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Schedule 

 
 

7:30 AM o Arrival, light breakfast, informal connection 

8:00 
o “Present and Accountable”: Quiet reflection / meditation 

o Triads: Homework from Session 2 

9:00 
o Core Teaching: Leading Without Flinching 

o Large Group: What is an I-Position? 

10:00 o Break 

10:15 
o Deeper Dive: Crafting I-Positions 

o Peer critique and refinement 

12:15 PM o Lunch 

1:00 o Unrehearsed coaching: I-Positions in action 

2:15 o Integration, Homework, Evaluations 
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Opening Reflections 

 
 
 

 
 

 

 

 

“I will not let anyone walk through my mind  

with their dirty feet.” 

 
 
 

Mahatma Gandhi 
Lawyer, author, political ethicist 
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Triads: Homework from Session 2 
 

 

Share one observation from the real-life pressure situation you selected. 

 

● What was the “bait” in the situation, as you understood it? 

● Of the four strategies from Session 2, which one most influenced how you 

approached the pressure situation? 

● What did you notice about your reactivity, and the way you managed it? 

Notes:  
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Leading Without Flinching 
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What is an I-Position? 

 
 

An I-Position is a form of self-disclosure: a clear, non-reactive stance rooted in 
values and conviction. 
 
 

Core Features 

States where you stand without requiring agreement – risks disapproval. 

Calm, grounded, not emotionally reactive. 

Clear and respectful. 

May be spoken or unspoken, with follow-through. 

 

Core Questions 

What I want? What I will do? 

What I don’t want? What I won’t do? 
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I-Positions: 

Four Personal Stories 
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1. Brother Partnership 

 

My brother and I were collaborating on two projects—one professional, one 

personal. We set up recurring meetings to hold each other accountable for 

progress and deadlines. I kept showing up ready, and he kept rescheduling or 

coming unprepared. I felt my frustration building, not just at him, but at myself 

for tolerating it. One morning, I decided to stop the cycle. I deleted every 

recurring meeting from my calendar and told him calmly, “I won’t schedule any 

more meetings with you, but I’ll be glad to find impromptu times to connect when 

our schedules align.” I took the stance not to punish, but to preserve the 

relationship without enabling a pattern that drained me. 

 

 

 

2. Coaching Retainer 

 

In our business, we offer some clients a set number of internal coaching sessions 

each month for a flat retainer fee. Over time, some began asking to roll unused 

sessions into the next month. It seemed harmless, but it blurred the structure and 

created confusion about value. In a call with the client, I said clearly, “I won’t be 

rolling unused coaching sessions into the next month. Anything under five is 

covered by the retainer; anything over five will be billed at our regular rate.” My 

clarity preserved honesty in the relationship and spared the client from hidden 

expectations while also sparing me from quiet resentment. 
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3. The Parenting Divide 

 

When it comes to parenting Damian, I have a simple rule for myself: if something 

concerns me, I name it. There are moments when others would rather I “just let it 

go,” and I understand why: sometimes peace feels easier than confrontation. But 

that’s not how I want to parent. For example, I will say to my Mom directly and 

without anger, “I will always raise a concern with Damian if I think it’s a concern. 

I’m not going to ‘just let it go,’ even if that’s what you’d prefer. I want you to 

respect my parenting decisions, even if you disagree.” Again, this is about 

integrity. I want our son to grow up watching me follow conviction, not 

convenience. 

 

 

 

4. The Delegation Line 

 

I noticed myself checking in too often on a website redesign project I had 

assigned to my operations manager. She’s capable, but I kept “helping” her by 

monitoring details she already owned. Eventually, I saw what I was doing: 

hovering out of anxiety rather than trust. So I said to her, “I’m going to delegate 

full responsibility for the website redesign to you. That means I won’t interface 

with the company or track deliverables. I want you to own the outcome because I 

see you as fully capable.” Then I stepped back. No follow-up emails, no quiet 

meddling. Just space for her to lead. 
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Reflection 

 
 
Which of the four previous stories resonates most with you? Please give detail: 
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Examples of I-Positions 

 
 

• Protecting Standards:  

“I will not approve marketing that misrepresents what our product can actually 
do.” 

 

• Respectful Boundary Setting: 

“I will meet with you today for 20 minutes; if more is needed, I’ll gladly 
schedule another time.” 

 

• Standing Against Groupthink 

“I disagree with the consensus. Here’s why. I want my reservations on the 
record before we move forward.” 

 

• Values-Driven Client Decision 

“I will not work with this client; their practices conflict with our stated values, 
even though the revenue is attractive.” 

 

• Commitment to Development 

“I will not promote someone who avoids feedback; growth is a requirement 
for leadership here.” 

 

• Unspoken “I” position   

“I will not criticize my daughter for one month.” 
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Examples of Pseudo I-Positions 

 
 

• Disguised criticism:  

“I think you really blew it with that account.” 
 

 

• Projection:  

“I know you all agree with me on this.” 
 
 

• Veiled Critique:  

“I just want us to be more professional around here. 
 

 

• Vagueness:  

“Trust is the most important thing in any organization.” 
 
 

• Feeling, Masquerading as Directive:  

“I feel like you should take more initiative.” 
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Reflection 

 
 

1. Identify 2-3 key differences between the I-Position and Pseudo I-Position. 

2. What do these differences get you thinking about yourself? 

 
Notes:  
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Deeper Dive: Crafting an I-Position 

 
 
Framework: Identify a present leadership / relationship challenge. 
 
STEP 1: Name where you stand (what you will do / not do).  
 

STEP 2: Align with a clear behavior. 

 

Exercise: Write the I-Position. 

 

“My I-Position is…” 

 

 

STEP 3: Say it simply (short, declarative, no hedging). 

 

Partner feedback (triads): 

 
• Was it calm, clear, grounded? 

• Was it reactive, blaming, vague? 

• What’s one way you’d sharpen it?  

Refined version:  
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Unrehearsed Coaching: I-Positions in Action 

 
 

Identify one live scenario where you’d benefit from a clear I-Position. Reflect on 
the values and principles guiding your I-Position. 

 

Notes:  
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Between Now and Session 4 

 
 

1. Non-Anonymous Feedback 

 
• Continue sending response questionnaires and scheduling 1:1 feedback 

meetings. 

 
2. Practice I-Position in Real Time 

 
• Revisit the guided application on page 14. Develop a new I-Position.  

• Deliver it in an appropriate context 

• Observe your anxiety before, during, after. 

• Note others’ responses. 

• Track relationship shifts. 

 

3. Beliefs and Values Refinement (pg.17-21) 

 
• Complete exercises (sources of influence, legacy, inherited vs. examined 

values, gaps and costs). 
 

• Document one core belief put into action in the past 30 days. 
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Beliefs and Values Refinement 

 
 

1. Sources of Influence 
 
List the people who have most shaped your growth as a leader and as a person. 
For each, describe the qualities in them that had the biggest impact and how 
those qualities show up (or don’t) in your own leadership today. 
 

Name Qualities 
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2. Desired Legacy in Key Relationships 
 
Imagine it’s your funeral. Across the groups below, what do you hope people say 
about the way you showed up in their lives, especially in the day-to-day? 
 

Spouse/ 
Significant Other: 

 

Children: 

 

Siblings: 

 

Direct Reports: 

 

Boss/ 
Key Supervisors: 

 

Close Friends: 

 

Community 
Members: 

 

Customers/ 
Clients: 
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3. Connecting to Beliefs and Values 

 
Looking back at your answers in #1 and #2, which beliefs and values do you see 
woven through them? 
 

 

 
 

4. Inherited vs. Examined 

 
Which of those beliefs/values have you absorbed from family, mentors, teachers, 
faith communities, or thought leaders without real testing or reflection? 
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5. Hard-Won Convictions 

 
For the beliefs you have examined and claimed as your own: what experiences, 
choices, or failures led you there? 
 

 

 

 
6. Core Beliefs and Lived Evidence 

 
Name your most central, carefully considered beliefs and values. For each, 
provide a concrete example of how you put it into practice in the last 12 months 
— at home, with your team, or in the marketplace. 
 

Belief/Value Example in action 
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7. Gaps and Costs 

Which values do you struggle to embody consistently?  

 

Where do your actions fall short of your stated beliefs?  

 

What is the cost to yourself, your family, your team, or your customers  
when you miss the mark? 
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Notes 

 


