You're Already a Leader

The Definition That Changes Everything

When you hear the word ‘'leader," who comes to mind? A CEO in a corner office? A politician at a
podium? Someone with a title, a team, and authority over others?

If so, you're working with a definition that excludes most of the actual leadership happening in the
world right now - including, quite possibly, your own.

Leadership is not a position. It is a capacity. And understanding this distinction changes everything
about how you see yourself, your influence, and your potential.

A Different Definition

You are a leader if anyone looks to you for guidance, stability, or direction. You are a leader if your
state affects the states of those around you. You are a leader if the quality of your presence
determines the quality of outcomes in any domain of your life.

By this definition, leadership has nothing to do with org charts or job titles. It has everything to do with
influence - and influence flows through nervous system states, not reporting structures.

"Leadership is not a position. It is a capacity. And that capacity lives or dies based on your
nervous system state."

Three Questions That Reveal Your Leadership

If you're unsure whether this applies to you, consider these questions:

1. Does anyone look to you for guidance, stability, or direction?

This doesn't require a formal role. A colleague who asks your opinion before making decisions. A
child who watches your face to know whether a situation is safe. A friend who calls you when things
fall apart. A team member who takes cues from your energy in meetings. If anyone orients
themselves by you - even occasionally - you are functioning as a leader in that moment.

2. Does your state affect the states of those around you?

Nervous systems are contagious. When you walk into a room tense and rushed, others' bodies
respond - often before a word is spoken. When you bring calm presence to a crisis, others regulate in
response. This isn't mystical; it's measurable biology. If your internal state shapes the emotional
climate around you - at home, at work, anywhere - you are exercising leadership through your
presence.



3. Does the quality of your presence determine the quality of outcomes?

Think about a difficult conversation that went poorly. Now think about one that went well. Often, the
difference wasn't what you said - it was the state you brought. The same words land differently when
delivered from regulation versus activation. If how you show up affects what happens next, you are
leading.

Who This Includes

This definition of leadership includes executives and managers - but it doesn't stop there. It includes:

e Parents

Your children's nervous systems are shaped by yours. Your capacity to stay regulated under
pressure directly influences their developing capacity to do the same. The state you bring to the
morning rush, to homework battles, to bedtime resistance - these moments are leadership moments.

e Teachers and Educators

A classroom of students is constantly reading the teacher's state. When the teacher is dysregulated,
learning suffers - not because of curriculum, but because activated nervous systems cannot absorb
new information effectively. The teacher's regulation is the foundation of the learning environment.

 Caregivers

Whether caring for aging parents, supporting a partner through iliness, or working professionally in
healthcare - caregivers lead through presence. The quality of care is inseparable from the state of the
caregiver.

» Team Members Without Formal Authority

You don't need direct reports to shape team culture. The person who stays calm when a project goes
sideways, who asks the clarifying question in a tense meeting, who brings steadiness when others
escalate - that person is leading, regardless of title.

« Anyone Navigating a Difficult Season

Divorce. lliness. Job loss. Grief. In these seasons, you become a leader by necessity - leading
yourself through uncertainty, modeling resilience for those who depend on you, maintaining enough
stability for life to continue functioning.



Why This Matters

The traditional definition of leadership lets most people off the hook. If leadership requires a title, then
your stress, your reactivity, your dysregulation - none of that really matters. You're just getting
through the day. The stakes feel lower.

But the expanded definition raises the stakes - in a way that's ultimately empowering. If your state
shapes outcomes, then developing your capacity to regulate isn't optional self-improvement. It's core
leadership development. It's the foundation everything else rests on.

This also means the work you do on yourself isn't selfish. When you learn to access calm under
pressure, you're not just helping yourself - you're changing the environment for everyone whose
nervous system interacts with yours. Your regulation becomes a resource others can borrow.

The Invitation

If you've read this far and recognized yourself - if you see the ways your state shapes outcomes for
others - then here's the invitation:

Stop waiting for permission to take your leadership seriously.

You don't need a promotion, a title change, or anyone's recognition. You're already leading. The only
qguestion is whether you're leading from regulation or reaction, from your best self or from whoever
shows up when you're depleted and activated.

The nervous system is plastic. Regulation can be learned. The capacity to stay present under
pressure, to respond rather than react, to bring calm into chaos - these are skills, not personality
traits. They can be developed.

And when you develop them, you don't just change your own experience. You change the experience
of everyone who looks to you - whether they call you ‘'leader’ or not.

"Change the state, change the leader. Change the leader, change everything."

Leadership is not a position. It is a capacity.

And that capacity is available to you - starting now.
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