
Being a Non Anxious Presence in Leadership 

As a leader we either bring peace or anxiousness to the situation and/or workplace. Leaders should be a person of 

integrity and character. Leaders build trust with staff by being reliable and doing what you say you are going to do. 

An effective group leader’s main responsibility is not the group they lead, it is being the best leader they can be. 

Self-Differentiation: 

If people in the system/organization are feeling crazy, the person above them probably isn’t self-defined. Someone under you 
cannot function in a well-defined way if you as a leader aren’t well-defined. A self-defined leader takes responsibility for the 
management of his/her anxiety and peace, which allows others under them to be at peace in the work place. 

This leader allows others to make mistakes, realizing it is part of the process for growth. The leader knows perfectionism is an 
enemy, excellence is a friend. 

A self-defined leader says, “This is what I believe, and this is what I’m going to do.” They know they are not God – they 
encourage, they model behavior, they make suggestions, but realize at the end of the day, “It is my job to get ME there; it is 
not my job to get YOU there.” 

As a self-defined leader I: 

1. Have a sense of my own limits and the limits of others. I have a sense of where I end and someone else begins. I 
respect others for who they are, and don’t intrude on their rights. I define who I am from within, and don’t adapt my 
sense of self to please others. 

2. I’m clear about what I believe. I know what I’m certain of and what I’m not certain of. I know what I’d die for and what 
isn’t worth it. 

3. I have the courage to take stands. I refuse to give in to another when it’s a matter of principle, even if that brings 
disapproval. I have the capacity to stand firm in the face of strong reactions and will take the risk for what I believe in. 

4. I have the ability to stay on course and resolve to follow through with the vision in spite of troubles or sabotage. I have 
the emotional and spiritual stamina to stick with the big dream or lofty goal and don’t let discouragement or others 
sway my course. 

5. I stay connected in spite of it all. I maintain a non-reactive give and take with those who are reacting to me or my 
beliefs. I resist the impulse to attack or cut off from those who react negatively to me or my beliefs. 

Triangulation: 

As leaders, our goal is to have each person take responsibility for their part of our staff’s relationship with others, 
and not “triangulate.” Triangulation occurs when a leader takes the responsibility for other’s relationship instead of 
them taking responsibility for it themselves. 

B & D talk with each other and have 
a problem. Instead of working it out 
together they each talk to the leader, 
who then becomes the go-between. 
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Staying out of triangles is important to keep stress down in an organization. We should coach without getting caught in the 
middle, which encourages drama and lack of trust. 

How to De-Triangulate Relationships: 

1. Get both sides to communicate. Be a mediator if necessary with both parties in the room. 

2. Tell confidences if you must, not secrets. A secret is about others and is used many times as social currency. A secret is 
“dirty money.” When you tell secrets, you are expecting the listener to have more moral fiber than you have, because 
you’ve told them a secret that you want them to keep. A confidence is about you. Know who you can trust-know what 
is inappropriate to tell and what isn’t. Confidences don’t have to be told to build trust. TODAY’S CONFIDENCE IS 
TOMORROW’S AMMUNITION. 

3. Never complain downward in the chain of command, only complain upward. 

4. Be cheerful and have fun in the workplace. 

Over-Functioning: 

A person that is over-functioning is a direct result of someone who is under-functioning. Groups are weakened by over-
functioning leaders. An over-functioning leader takes responsibility for work that is not theirs and tries to make it group work. 
Over-functioning is an anxious response and is fear based – what will I be thought of if the work isn’t done? Will I be seen as a 
failure? What does their performance say about me? 

When we don’t cover for a staffer who is under-functioning, we teach them to take responsibility, and other staff will see that 
the expectation is that work goals must be accomplished. 

If a person is not performing, they need to be dealt with individually by doing the following: 

1. Is it a training issue? Give worker the tools they need to succeed. 

2. Let them know your expectation, get their commitment to correct. If they cannot do this, they may not be the right fit 
for the job. 

3. The leader will need to pull back so that others take on their responsibility – let them fail and deal with the
consequences of that failure. 


