITY: You own your mistakes, apologize, and make amends.

VAULT: You don’t share information or experiences that are not yours to share. I 
need to know that my confidences are kept, and that you’re not sharing with me any 
information about other people that should be confidential.

INTEGRITY: Choosing courage over comfort; choosing what’s right over what’s fun, 
fast, or easy; and practicing your values, not just professing them.

NONJUDGMENT: I can ask for what I need, and you can ask for what you need. We can talk 
about how we feel without judgment.

GENEROSITY: Extending the most generous interpretation to the intentions, words, 
and actions of others.

The BRAVING Inventory can be used as a rumble tool—a conversation guide to use with 
colleagues that walks us through the conversation from a place of curiosity, learning, 
and ultimately trust-building.

BRAVING Trust
COURAGE SKILL SET #3
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THE RISING STRONG PROCESS

The goal of this process is to rise from our falls, overcome our mistakes, and face hurt in a 
way that brings more wisdom and wholeheartedness.

1. The Reckoning: Walking Into Our Own Story  
Recognize emotion, and get curious about our feelings and how they connect with the way 
we think and behave.

2. The Rumble: Owning Our Story 
Get honest about the stories we are making up about our struggle, then challenge these 
assumptions to determine what’s truth, what’s self-protection, and what needs to change 
if we want to lead more wholehearted lives.

3. The Revolution: Process Becomes Practice
Write a new ending to our story based on the key learnings from our rumble and use this 
new, braver story to change how we engage with the world and to ultimately transform 
the way we live, love, parent, and lead.

Learning to Rise
COURAGE SKILL SET #4
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THE RUMBLE: WRITING MY SFD

“When we deny our stories and disengage from tough emotions, they 
don’t go away; instead, they own us; they define us. Our job is not to deny 
the story, but to defy the ending—to rise strong, recognize our story, and 
rumble with the truth until we get to a place where we think, Yes. This is 
what happened. This is my truth. And I will choose how this story ends.” 

-Brené Brown 

SFD WRITING PROMPTS: 
The first thing I want to do:

My emotions:

My body:

My thinking:

My beliefs:

My actions:

1. Choose a “face down in the arena” moment to use as you practice the Learning to 
Rise process. You can pick a current fall or past fall.
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THE RUMBLE: WRITING MY SFD

SFD CHECKLIST:   
    Honest       Unfiltered       Unedited       Possibly Unshareable

2. Write your SFD. The unedited, unfiltered story I made up or the story I told myself:
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