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Introduction to Leadership 
 

1 - Defining Leadership 
“Leadership is a choice you make, not a position you sit in.”  John Maxwell 

 
"Leadership is the art of getting someone to do something you want done because he 
wants to do it."  Dwight D. Eisenhower 

 

"Before you become a leader, success is all about growing you. When you become a leader, 
success is all about growing others."  Jack Welch 

 

Having and Sharing a Vision 
Visualize the finished product. 

Leadership starts with a vision of where you want to go.  The true leader understands what 

it takes to succeed and they know when and how to communicate that message.  The 

culture of the team is a direct reflection of leadership.  One of the primary jobs of 

leadership is to develop and cultivate the team culture.  The clearer you can make the 

vision to others, the more likely it will be attained.  You must be able to define the reason 

your team exists.  Get a vision of a culture that empowers and inspires others to want to 

be part of it.   

 

Activities 
� Make sure that the leadership team and the coach see the same vision 
� Define why your team exists, where it is headed and how you will evaluate progress 

 

 
Unifying people toward specific actions that will help you achieve your vision 
“Vision without action is fantasy.   Action without vision is random activity.” 
 

After the vision has been defined and taught, it needs to have specific actions that can be 

witnessed.  The first place that actions need to be visible is in the behavior of leadership.  

Seeing leaders follow through with action provides a path for followers and initiates trust. 

 

 
Getting people to follow you and influencing them for the betterment of the team 
“If you treat an individual as he is, he will remain as he is.  But treat him as he could be, he 
will become what he should be.”  Goethe 
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Leadership is about bringing people into the inner circle of a shared vision and keeping the 

group together. If a leader loses his or her followers in the process of achieving a goal, it 

has not been a success.  The ability to combine strength of vision with building a cohesive 

team is what separates leaders.  The best leaders get people to sacrifice and do what is 

best for the team and to enjoy it. 

 

People follow leaders who know them and their personal goals.  No two members of any 

team are there for the exact same reasons.  If your goal is to take individuals and turn 

them into a cooperative team, it helps if the leader knows where people are starting.  In 

order to get a group of diverse individuals to come together for a common purpose the 

leader has to show them how they can take their individual reasons for playing and 

voluntarily convert them into behaviors that will fit into the team vision. 

 

People follow leaders who lift people up and inspire them individually and collectively to 

reach full potential.  People will not follow those who constantly are negative, putting or 

shoving them down.  

 

Effective leadership requires thoughtful timing.  It is difficult to follow people who act as if 

they always have all the answers.  Leading is not about having all the right answers, often it 

is simply being able to ask the right questions.  The effective leader is willing to take their 

time when problems occur and look at themselves to see if they can be part of the 

solution.   There is a fine line between speaking and acting too soon and waiting too long.  

Reacting too quickly without all the information necessary often results in over reacting or 

only seeing the superficial problems without really addressing deeper issues that may be 

impacting your team.  Reacting too slowly can allow slippage of the team’s core values to 

the point where there is a constant undercurrent of disenchantment, disengagement and 

resentment.  At this point addressing the issues often becomes emotional and explosive.  

People who make a big deal about every situation as if it is a major incident eventually 

cause people to stop listening.   

 

 “In matters of taste, swim with the current.  In matters of principle, stand like a rock.”  
Thomas Jefferson 

 

Effective leadership cannot be mandated.  Leaders cannot demand that people follow 

them just like they cannot “announce” that they are the leader.  People follow leaders who 

they trust.  Those leaders have earned respect because they have demonstrated selfless 

and courageous action.  To get people to support you, they must see leadership in your 

actions as well as your words.  People may follow what they hear for a while but in a short 

time, they need to be able to see in your actions what you have said in your words.  They 

will hear what you say but believe what you do.   
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“Leadership is influence, nothing more, nothing less.”  John Maxwell 

 

The best leaders know and understand their team and appreciate the diversity of opinions 

but can still find a way to get people to agree on a direction.  In other words, they have 

influence.  Influence happens when leaders are good at communication, motivation and 

empowerment.  This allows the leaders of influence to challenge, channel and maintain the 

direction toward the team’s vision.  The followers know that this leader honestly knows 

them and is interested in the needs of the individuals but will always do what is best for 

the team.  They are the people who are unite the individual talents and attitudes of the 

team together to create energy, morale and synergy.   

 

“If you think you are leading and then you look behind and no one is following, you are just 
out for a walk by yourself.” 
 

“The challenge of leadership is to be strong, but not rude; to be kind, but not weak; to be 
humble but not timid; to be proud but not arrogant – to be respected; not feared”  

Gus Lee 

 

ACTIVITIES: 

� Define leadership in your own words 

� Name a leader you respect, would follow and why 

 
 
Notes/Lessons Plans  
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2 - Are you sure you want to lead?  Understanding what you are 
getting into 
“It is not the same to talk of the bulls as to be in the bullring.”  Spanish proverb 

 

Your view of leadership from the outside may not be anything like the real job.   
 

Risks and hazards of being a leader (have you ever been there before and what was it like?) 

� Going to be in the spotlight – everything you say and do will be watched and 

evaluated 

� There will be times when you have to stand alone 

� There will be times when you are not popular 

� There will be difficult times when you are in the middle between the team and the 

coach, both with different expectations (AD and the coaches – Employer and 

employees) 

� You will not be able to avoid conflict 

� You will be expected to share the credit when things go well and take the blame 

when things go wrong 

� You will be expected to listen and to speak up – sometimes at the same time 

� It is going to require a lot of your time – time to meet with your coach 

(athletes/AD/ Employer), to understand, model and teach the team covenants, 

time to form relationships, deal with problems – there is no time to waste 

� You have to eliminate excuses from your vocabulary 

� You can never have a bad practice – constantly motivated and willing to motivate 

those who are not 

 

 “To every man there comes that special moment in his lifetime, when he is figuratively 
tapped on the shoulder and offered the chance to do a very special thing, unique to him 
and fitted to his talent; what a tragedy if that moment finds him unprepared or unqualified 
for the work which should be his finest hour.” 
Winston Churchill 

 

Discussion Questions: 

1. Are you sure you really want to be a leader?  
2. Do you know what you are in for? 
3. Are you willing to take the risks? 
4. Are you willing to get beyond status quo? 
5. Are you willing to learn, grow and challenge yourself to be a team leader? 
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Notes/Lessons Plans 
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3 - Who is going to follow you?   
Why would someone follow you? 
� Who do you trust?  Why?  Who trusts you?   
� What is the trust level between players on this team? (Coaches, employees on this 

team) 
� What is the trust level between players and coaches on the team? (Coaches, 

employees on this team) 
� Is there something I can personally do to improve the trust level on this team? 
� Who on this team is committed?  How do they demonstrate their commitment? 

 

There are a variety of ways you can get people to follow.  They all have proven to work but 

only a few really get the best results.  Some of the least effective methods are negative in 

nature.  When leaders chose to overpower, coerce, and intimidate people into following it 

may be temporarily successful but eventually followers are going to resist and rebel 

because of the lack of trust that those methods employ.  Using techniques like scaring, 

bullying, threatening, embarrassing or fooling people into becoming followers does not 

build a team. 

 

One method is when both leader and follower use each other to reach different objectives.  

In the business world that looks like this; the leaders goal is to get a job done and pays an 

employee to do the work.  The leader achieves their objective of completing the job and 

the employee reaches theirs by getting paid a salary.  There is some mutual benefit but not 

with the same goal in mind.  This often results in the leader having to closely monitor the 

employee and the employee only doing what is required or even as little as necessary to be 

paid.  There is no shared mission and therefore no shared joy for the project.  Both parties 

will be always looking out for themselves.   

 

The Follower’s Creed  Unknown 

I will follow you, if you 
Treat me with respect 
Inspire me with your vision 
Teach me 
Are tolerant of my mistakes 
Are visible and available 
Talk with me and listen to me 
Allow me to grow 
Don’t give up or change course arbitrarily 
Have the courage of your convictions 
Tell me the truth and practice what you preach 
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The goal of leadership is to get people to voluntarily commit to the team culture.  That 

happens when leaders intentionally employ a style that is personally empowering.  There 

are many methods that leaders can use to encourage teammates to follow.   

 

When both leader and follower are moving toward a common goal that can only be 

accomplished by working together, both are more motivated.  The leader understands that 

they couldn’t do it without the follower and a good team member realizes they get to be 

part of something bigger than themselves.   In this method, the leader must have the vision 

and the motivational skills that move people toward a cooperative effort.  This leadership 

style creates energy and excitement as long as the mission is successful. 

 

When leadership sees their role as serving others it is by far the most powerful as far as 

getting people to follow.  It will be discussed in more depth in the section of the Captains, 
Seven Ways to Lead Your Team booklet.  Leadership is truly caring for your people enough 

that you are willing to serve them and demonstrating that on a daily basis.  This leadership 

style develops respect, loyalty and admiration which indicate that you are trusted.  Trust is 

the basis for effective leadership. 

 

Who do you trust and why? 
If you are going to lead, your teammates must trust you.  You may completely trust 

yourself but it is more important that you are trusted by others.  People follow leaders 

they trust – especially during difficult times.  Trust is the key piece of this puzzle. 

 

Look at the visible differences between low and high trust teams: 

 
Low trust teams 

� Energy is low, people appear bored or disinterested 

� Disengagement – people pull themselves away from the team 

� Sub groups within the team – seniors, starters, social, ethnic, cliques 

� People are more concerned with getting individual credit than team credit 
� Resistance to new ideas or teaching – teaching requires more repetition than 

necessary because players are slow to believe  

� Excuses are part of the culture 
� Violations of your team covenants are ignored or not confronted 
� Rules are not applied the same way to everyone 
� Communication is scarce and people feel they have to be careful with what they 

say 
� Positional power is used to keep people in “their place” 
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High Trust Teams 

� Lots of positive energy and focus – sense of urgency 

� People are engaged, invested and living in the moment 

� Supportive, encouraging culture where all participants feel part of something 

bigger than themselves 

� Players trust their training – teaching is accepted and embraced  learning happens 

at a fast pace 

� Excuses do not exist – accountability is high 

� Communication appears easy and open – it is quick, direct, transparent, honest, 

believed and accepted without hesitation– information is shared – no secrets or 

sub groups meeting after meetings – Teammates and leaders talk straight and 

confront issues that are important to team success  

� Everyone is loyal to those not present 

� Both successes and failures are shared 

� People compete fearlessly – There is healthy risk taking – Full effort mistakes are 

encouraged as a way of learning  

 

ACTIVITIES: 
If you surveyed your team and asked the following questions, how many times would your 

name appear?  These are characteristics that can be seen and felt by others and that will 

allow you to be trusted. 

Questions that will help you get started assessing your team culture and leadership: 

1. Which of your teammates really cares about you? 

2. Which of your teammates is the hardest worker in practice? 

3. Which of your teammates knows their role, assignments and responsibilities? 

4. Which of your teammates will you never have to worry about making poor 

decisions off the field?  

5. Which of your teammates do you most respect?   

6. Which of your teammates motivates others to work hard and compete together 

and do their best?    

7. Which of your teammates is the best example of your teams’ covenants? 

8. Which of your teammates would you count on the most in a crucial situation in a 

game?   

9. Which of your teammates do you feel comfortable to go to when you need 

assistance or guidance? 

10. Which of your teammates gives the most to the team?    
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Questions attached to values: 

� Commitment  Who are the hardest five workers on the team? – competitive, 

passionate, focused 

 

� Confidence  Who are the five best confidence builders? Believe in themselves, 

builds up others, positive team first attitudes 

 

� Composure  Who are the five most mentally tough players on the team?  Which 

team members are the best in pressure situations, the most positive in the face of 

adversity, display the best body language, can use their emotions to empower 

teammates or who model mental toughness the most consistently  

 

� Feedback – Who are the best communicators on the team?  Encouragers, speak up 

when needed, confront violations of team standards, seek to unite with voice and 

action 

 

� Modeling – Who are the five best models of our core covenants – can teach, model 

and live them 

 

� Trust – Who on the team do you trust?  Who trusts you? 

 
 

Team Trust Assessment 
Make a “T” that indicates what percentage team is on each of these areas that indicate 

trust. For example, if 75% of your team is “Fully Engaged”, place a T half way between the 

50 and the 100%.   

Make an “X” to indicate where you would rate yourself. 
 

Low Trust                         High Trust  

  

Disengaged   050 100%    Fully Engaged 

 

Low Energy 50   Consistently High Energy 

 

Slow to believe   50   Trust their Training 

 

Lots of excuses  50   Excuse free  

 

Sub Groups         50   Unity 
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Self first attitude50 Team First Attitude 

 

Casual  uncaring 50  Sense of Urgency 

 

Fearful play          50    Fearless play 

 

Disloyal                50    Team Loyalty 

 

Not accountable50     High accountability 

 

Tentative with words50Easy, direct communication 

 

Discouraging Culture   50     Positive, Encouraging                         

 

 
Notes/Lesson Plans: 
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4 - Why Teams Win – the difference leadership makes on teams 
“The strength of the team is dependent on the strength of the leaders.”  
Vince Lombardi 

 

Leadership is almost always lacking within teams that fail and almost always present within 

those that succeed.  One of the biggest differences in teams is the core leadership 

provided by the players themselves.  Strong, positive, teamoriented, purposeful, hard 

working, supportive leadership is essential.  If you had a way to improve your team by 20

25%, would you do it?  Here is your opportunity.  Leadership can make that much of a 

difference. 

 

Building an effective, cohesive team culture like this is extremely hard work, but is also 

simple.  It comes down to the courage and persistence by strong leaders. 

 

Teams win because: 

� They have great leaders who take pride and satisfaction in preparing to become 

the best team possible.  Do you want your team to run well?  Strong, intentional 

proactive leaders can get everyone on the same team, working toward the same 

goal, winning and losing together.  

� They have synergy. They work together to magnify the strength and minimize the 

weaknesses of each individual. 

� They are intentionally formed and led.  Teams that just happen get happenstance 

results. 

� Leadership demands in direct proportion to how much they love the team.   

� The leaders understand what they can control and what they can’t control.  They 

work with their coaches to do everything in their power to be great at what they 

can control and not focus on what they can’t control.   Keep your entire focus on 

the “controllables”. 

 

Things that are not in your control:        

1. Your opponent’s preparation     

2. Your opponent’s behavior     

3. Official’s decisions      

4. The weather       

5. The field or court conditions 

6. Your opponent’s talent 

7. Sometimes winning and losing 
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Things that are in your control that help teams win: 

1. High trust culture 

2. Clear and consistent standards (covenants) – common behavioral expectations 

3. A collective responsibility to learn and abide by those covenants – behaviors, 

attitudes and accountability 

4. Strong, positive, personal leadership – Coaches and Team Leaders 

5. Leaders and most talented players are bought into team and are models of the 

covenants 

6. Excellence in individual and team preparation and effort 

7. Performance feedback – balance of praise and correction 

8. Reactions to officials decisions 

9. Constantly trying to improve 

10. Creating and working in a noblame culture 

 

� Teams win because they know their enemy.  The real enemy of great teams is not 

an opponent on your game schedule.  The real enemies involve team culture.   One 

of the most important things for leaders to know if they want to succeed is to 

understand what destroys teams.  If you know your enemy, there is a better 

chance you can defeat them.  Here are the real enemies of great teams.  

Understand them – defeat them. 

 

Seven causes for team failure (all in the control of leadership): 

1. No clear and consistent standards  

2. Lack of trust 

3. Lack of commitment 

4. Lack of accountability 

5. Selfishness 

6. Drama 

7. Complacency 

 

� Teams win because leaders understand and combat the most common leadership 

failures. 

 

Five causes of individual leadership failure: 

1. Failure to be accountable for yourself 

2. Lack of trust 

3. Failure to honor and respect all 

4. Failure to encourage and support others 

5. Failure to challenge wrongs 
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ACTIVITIES: 
Team identity exercise:  Look at each of these traits and see if they can be attributed to 

your team.  

� Winning teams are like a healthy, functioning family 

� Responsible – strive to meet the family’s needs and expectations 

� Hard working – will sweat, stay focused and persevere 

� Selfsacrificing – will put the family’s needs ahead of their own 

� Respectful – regardless of differences or differences of opinion 

� Caring – do anything to help each other 

� Supporting – help others to do, be and look their best 

� Trusting – you can count on me – closer in times of adversity 

� Loyal – protect, support and don’t give up on family members 

� Communicating – clear, direct and honest  

 

Specific behaviors that can be seen on teams with strong leaders: 

� Consistently high energy and focused effort 

� Fewer problems 

� Athletes attend all practices, show up on time and are ready to learn 

� Better overall performance 

� Better performance in the clutch 

� Quicker recovery from mistakes  

� More fun 

� Teaching and learning are evident 

� Players focused and working even when not being directly supervised 

� More likely to reach goals 

� More likely to get through tough stretches of the season 

� There is joy in working hard, getting better – work ethic is clearly visible 

� Athlete to athlete encouragement  

� Healthy risk taking  

� Fearless competitors 

� New players and younger players more likely to feel welcome 

� Students more likely to participate even if they aren’t starters 

� Higher level of mutual respect between coaches and players 

 

 

Discussion points: 
1) Discuss what issues from the list of causes for team failure might be keeping your 

team from reaching it potential. 
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2) Identify individual and team strengths and weaknesses.  Begin developing a plan to 

build on the strengths and overcome the weaknesses. 

 
Notes/Lessons Plans 
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5 - Leadership Styles - What kind of leader do you want to be? 

 

The Leader by Gordon Selfridge 

The boss drives group members; the leader coaches them. 

The boss depends upon authority; the leader on good will. 

The boss inspires fear; the leader inspires enthusiasm. 

The boss says "I"; the leader says "we." 

The boss assigns the task, the leader sets the pace. 

The boss says, "Get there on time"; the leader gets there ahead of time. 

The boss fixes the blame for the breakdown; the leader fixes the breakdown. 

The boss knows how it is done; the leader shows how. 

The boss makes work drudgery; the leader makes it a game. 

The boss says, "Go"; the leader says, "Let's go."  

 

 

What makes a leader effective?  

� Clear focus – exactly what are you trying to create – tough minded visionaries, not 

“hopers” – one of the most important qualities to running a successful business is 

the “killer instinct” of leadership – it is the ability of the leader to make the tough 

and right decisions and then follow through, no matter what. 

� Clear standards – rarely does compromising standards lead to superior 

performance 

�  Clear communication 

� Attention to detail 

� Ability to motivate  

� Be an example – modeling is one of the most powerful forms of learning.  Former 

Dallas Cowboy coach Tom Landry said, “Leadership is a matter of having people 

look at you and gain confidence by seeing how you react.  If you are in control, 

they are in control.” 

� Have an ear to the heart of the team and know who you are coaching – as a team 

member, you must flexible and adapt to leadership styles that may not be a 

perfect match. 

� It is because we ask so much that leaders must also care so much. 

 

ACTIVITY: 

How would you want your teammates and coaches to remember you (Rank 1 = most 

desired, 14 = least desired) 

Caring/compassionate  

Tough 
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Organized 

Knowledgeable 

Respectful 

Respected 

Fair 

Loved  

Feared  

Consistent 

Visionary  

Vocal 

Quiet behind the scene 

Great example 

Trusted 

 

Discussion statements about personal leadership style: 

� I tell teammates what to do and how to do it – or, I ask for ideas and input from 

teammates 

� People perform best when threatened with punishment – or, People perform best 

when encouraged 

� I need to have final authority – or, I like to include one or more teammates in 

decision making 

� People should lead themselves – or, People need to be led 

� I like to lead silently by example – or,  I like to lead with my voice 

� I like to lead from the front – or, I like to lead from behind 

 

 

Notes/Lessons Plans 
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6 - Qualities of exceptional leaders: 

ACTIVITY: 

We have compiled the following abbreviated lists notes from readings and presentations 

so look at these lists and see if you can identify the most common traits attributed to 

exceptional leadership 

 

Military 

� Keeps calm under pressure 

� Clearly explains missions, standards and priorities 

� Can make the tough, sound decisions on time 

� Sees the big picture; provides context and perspectives 

� Adapts quickly to new situations and requirements 

� Can handle bad news 

� Gets out of the headquarters and visits the troops 

� Know how to delegate and does not micromanage 

� Sets a high ethical tone and demands honest reporting 

� Builds and supports teamwork within staff and team members 

� Is positive, encouraging and realistically optimistic 

� Sets high standards without a “zero defects” mentality 

 

Coach John Wooden 

� The very best leaders are confident but display great humility  

� Be transparent  

� Be a model and present your true self to others 

� Focus on your people  Make leadership about the followers, not about the leader 

 

Bruce Dingman 

� Knows himself  

� Secure in who one is  

� Quiet selfconfident  

� Varied approach  

� Has a contagious enthusiasm 

� Authenticity  

� Stretches people  

� Supports their staff  

� Encourages innovation  

� Keeps learning  

� Understands how organizations work  
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� “Big picture” perspective  

� Values both process and results  

 

Native American  The Lakota Way 

� generosity  

� courage  

� fortitude  

� wisdom 

� honor 

 

Leaders on Leadership: 

� Make people feel special 

� Give people hope 

� Give people a direction 

� Show respect and understanding by listening more than they talk 

 

Rick Warren  leadership of Jesus 

� Identification – you must know who you are 

� Clarification – you must know your mission 

� Motivation – know who  you are trying to get to follow 

� Collaboration – never lead by yourself 

� Concentration – focus on what is important 

� Meditation – make listening a habit 

� Relaxation – take time to recharge 

 

Churchill 

� Integrity 

� Energy 

� Self Belief 

� Vision 

� Decisiveness 

� Communication 

� Collaboration 

� Drive to take action 

� Courage 

� Creativity 

 

Coach Vince Lombardi 

� Leadership is about preparing to win 
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� Leaders need to be positive, and at the same time persistent  

� Leaders are required to pay the price it takes to win – commitment, discipline and 

hard work 

� Leaders show your team hard work by example 

� It is essential that leaders demand teamwork  team work is the only way to win  

when everyone works together, the strengths of each individual get amplified and 

the weaknesses get covered. 

 

Marketing and Research Consultant: 

� Intelligence 

� Humility 

� Determination and then some … 

  

Business Leadership 

� Proactive vs. Reactive  The exceptional leader is always thinking ahead, avoiding 

problems before they arise 

� Adaptable  Comfortable in uncomfortable situations.  Able to adjust on the fly  

� A Good Communicator  Great listener – asks questions – looks at all the options – 

communicates a clear direction  

� Respectful 

� Quiet Confidence  Very self assured but still humble  

� Enthusiastic  Self motivated and spreads it to others  

� OpenMinded  Realizes there are many ways to look at everything   

� Resourceful  Realizes they don’t have all the answers and willing to look, study 

and improve to find the best answer – creates equal access to information 

� Rewarding  Able to celebrate the successes of others  

� Intelligent  Has a strong knowledge base of the areas where he/she is in charge  

� Open to Change  Never satisfied with status quo  always willing to grow – sees 

change and growth as a positive  

� Interested in Feedback  Secure enough to ask for and listen to feedback on how 

they can improve 

� Constantly Assessing  Always looking for weaknesses or areas that can be 

improved – not afraid of change if it means improved performance 

� Organized  Arrives prepared everyday   

� Consistent  Consistency in areas of importance so that things are stable.   

� Delegator  Knows and uses the talent around him/her – doesn’t try to do 

everything all the time 

� Initiative  Igniter – self starter  implementer 
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Rudy Guiliani 

� Be a visionary – be very clear where you want to go and make a commitment 

� Be passionate about what you do – show your passion for the vision everyday 

� Be true to yourself – develop a foundation based on integrity 

� Be courageous – stand firm, don’t hide, admit mistakes and use them for future 

successes 

� Be actionoriented – get beyond beliefs into action  

� Be a builder of outstanding teams –understand and apply the principles of teams 

� Be a rolemodel – 80% of what people learn is from the actions they observe 

� Be a learner – have an obsession with personal growth 

� Be a great communicator – you’ve got to be able to deliver the message 

� Be competent – Know your job, do your job 

� Be compassionate – respect and dignity, the difference between a leader and a 

dictator 

� Be intuitive – trust your gut 

� Be a mentor – be a builder of people 

� Be willing to celebrate – recognize and reward achievements of others 

� Keeps the focus on the vision at all times  

� A good leader is committed to excellence in themselves and those they lead 

 

Pat Williams 

� Integrity – allows others to trust  

� Dedicated to success – will spend the time and energy needed  

� Magnanimity – gives away the credit – spread the fame 

� Humble – no better or worse than anyone on the team  

� Open – inspired by ideas – listens without judging – willing to expand vision  

� Creative – finds ways to reach as many people as possible – Thinks, “What if?” and 

“How can we..”   

� Fair – deals with team in a consistent and just manner   

� Assertive – vision so clear it cannot be misunderstood   

� Has a sense of humor – not afraid to have fun and let it show   

 

Sun Tzu – 450 BC 

� Know yourself 

� Have moral courage 

� Listen well 

� Be considerate 

� Be courageous 

� Practice discipline 
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� Be creative 

� Aim for high standards 

� Seek sound council 

� Know your battleground 

� Build a personal network 

� Win without fighting 

� Build a team 

� Pick your battles carefully 

� Know your opponent 

� Occupy the high ground 

� Move rapidly 

� Build on successes 

� Be persistent 

 

John Maxwell   Indispensible Qualities of a Leader 

� Character – be a piece of the rock 

� Charisma – The first impression can seal the deal 

� Commitment – separates the doers from the dreamers 

� Communication – without it you travel alone 

� Courage – One person with courage is a majority 

� Discernment – put an end to unsolved mysteries 

� Focus – the sharper it is, the sharper you are 

� Generosity – your candle loses nothing when it lights another 

� Initiative – you won’t leave home without it 

� Listening – to connect with their hearts, use your ears 

� Passion – take this life and love it 

� Positive Attitude – if you believe you can, you can 

� Problem solving – you can’t let your problems be a problem 

� Relationships – if you can get along, they’ll go along 

� Responsibility – if you won’t carry the ball, you can’t lead 

� Security – competence never compensates for insecurity 

� Selfdiscipline – the person you need to lead is you 

� Servanthood – to get ahead, put others first 

� Teachability – to keep leading, keep learning 

� Vision – you can seize only what you can see 
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Starting to see a pattern?   The path to leadership is pretty consistent regardless of 

whether it is a team, a business, a family, a mission or an army.  Look at the consistent 

traits and see where you are strong and where have to go to work. 

 
Notes/Lessons Plans: 
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7  Positional Power vs. Personal Power  
 
Positional Power 
Positional power refers to the position of authority a person holds.  It is usually power 

given to a person based upon their role in an organization or team.  Positional power is 

when someone uses their status, rank, age, job title or some other advantage to 

manipulate or control others and to get people to do what the leader wants done.  Often 

this is done by intimidating, threatening, commanding, ordering, embarrassing or 

demeaning those “beneath” them.  It is often a sign of insecurity, not strength. Leaders 

who rely on positional power are really not leaders and are usually met with compliance at 

best.  Strong willed people resist this kind of abuse of power.  Using positional power 

seldom results in being respected and does not make teammates want to work with or 

follow you.  They want to make people think that they have all the answers and no 

questions.  There is little or no sharing of ideas, information, and responsibilities.  This style 

that fosters compliance develops a fearful culture without creativity.  Positional power 

does not promote cooperation.  Teamwork and commitment that is forced upon people 

cannot sustain itself.  These leaders seem to always take credit and pass the blame.  It is 

often difficult for people to break out of this style of leadership, especially if they have 

been successful and they continue to use their power like a weapon.  Effective leadership 

has to be more than just forcing people to do what you say – it has to be personal.   

 

 

Personal Power 
Personal power comes from development of trust, respect, rapport, significance and 

personal investment in each other.   They inspire belief, commitment and teamwork.  The 

truly strong leader doesn’t have to rely on their position or power to lead.  Everyone is 

usually aware of both their position and their power but the leader keeps it restrained and 

out of the process.  They get people to willingly follow by choice.  They relate on a personal 

level and are approachable.  They connect with and empower their followers.  The 

personal power style gets individuals and teams to accomplish at a much higher level 

because they WANT to do it.  The team is much more likely to develop a culture of trust 

and respect.  Personal power requires more time to develop but the results make it worth 

the time and effort.  It is strong and sustainable.   

 

When leaders start focusing on and caring for what is best for others instead of 

themselves, team dynamics make quick and positive growth.  Personal leaders help team 

members expand their full potential and to use it within the team framework.  The way a 

team reaches its full potential is having leaders who help individuals unleash their full 

potential toward team goals and values and then recognize them for it.   
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The wise leader never uses their position only to influence others.  If you expect your 

teammates to commit to something bigger than themselves, you have to show them the 

way with a leadership style that exemplifies a personal leadership style. 

 

ACTIVITY:  
� Identify the best leader you have ever been with – write a short letter or email to 

tell them their great qualities and how they have impacted your life. 
 
 
 

Notes/Lesson Plans: 
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8  Individual Ego vs. Team Ego  

 

Humility and courage or ego and pride? 

 

Even though it seems odd, you can have both ego and humility.  Great teams need both.  

The key is that the ego on great teams is not individual ego, it is a “team ego”. 

 

Individual Ego 

Individual ego is when an athlete operates from the position of “what is in it for me?”  That 

person is only concerned with their own recognition, statistics, playing time, attention, 

own well being, and what the team can do for his or her personal success. Their whole 

focus and agenda is about them.  In our booklet entitled Life Lessons for Athletes these 

traits can be seen on a selfish, “selective participant”.   They think the world revolves 

around them and are only happy when they get what they want.  Narcissistic leaders 

expect everyone else to sacrifice for them while they sacrifice only for themselves.  The 

team needs to be about them instead of real leadership where we are all about team.  

Individual ego is about being full of yourself, greedy, arrogant, “too cool”, indifferent and 

acting better than other people.  Individual ego needs the center stage.   They take way too 

much credit when things go well and make too many excuses or blame others when things 

are tough.  People caught in the trap of individual ego are often only happy when they 

perform well.  They are threatened by the success of their teammates, so they are not able 

to celebrate or bring out the best in other’s talents.  In other words, they are not people 

who others will follow – not leaders. 

 

Individual ego people who operate with a venue of “I am great and you are not” can only 

lead themselves.  They might be successful in some areas that do not require teamwork 

but they are useless and harmful to teams.  They have lost the ability to lead others.  To 

succeed this way may be satisfying to some but in truth, it is living small and winning small.   

 

The best you can expect from a selfcentered athlete is they can live by being a “star” if the 

rest are willing to be their support system.  They would rather the team have an average 

year and they get named “all conference” than for the team to succeed and they don’t 

receive individual acclaim.  They are real happy and satisfied if they personally have a good 

game even if the team falls short.  When they have a bad individual game they cannot 

celebrate a team victory.  The individual win is always more important than the team win.  

If you listen to them for any length of time, their talk is mostly about themselves and their 

abilities or accomplishments –sometimes even at the expense of teammates.  They have 

energy and commitment but both are directed toward themselves.  They may talk like they 

are focused on “team” but their actions tell a different story.  They actually discourage 
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teamwork unless they can reach individual goals.  It is always personal for them and all 

about ME.  Individual egos and “me first” people destroy teams. 

 

 

Team Ego 

The other extreme is the team ego.  Team ego focuses on the collective responsibility of 

being as good as possible as a unit and how each team member can bring their own talents 

to contribute to the team’s success.  If you are going to be a leader, the experience cannot 

be about YOU.  You are either in this for yourself (individual ego) or you are in it for your 

team.  This is one of the critical decisions of leadership.  You are either self serving or team 

serving and you can’t be both.  Team ego is about caring enough to give everything you 

have for the group.   In every competitive situation there needs to be talented individuals 

who are trying to become better.  Ambition is a good thing when it is properly focused.  

The focus of the ambition needs to be about getting better individually to improve the 

overall performance of the team.  

 

Having an ego and looking out for ourselves is natural.  At times it is essential for self 

preservation.  But if a leader can transfer the individual ego to “team ego”, they send the 

message to their followers that they are committed to the bigger picture over their own 

needs.    Team ego makes everyone stronger because everyone contributes to the 

collective results of the team.   

 

At some point, real leaders understand that the best way they can reach their own 

individual potential is to give themselves over to something bigger than themselves – a 

team, an organization or a family.  Once they embrace the teams bigger purpose they see 

the power of the “Team Ego.”  The way effective, strong, intentional leaders reach their 

highest individual potential is helping their followers reach theirs.   

 

Leaders who are in it for others treat people respectfully, understand and embrace a role, 

are an example of the team’s best qualities and are people of character who can be 

consistently counted on in every situation.  They show up, speak up and stand up for the 

team.  They use all their gifts, all the time within the team framework.  Very simply, they 

make other people better.  One of my favorite quotes is, “what you have, give, because 

what you save, you lose forever.”  Great leaders don’t save anything. 

Ego is a good thing when it is combined to form a “Collective Ego”.  It is “the way we do 

things here”, we love it and we are in it together for the long haul.  Great teams are built 

around selfless service.  It is not always natural or easy and selflessness must start with 

leadership.    
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“Two is always better than one if two can act like one.  You know your team has greatness 
when they can develop a single heartbeat.”  Coach Mike Krzyzewski  

 

When leaders voluntarily demonstrate a sincere willingness to sacrifice personal goals for 

team goals, a “Team First” culture spreads.  When more and more players follow that 

example it builds a foundation for greatness.  It strengthens and protects the inner circle 

from the “disease of me” that can breed dissension, alienation, selfishness and the 

inevitable failure that those traits bring to a team.   

Team ego puts others ahead of personal ambition, binds people together and develops 

loyalty that goes both from leadership to team and from team to leaders.  Only those 

leaders who can learn to give up individual ego (me first) for team ego (we first) will have 

true followers. 

 

 

“We” not “Me” 

Most Native American languages did not have a word for “I” or “me”.  In their culture the 

sense of community and being part of something bigger than yourself was reflected in 

their daily communication.  The best team cultures are always more “we” than “I” in 

nature – selfishness, greed or personal accomplishment are not the focus. 

 

Many companies are successful because they have developed a culture of commitment 

and teamwork.  They look for people who want to work together.  They try to never use 

the word, “I” or to imply “what is in it for me?”  Instead words like “we”, “our” and “us” 

are part of every conversation. These companies have a lot of highly paid big egos but they 

must choose to work and speak in terms of team first.  Potential employees are carefully 

screened to find those with the skills and intelligence that would make them individually 

successful but more importantly who want to be part of a successful team.   

 

ACTIVITY: 

� Can you change the way you talk within your team from “me” to “we”? 
 

Notes/Lessons Plans: 
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9  Sharing Leadership 

“I think we have a lot of good leadership on this team and regardless of who the captains 
are, I think the leadership will come from all the players who provide that, not just the 
captains.’’   
Bill Belichick New England Patriots 

 

Shared team leadership spreads the responsibilities among a group of athletes.  It is most 

often used on large teams like track, wrestling and football but it can be equally effective 

with smaller teams.  It allows each member to bring their individual leadership strengths to 

be shared by the group in order to best serve the team.  There are very few people who 

have the ability or desire to take on the variety of leadership roles needed alone.  This 

system allows each member to strengthen the group while expanding their own leadership 

skills.   It will demand that people develop better and more well rounded leadership skills 

because shared leadership requires abilities that go beyond the traditional captain or co

captain models.   

More leaders equates into more diversity of perspectives, options, visions, experiences, 

strengths and more learning opportunities.  It allows them to learn to successfully lead and 

follow within a smaller “team”.  It will be quickly apparent that a variety of leaders will 

attract more followers and therefore the greater the team.  Information is shared and the 

decision making process takes on a collective atmosphere.  When done successfully it can 

drastically impact trust and respect within both the larger and smaller team.  Problem 

identification, finding solutions and taking actions are the responsibility of everyone.  

When more people are given the responsibilities that come with a leadership position, 

more people will feel ownership for team values, culture and being an example.  Many 

young people thrive in a shared leadership model who might not be comfortable with 

individual leadership.  With a strong leadership team, cooperation and accountability 

within the team increases dramatically. 

The following information is provided with assistance of Nancy O’Neil  Athletic Director, 

Lincoln Sudbury High School, MA. 

 

Shared Leadership Fallacies:  

� Having shared leadership means not having captains 

� Having shared leadership means having no leadership, and less of a competitive 

edge 

� Motivation behind shared leadership is to keep everyone happy, “give everyone a 

trophy” 
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Perceived Weaknesses or Challenges: 

� “We’ve always done it this way.”  The traditional captain system works and there is 

no need to revise or revamp.  “Leaders are born, not made”  

� There is one shared leadership blueprint for every situation – you have to be 

flexible 

 

Required for Shared Leadership to Succeed: 

� Coaches must understand and commit to this type of leadership and be willing to 

work with a larger and more diverse group   

� The shared leadership transition requires courage, conviction, faith and trust 

� A safe environment must be established for meetings.  Safe to express differences 

of opinions – safe to know that loyalty exists to the level that things that need to 

stay within the group will do so – safe to take risks 

� It requires a different mindset for individual leaders.  Leaders have to switch from, 

“I am the leader and what “do I think is best for the team” to “How can I work with 

others with different views and opinions to get things done together in a way that 

helps the team?” 

� Team members need to learn how to respectfully disagree and still come to 

agreement 

� The leadership team needs to get familiar with each other.  It is not necessary that 

they are friends  but there must be respect 

� Hold frequent discussions to build consciousness and awareness of the various 

leadership strengths and styles of each person 

� Recognize the value of many different leadership styles within a group 

� Recognize and respect diversity of experiences and backgrounds that have brought 

people to their current belief and operating system 

� Common access to information 

� Solid communication skills 

� Willingness to see and bring out the best in others 

� Ability to mediate conflict 

� Possess the quality to express empathy and compassion for others 

� Ability to respect different viewpoints while upholding team core values and 

covenants 

 

 

Suggested Operational Standards for Shared Leadership Team 

It is essential that the leadership team has a set of operating standards – how we are going 

to share leadership so they can effectively and efficiently function.  First of all, the 

leadership team environment needs to be safe.  It needs to be a safe place to speak up, to 
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disagree.  At times what is said needs to stay within the leadership team.  This is critical to 

maintain loyalty and to move forward. 

� Listen when others speak 

� Withhold judgment about another person's values 

� Express things as much as possible using “we”, “us” and “our” – not “I” or “Me” 

� Respect individual differences and divergent views 

� Speak personally and specifically rather than generally 

� Eliminate personal prejudice, expectations, biases  

� Everyone contributes to discussions and no one dominates discussions 

� Establish consistent meeting times during the season and off season 

� The focus should be on becoming a better individual leader within a team of 

leaders 

� The goal is to be action oriented – solving issues, correcting mistakes, moving 

forward, teaching, refining and living the core covenants 

 
ACTIVITIES: 
Seeking Wisdom  Bring back former team captains to interview about his/her advice 

Get to Know Teammates: Put into diverse groups for working tasks   eat with a different 

group each day – something you don’t know about me – pictures of the team and identify 

who you know 

Give Each a Voice: set up opportunities for each of your leadership team members to 

present in front of the team  

Courageous Conversations:  Provide an opportunity for each member of the leadership 

team to lead a discussion and make a final decision in a team discipline situation.  It can be 

just a scenario set up by the coaching staff giving team members a chance to rehearse 

tough conversations and choices before they become reality.    

Getting to know teammates through fun competition:  Divide your leadership team into 

groups and give each group the responsibility for organizing one teambuilding 

competition during the preseason.   Coaches need to teach and make sure that groups 

understand the type and format of programs that would benefit team chemistry and keep 

everyone engaged and be given an agenda ahead of time.  Groups remain together during 

the entire competition and standings kept.   
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Community Service Activities  The same process can be used for community service with 

each group planning an activity.   

Review/Preview:  Head coach and leadership team should meet on a consistent basis to 

review the previous week and preview the next week.  This gives them a chance to 

evaluate what had just happened and be proactive with the upcoming week.  Team 

morale, team covenants, communication, discipline, areas of improvement, attitudes, 

motivation, issues, situations, themes, potential problems, leadership challenges and 

leadership lessons are all open for conversation.   

 
Discussion Questions for Leadership Team 

� How can we raise the level of commitment on our team?  
� Which individuals need to improve their commitment and what can we do to reach 

them? 
� How can we raise the level of effort? 
� Which individuals need to improve their level of effort and how can we reach them? 
� How can we increase the number of people turning out for our sport? 
� What is working in our leadership group and where do we need to improve? 
� How can we raise the spirit and energy on our team? 
� How can we raise the spirit and energy for our team around school? 
� How can we reinforce our team’s covenants? 
� How can we work with teammates or coaches who are not living up to the team 

covenants? 
� How can we improve communication amongst our teammates and leaders? 

 

Notes/Lesson Plans: 
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Evaluation and discussion points for shared leadership:  
 
1  2  3  4  5  

Never       Seldom            Frequently  Always 

 

1. Team leaders fully understand our core covenants 

2. Team leaders are good examples of the covenants 

3. Team leaders are followed 

4. Team leaders enjoy working together 

5. Our leadership team is close 

6. Team leaders can disagree and still get along 

7. Team leaders can both lead and follow 

8. We can openly express our opinions in our meetings 

9. There is a high level of respect for each other 

10. Team leaders face and deal with problems in a timely manner 

11. Team leaders are able to work through difficult problems 

12. Team leaders ask for help when help is needed 

13. As leaders we are good listeners 

14. We work collaboratively  

15. We get a lot done 

16. We work well with coaches 

17. We communicate well in and out of practice 
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10  Team Covenants, Culture and Leadership 
Core Covenants  

Support material, Proactive Coaching booklet, First Steps to Successful Teams – Core 
Covenants 

Every team has a culture.  It is either intentionally created or left to chance.  Great teams 

do not happen by accident.  The best leaders have a vision of exactly what they want the 

team to look and act like and they intentionally teach and model those values in such a 

way that others buy in and follow. 

 
Purpose of Core Covenants:   

1. To provide clear and consistent standards 

The personnel on teams changes every year but when programs have strong 

covenants and expectations for team standards and behaviors, the program 

remains consistent.  Your standards become the legacy of your program.  The 

clearer the standards are, the better they can be taught.  The better they can be 

taught, the more likely people will buy in.  The more consistently the leaders 

model the actions, the more likely followers are to duplicate the actions.  They 

need to be simple enough that they can be remembered and articulated. 

2. To not leave your teams culture to chance 

Leadership has a choice to hope they develop a great culture or to intentionally 

define, model, shape and reinforce the culture.  Intentionality is the key. 

3. To inspire 

Covenants should be both stated in both positive and powerful terms so that 

people want to be part of your team culture. 

4. To set you apart 

Being average is easy.  Setting yourself apart requires something special.  An 

observer should not only be able to see the covenants in action but it should look 

different from the “normal” teams.   

5. To help teams reach their potential   

The only thing any leaders can ask is for the team to play to their potential.  Having 

a clear, consistent behavioral path with covenants chosen that will build on your 

strength and remove potential problems is the first step to being as good as you 

can be. 

6. To address things that have hurt your team from reaching potential 

Problems seldom go away by themselves.  One of the chief duties of leadership is 

to try to eliminate all surprises.  By addressing the behaviors that have hurt the 

team and impacted performance, leadership is being proactive.  Your covenants 

can face the problems and state the actions in a positive manner instead of waiting 

and hoping the problems don’t arise and then have to take punitive action.  When 
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leaders are trying to change or improve the culture, everything becomes secondary 

to the core covenants; nothing is more essential to raise you to the desired level. 

7. To serve 

The covenants need to be something bigger than anything that anyone could do on 

their own and get people to commit to serving each other and something bigger 

than themselves. 

8. To attract like minded people 

Strong values that can be seen and set a team apart are attractive to people who 

want to be part of something special.  A team that has established an outstanding 

culture should expect to have new members who are already aware of how things 

are done and choose ahead of time to buy in.  People are attracted to greatness 

and the culture continues to advance and prosper.  

 

Covenants cannot just be words placed on the locker room wall.  Choosing those values is 

worthless and counterproductive unless they are committed to in the actions of the 

participants.  For example, if best effort is part of what your team is about then players 

either give everything they have or they don’t.  There is no middle ground on great teams.  

When covenants are not completely followed and nothing is done to confront and correct 

that, the fraying process of the team’s culture begins.  On great teams when it comes to 

covenants and skill, there is attention to detail.  Both big things and little things are 

important.  There is a saying in the Navy that if you walk on a ship and the brass is 

polished, the guns will shoot straight.   It is like the company that says if a committed 

employee loses a million dollar contract, we will sit down and try to figure out how to do it 

better but if an employee cheats on his expense account he is done.  The message to 

everyone is, don’t mess with our core covenants.  They are why we will eventually succeed 

or fail.   

 

Leaders are known for what they do, not what they know.  Leaders are doers.  In order for 

teams to come together and reach their potential, leaders must be the first to take action. 

 

Questions for leadership: 

� Have we created a clear vision? 

� Are we doing what we are saying? 

� Are we willing and able to address behaviors that are a violation of our covenants?   

� Do our covenants set us apart? 

� Does our culture attract people? 
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Defining Core Covenants 
Covenants are: 

� A binding agreement where you can witness the difference 

� Clearly established philosophy  a way to play the game  

� A clear vision of how the team will operate  

� “The way we do things here” 

� The team’s identity  

� Performance standards 

� Values with actions attached 

� Preset behaviors and expectations 

� A code of cooperation 

� Your “automatics” 

� Guiding principles 

� Your cornerstones – your foundation 

� The heart and soul of your team 

� Values that drive all your decisions 

� Values that create energy  

� Values that provide direction 

� Values with actions that set your team apart 

� Values that hold you together when things are not going well and when  things are 

going great 

� Define what is acceptable and not acceptable 

� Team guarantees 

� A formal declaration 

� Why people are in the program – why your team exists 

 

Covenants need to be: 

� Clear enough that they cannot be misunderstood by anyone on the team 

� Both spoken and practiced 

� Concise – so that they can be stated accurately and succinctly 

� Consistent – actions true to the beliefs at all times 

� Complete – should cover any situation 

� Publically declared 

� A reason why your team exists 

� Affirmed and rewarded as much as possible 

� More than just words 

� Taught and modeled by leadership 

� Perfectly clear about what is right, what is not OK 

� Perfectly clear on what will be expected and accepted 
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� Visible in good times and bad times 

� A filter for all team decisions 

� Committed to by all team members if they want to be counted on 

 

Covenants are demonstrated in the way you act and the way you insist your teammates 

behave.  Covenants support your goals but are different: Goals are where you want to go 

and what you want to achieve; the covenants are the actions that will give you the best 

chance to reach your goals.  Goals are looking to the future but covenants needs to start 

immediately.  Goals are forecasted but covenants are lived every day.    Goals might be 

adjusted during the season but covenants are the behaviors that provide a consistent 

foundation that is always there, they are a constant driving force. 

 
 
The difference between two cultures 
If you compare two US Olympic Basketball teams you will see the power of creating and 

living team values.  Both the 2004 “Dream Team” and the 2008 “Redeem Team” teams 

were comprised of extremely talented “superstar” millionaire athletes.  In 2004 the team 

relied mainly on individual talent and previous history of success.  No team was ever really 

formed.   They expected to succeed but didn’t do the work necessary to develop a winning 

team culture.  They lost three games to less talented players and finished with the bronze 

medal.  Until that year the US had lost only two games in the history of the Olympics.  In 

2008 Coach Mike Krzyzewski and his staff intentionally established team behavioral 

standards very early in the selection and tryout process.  In Coach Krzyzewski’s book Gold 
Standard, he describes the process used to take individual stars and turn them into a team.  

Their standards were defined specifically in behavioral terms so that they could not be 

misunderstood.  They established team behavioral agreements that went from being on 

time to how they would stand for the national anthem to how they would react to official’s 

calls.  Nothing was left to chance and every value assisted them to play to their potential 

and regain the gold medal.    

 

Great teams know what they stand for because leadership has not left it to chance.  It is 

said that if you interviewed a group of Navy SEALS separately and asked them the same 

questions, their answers would basically be the same.  When there are clear, consistent 

standards (covenants) that are taught and enforced there will also be consistency in 

thoughts, words and actions.  The best teams don’t have individuals who go their own way 

or do only what is easy; they have team members who understand and commit to values 

that will help them compete at the highest level.   
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The good news is that once your core covenants have been set in place – identified, 

communicated and seen in your actions – they become easier to pass from team to team 

and season to season. They become tradition and part of your legacy.   

 

 
Process for developing Core Covenants: 

� Have a vision of what you want your team culture to be and what it will look like in 

actions.  Each leader needs to understand the content of the statement so that 

everyone sees the same vision.   If you start with covenants, everything else will 

follow.   A crystal clear vision will connect the mission and the actions as you 

advance in this process. 

� Establish values that will define the team   
o ACTIVITY  Just start by listing adjectives that you would like to describe 

your team.  List as many as you want then start cutting them down to a 
teachable number.  Some may easily fall under another category.  
(Selflessness may be listed under Team First Attitude).   

o ACTIVITY  What things will propel us to the next level?  Here are three 
questions to ask yourself in the beginning of the process: 1) What things 
are we doing well now that we want to continue doing (what are we proud 
of)?  2) What things are we doing now that we need to stop doing in order 
to be successful? 3) What things are we not doing now that we need to 
start doing? 

� Put actions to the values  This makes them a practical tool.  Don’t write down 

anything you are not willing to do or hold each other accountable to.   

o ACTIVITY  5 questions for leadership:  1) Can you teach the actions?  2) 
Will they help you win (or reach your potential)?  3) Are you able to model 
them?  4) Are you willing to hold teammates accountable?  5) Are you 
willing to be held accountable?  If the answer to any one of these questions 
is no, then you need to take the action off your list.   

� Articulate the covenants  Leaders need to be able to clearly, concisely and 

consistently articulate the covenants.  Take your time and choose the words 

carefully and intentionally so that everyone is speaking the same language.  

� Teach the covenants – Present the covenants to the team in such a way that it 

clarifies and sells the vision.   Teaching it well will sell them, make them real and 

encourage others to embrace them.   Teaching should be ongoing so communicate 

the covenants at every opportunity.  The best teachers present with enthusiasm, 

relevance and confidence.   Remember that most of the teaching will be done not 

through your words but through your own actions and relationships. 
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� Write the covenants down – Writing should give everything even more clarity.  

Eliminate useless words.  Say it so clearly and simply that it cannot be 

misunderstood.   

� Make them public – Consistently keep the covenants in front of the team.  If you 

are going to honestly live them, put them on everything you own.  Put them on 

your practice jerseys, in your programs, on your business cards, on plaques, signs 

and locker room walls.  Display them anywhere your team or witnesses can see 

them.   

� Make a public declaration to demonstrate commitment – In team terms, 

commitment means two things – 1 ) it says that the player is willing to do whatever 

it takes in creativity, effort, determination, discipline and perseverance to follow 

the words and actions of the covenants and 2) it is surrendering of individual ego 

for the team culture.   A public declaration eliminates all excuses.   

o ACTIVITY – Discuss methods that could be used for a public declaration.  A 
public demonstration only has to be in front of the team but it could include 
the student body, parents or community.  It could be signing their name to 
the document or simply standing or making a verbal commitment.  But it 
needs to be done in front of teammates and coache/leaders.   

� Practice your covenants – Practicing in this case means following through with 

your actions.  Covenants only have value when the team is living them.  Team 

leaders must be the best models.  Developing values is not a difficult process but 

being able to clearly and consistently articulate and model the values at all times is 

what brings them to life 

� Evaluate – Every now and then take a step back and look at your team from a 

distance.  Are we really doing what we say we are doing?  Compare what you see 

to what you wrote. 

o ACTIVITY – Bring in someone from the outside and have them watch you 
practice and see if they can identify what you stand for through their 
observations.   

� Institutionalize your core covenants – Weave them into everything you do.  Filter 

all team decisions through your covenants.  Your values need to be so engrained 

that every team member consciously thinks about them while making decisions.   

� Reward your core covenants – If you want to reinforce the vision and the culture, 

reward people who are doing it well.  The strongest concept of motivation is “what 

you want more of, reward”.  Praising people who are living the standards 

expresses appreciation for their commitment and encourages others to do the 

same.   As a leader, celebrate all successes either publically or privately.  Continue 

to look for new and different ways to communicate and reward them.  Let your 

team see your enthusiasm.  Keep your eyes open for people making small 

improvements and verbally reinforce them as they get closer to commitment.  Be 



42 

 

aware of teammates who may need someone to lift them up.  Eventually you want 

to try to bring people to the team on the basis of your covenants, support people 

who live them and remove people who consistently violate or ignore them.    

� Indentify the committed members of your team and welcome them to the inner 

circle.  The only requirement for entrance into the inner circle of your team is full 

and consistent commitment to the covenants; no exceptions.  You cannot make 

exceptions based on talent.   No one can abstain from agreement on behaviors and 

be part of the people you trust.  Do not count on anyone who doesn’t publicly and 

voluntarily commit.  Do not count on anyone who doesn’t consistently model the 

covenants. 

 

 
ACTIVITIES: 

� Logo Exercise – Who are we and what do we want to become?  Put up some logos 
that everyone is familiar with and ask players, what do you associate with this 
logo?  Sports (Yankees  Duke Basketball) – Business (Costco, Microsoft, Enron).  
Then show your logo – what do you want it to represent now, a year from now and 
five years from now? 

� If someone came to watch your team practice, what would they say you stand for?   
If they watched you win, watched you lose, watched you in the hallways, or on the 
weekend?  What would you like people to say about your team? 

� Every team gets to write their own their own book (or own chapter in the 
program’s book).  What do you want yours to say? 
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The following are some examples of different styles of team covenants:   

 

Team covenants written out – Colfax High School, Colfax, WA – Mike Morgan Head Coach 

 
Colfax Bulldogs Football 

Core Covenants 
 

The following covenants govern who we are as a football family.  These should be evident 

in every action we take on and off the field.  

 
HONOR 
A Colfax Bulldog football player shows honor by sacrificing for a cause greater than himself.  

What does it look like? 

1. Never letting his teammates down. 

2. Honoring his teammates with his best effort and attitude.  

3. Honoring his opponents with his best effort and attitude.  

4. Honoring his parents by doing the right thing.  

 
RESPECT 
A Colfax Bulldog football player earns respect by showing respect to his teammates, 

coaches, officials, his opponents and the game.  

What does it look like? 

1. Please, thank you and you’re welcome. 

2. Yes sir/no sir. 

3. Always making eye contact. 

4. Being humble in victory, gracious in defeat. 

5. Placing the team first.  

 
HEART 
A Colfax Bulldog football player puts his heart into everything that he does.  

What does it look like? 

1. Pride in his team, school and community. 

2. Desire in achieving individual and team goals.  

3. Working hard at everything he does.  

4. Attitude, effort and determination.  

 
CHARACTER 
A Colfax Bulldog football player shows character by being a man of integrity.  

What does it look like? 

1. Being predictable which builds trust.  
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2. Being humble. 

3. Doing the “hard right” instead of the “easy wrong”.  

4. Being accountable.  

 
BEING RELENTLESS 
A Colfax Bulldog football player plays with an effort that is greater than others think is 

possible.   

What does it look like? 

1. Hustling in every situation.  

2. Going to the whistle.  

3. Never taking a down off.  

4. Displaying the highest degree of preparation.  

5. Never, ever giving up.  

We, the undersigned, voluntarily place our signature on this document.  Our signature, 

which is a mark of accountability, tells everyone that we are 100% committed to these 

covenants.  

 

 

 

Written out from Park High School, Livingston Montana – Athletic Director Scott Rosberg 

 
Park High School Coaching Staff 

Coaches Core Covenants 
 

Positive Leadership I will strive to be the best leader I can be.  This means that I will try 

to always be a positive influence on my team, my coaches, the entire Park High staff, and 

all others that I deal with through this position.  I will model the positive character traits 

that we seek in our teams.  I realize that my actions and my words will be the embodiment 

of my leadership style, so I will act and speak accordingly.   

 

Sportsmanship   I will act in such a way that I will always show poise, control and grace, no 

matter the situation or the outcome.  I will applaud my team, coaches, opponents, officials, 

and my teammates on the Park High coaching staff for jobs well done.  I won’t criticize, 

taunt, or belittle those same people or others.  I will carry myself with grace and dignity. 

 

Discipline   I will be disciplined in my job and in my life.  I will ascertain what needs to be 

done, and I will do it the right way every time it needs to be done.  I will have a focused 

attention and focused effort on the tasks that need to be accomplished.  I will discipline 

myself, so that no one else has to.  I will also make sure that my students are disciplined as 

well and I will hold them accountable when they “let their teammates down.” 
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Strong Communication Skills    As stated in #1, my actions and words embody my 

leadership style.  Therefore, I must master the art of communication.  Everything I say and 

do is being judged by a myriad of people.  I must be clear and honest but I must also 

understand to whom I am speaking and be tactful and compassionate when choosing my 

words.  I will praise proper behavior constantly and I will correct improper behavior 

immediately.  I must also remember that the biggest part of communication is listening, 

not talking.   

 

Commitment to Team   I will be selfless and unselfish, especially with regards to my 

“coaching teammates.”  I will not let my team of players and my teammates of coaches 

down.  I also realize that another team’s success is not my failure; therefore, I will 

encourage and celebrate the success of other teams on our staff. 

 

Positive Attitude   While I am in complete control of all of these core covenants, this one is 

what controls all of the others.  I must be a positive contributor to my team and the entire 

program, as well as a positive ambassador of our activities and athletics programs as a 

whole.   

 

Goals 
1. Together we will be a team of coaches. 
2. We will be a team of character and create teams of character. 
3. The above core covenants are evident to anyone who sees us. 
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Summarized covenants on the cover of the program – Kentwood High School – Rex Norris, 

Head Coach 
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Summary of team values poster – West Point Club Sports – Courtesy of Ralph Pim 
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Example of covenants in a matrix style 

 
Team 

Covenants 

 

TRUST 
 

FAMILY 
 

INTENSITY 
What the 

team 

covenants 

look like in 

school 

 

 Be on time to class, be 

prepared and sit in the front 

and actively participate 

 Follow the Arc Responsibilities 

 Take ownership in staying 

eligible and graduating 

 

 Know all your teachers by 

name 

 Create study groups to help 

others that are struggling 

 Write thank you notes to your 

professors at the end of the 

term 

 Take pride in academics – it is 

why you are here 

 

 Eliminate any distractions, no cell 

phones or head phones in class 

 Compete in class, 100% attendance, 

prepared and participating 

What the 

team 

covenants 

look like in 

the 

community 

 

 

 Follow rules of school and 

state 

 Do what is right 

 Be polite and use good 

manners 

 Respect the fans, your peers 

and professors 

 Stand up for your brothers 

 Be a good role model by 

making good decisions 

 Servants – give back to the 

community 

 

 Respect all laws and help others obey 

them 

 Make direct eye contact with those that 

are speaking 

 Transfer from on field intensity to 

focused intentional citizenship 

What the 

team 

covenants 

look like in 

practice 

 
Trust your training 

Mentally and physically 

prepared with a teachable spirit 

Fearless – Don’t be afraid to 

take calculated risks 

 

 Be tough on one another, 

don’t be afraid of conflict 

 No egos, respect your 

brother’s voices 

 Display positive body language 

 Compete in drills, treat every rep like 

it’s your last 

 Compete at the tempo with which you 

wish to play 

 Play relentless through the pain and 

injury 

 Prepare each week to the best of your 

ability 

What the 

team 

covenants 

look like on 

game day 

Trust the person next to you is 

fully prepared and will make 

contributions when called upon 

Know and understand your 

role 

Accept open and direct 

communication 

 Encourage your brothers from 

the sidelines, celebrate their 

successes 

 Stay poised in the face of 

adversity and maintain focus 

 Have a team above self 

mentality with positive body 

language 

 Play with an attitude, one play at a high 

tempo no matter the situation 

 Have discipline on the sideline, focus on 

the team’s mission, focus on the game, 

not the crowd 

 No penalties before or after the whistle 

 

If you would like to see other examples of team covenants or ones for a classroom, 

a business, or a school, please email me at bruce@proactivecoaching.info and we 

will send them. 
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Activity: 
� Decide and write core covenants 
� 5 Question exercise for each action 
� Decide how and when you are going to introduce and teach to the team and who 

will do the teaching 
� Decide how you are going to make a public declaration 
� Decide how you are going to try to bring the uncommitted into the inner circle 
� Decide on a deadline for commitment 
� Decide how you are going to display your covenants 

 

 

Follow through and assessment - Reinforce – Re teach - Refine 
After establishing, teaching and living the covenants, the worst mistake leadership can 

make is assume that everything will go perfectly; it won’t.  Be prepared to defend your 

team values.  Be prepared to do touchups and refinements during the season to take care 

of different situations that will arise or for better clarification.  The foundation of the vision 

will not change but it will always be a work in progress.  Continually work to find better 

ways to teach, define and promote your covenants. 

Celebrate every success and attribute the successes back to your covenants. 

 

Notes/Lessons plans: 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



50 

 

11 - Selecting Leaders  

Before a coach can decide on a method for selecting leaders, he or she must have a very 

clear vision of what those leaders are going to be expected to do.  The clearer you can 

define the responsibilities of leadership on your team the easier it is to find the right 

people and have them step up.  Leaders need to know why they were selected and exactly 

what is expected of them.  The booklet, Captains, Seven Ways to Lead Your Team is an 

example of a job description. 

The standard methods used by many teams in the past was to have tryouts and then have 

the team vote on a captain or to have the coach select a person(s).  Even though that may 

have been fine for some situations, there are probably many more effective ways to 

promote and empower leadership within a team. 

Elected by the team: 

� Positives  The team feels like they had a say in choosing their own leader(s) 

� Negatives  Often the person chosen is based upon popularity, seniority or ability 

(best player) and has little to do with either leadership interest or ability. 

 

Selected by the coaches: 

� Positives – The coach may have the best idea of who is capable of leading or who is 

going to be the easiest to work with 

� Negatives – The team may resent the choice because they had no say in the 

selection and may or may not want to follow that person. If the person selected by 

the coach is an underclassman then the older players may resent the decision. 

 

Combination – team selects some, coaches select some: 

� Positives – both groups feel like they got who they want to lead.  The coach does 

not have to announce which were voted in and which were selected by them. 

� Negatives – The team may be inclined to follow their choice and reject the coach’s 

choice.  The coaches may be inclined to favor their selections over the team 

choices. 

 

Letting natural leaders emerge: 

� Positives – People who have the interest and natural ability just rise to the top  

� Negatives – If no one rises to the responsibility it will fall on the coach’s shoulders.  

Many natural leaders are very strong willed and if they are not willing to lead in a 

positive manner then the team is adversely impacted. 
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All seniors are leaders: 

� Positives – Seniors being automatically named leaders gives them ownership.  It 

also sets up the next class to know that their time is coming 

� Negatives – Some of your underclassman may be your best leaders. 

 

Leadership Team – Unity Council  

� Positives – All factions of the team are represented.  Diverse opinions and 

perspectives.  The unity council can be done by having each different area of the 

team represented (i.e. football  linebackers, offensive linemen, running back, 

defensive backs, etc.) or each grade level represented (i.e. 2 freshmen, 3 

sophomores, 4 juniors, 6 seniors) 

� Negatives – More work for the coaches who are trying to get a larger group to 

work and lead together 

 

Teams within the team: 

� Positives – May be helpful in a sport like track where there are so many different 

participants and they really don’t practice together (distance, sprinters, jumpers, 

weight people, etc.).  It may allow them to practice separately but still support 

each other 

� Negatives – If it is not done correctly it may keep the teams as individual groups 

and not unify 

 

Training all athletes to lead: 

� Positives – Athletics should provide an opportunity to teach people to lead.  

Everyone can lead at their own level of interest or ability and the strongest will 

emerge and the younger athletes can grow into leadership.  Not limiting anyone – 

they set their own limits. 

� Negatives – Too much leadership may mean no leadership.  It may water down the 

importance of leadership.  Also it requires a lot more work for coaches trying to 

teach the whole group leadership principles and assessing their contribution. 

 

Provide job description and let people apply for the job 

� Positives – By providing an exact job description, the coach can allow people to 

apply for specific duties or make it so that applicants need to be able and willing to 

do everything.  If it is set up so that people can apply for specific duties, any person 

who wants to lead can find an area where they can contribute and know exactly 

what they are expected to do. By sharing what each person is contributing, other 

team members know what they can expect from each leader.  The coach is still has 

the ultimate decision.  Practice in applying for an actual job.   
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� Negatives – Some people who may be your best leaders may not apply.  It will 

require more of a time commitment by the coach than if there were just a couple 

of leaders. 

 
 
ACTIVITES:  

� Name the best leader you have ever worked with  and why they were effective  
� Name a leader from history who you would like to have been able to follow 
� Name a great leader in your sport 
� Have your leadership council welcome all new team members and introduce them 

to the team covenants 
� At the college level, have all potential recruits be interviewed by your leadership 

council 
� Develop a process and goals for consistent meetings with coaches and team 

leaders 
� Develop an exact job description for leaders of your team 
� Develop a series of interview questions for potential leaders 

 

Commitment Statements for Leaders 
 I commit myself to continue to learn and grow as a leader. 
 I commit myself to not just staying as I am but to try to become the best team 

leader I am capable of being. 
 

Notes/Lesson plans: 
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Leadership Concepts and Application 
This section supports and expands on the information included in the Proactive Coaching 

booklet entitled, Captains, Seven Ways to Lead Your Team.   

 
12  Be first to lead by example  
 
In this section of the Captains booklet, it explains what it looks like to be an example of a 

positive athletic attitude.  The examples that are covered in the Captains booklet are: 

Teachable Spirit, Poise, Work Ethic, Excellence, Accountability and Initiative.   

Leader   

� Committed to the team and demonstrates their commitment with their actions 

� Their actions are intensely focused on the covenants of the team 

Non Leader 

� Intently focused on themselves 

 

Being an example means walking your talk  

Talk is cheap; action is everything, especially when it comes to leadership.  Leaders need to 

always understand that people will hear what you say but they will believe what you do. It 

is said that over 80% of what is learned is based on observation of actions.  To have any 

behaviors become part of the team’s culture, they have to be modeled by leadership.  

Leaders need to realize that their followers are constantly assessing their actions.   

 

Identifying, developing and communicating core covenants for your team will do more 

harm than good if you are not following through with action.  If your team values state 

specific behaviors and the leaders are not living them in their actions, it comes across as 

hypocritical, dishonest and selfish.  It sends the message that the team standards are for all 

the other team members but the leaders are “above” the same expectations.  

 

Leaders who are examples cannot compartmentalize their lives.  They need to understand 

that they will be watched and judged in every area of their life.  You cannot be a good 

example of the team covenants on the field and a bad example off the field.  Be consistent 

in your life.  When a team has exceptional and consistent standards, it is usually because 

those standards can be seen in the lives of the leaders. 

 

So as a leader, you must constantly be looking at yourself to make sure there is not a 

difference between what actions of the team covenants state and what you are doing.  If 

you don’t find them yourself, others will.  There can’t be a gap between the espoused 

values and the leader’s actions.  It is not a bad idea to have an accountability partner (or 
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check with the coach) who can let you know that you are either in line or not.  Two people 

cannot have many bad days – the head coach and the key leader.  You will have some “bad 

days” and when you do, you need to be the first to recognize and correct the actions.   

 

Being a consistent example becomes even more important during intense competition.   

When things get heated up, the team will always look for someone to follow.  If the leader 

is different under competitive pressure and stress then people learn that they cannot 

count on them when it is most important.  Leaders must be “the face their team needs to 

see”, someone who is calm in the eye of the storm.  This is reassuring for followers 

because it gives them someone they can turn to, depend upon and be confident in when 

needed most.   

 

Very simply, leaders need to live the values of the team at all times.  This modeling 

demonstrates commitment to teammates, coaches and the program. Being the person 

your team can observe and follow facilitates cohesion, builds respect and trust.  It is 

absolutely vital for leaders to behave in a way that there is consistency between their 

words and their actions.  You can never earn the respect of your team unless you walk the 

talk.  

 

Being an example in the small things allows you to win  

There are no unimportant details.  If you are looking for an advantage, develop a sense of 

urgency about the “small things”.  Everyone wants to achieve the “big” goals but great 

teams have learned that success depends on the details.  Big goals get reached when the 

“little” things are done consistently with great effort and excellence.    By having leaders 

who are an example in the small things, others make them equally important.   The people 

following you must be shown through your actions and attention to detail that small 

victories make the big victories happen.  Big victories are just an accumulation of small 

things done correctly and consistently.   

 

 “There are no big things, only little things done with great love.”   
Mother Theresa  

 

So learn to enjoy and take pride in being good in the details of your sport and team culture.  

Success will follow if you can get others to do the same.  One of the main things that 

separate good teams from great teams is “minor details”.  President Harry Truman stated 

the difference between average people and great people were three words… “and then 

some”.    The great ones do what is expected … and then some.   
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ACTIVITY: 
� List the “little things” in your program that will help your team succeed and where 

you can be an example 
 
Being an example demonstrates commitment 
Commitment means you are all in.  It eliminates excuses.  Commitment means that you 

can be trusted to follow through no matter what the situation.  It is not about doing things 

when it is convenient, occasionally or when you feel good.    

There are different levels of commitment and as a leader you need to be able to 

understand and recognize where people are so you can help them get to where the team 

needs them to be.   Also you need to be very clear about what you are expecting people to 

“commit” to.  On intentionally established team cultures, all you are asking people to 

commit to are the clear and consistent team covenants.  The better you can teach and 

model the covenants, the more likely your teammates will commit themselves to them.  In 

other words, the more committed and trusted the leader is the more commitment the 

team will have.   

 

Here are some levels of commitment you can see on teams: 

Weak or no commitment:  These people demonstrate with their actions that they don’t 

care.  They are checked out, disengaged, and have “whatever” attitudes.  They may go 

through the motions but can’t be counted on.  Honestly, you don’t find too many people in 

athletics at this stage.  Athletic participation is a voluntary activity and requires way too 

much time, effort and emotion.  In my coaching history, the players who demonstrated this 

level of “non commitment” were usually playing for some reason other than that they 

wanted to.  “My dad played football.  He wants me to play.  I really don’t care about 

football.”  Occasionally this level might just be that the person has lost their love of the 

game.  The lost joy might be temporary, so the leader needs to see if they can rekindle that 

fire again. 

Compliance:  I am interested in being on the team and will do what is asked of me.  If 

following the covenants is what is going to allow me to be part of this, I am willing to do 

that.  These people don’t really hurt teams because they are followers.  Sometimes it might 

be that they have never committed to anything in the past and before they can fully 

commit they are just being cautious.  Maybe they don’t completely understand the core 

covenants yet and are trying to see if the team leaders are going to be true to their word.   

Often times players who start the season in this category become fully invested team 

players.  Don’t give up on them as long as they are willing to follow.  Compliance is 

lukewarm commitment. 

Conditional Commitment:  These people will commit as long as they get their way.  Their 

commitment always seems to have conditions attached.  “I’ll commit as long as I am 

starting” but if they aren’t starting they not only don’t follow the covenants, they will 
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usually work against them with bad attitudes and low effort.  “I’ll commit as long as we are 

winning” – “as long as I get to play the position I want” – “as long as I get my shots, my 

attention, etc”.  It is always, me, me, me.  They are selective with their effort and attitude 

and will be fine as long as everything is good for them but they are basically selfish and 

cannot be trusted.  They are team killers.  These players need to make an attitude change 

or be eliminated.   

Obsessive Commitment:  In some sports you may find people who are so obsessed with 

success that they will do whatever they can to get there.  I am talking about steroid use or 

performance enhancing drugs to build up size and strength, or eating disorders to control 

body type or keep weight low.  The truth is that team leaders will probably know about this 

level before the coaches.  This can be dangerous or even life threatening and you cannot 

put on blinders and pretend it isn’t happening.  It needs to be brought to the coach’s 

attention so that it can be dealt with by professional medical people.   

Full, Unconditional Commitment:  This is the level where leaders must reside.  You cannot 

be at any other level and still be a leader.  These athletes are completely in.  They are fully 

committed to the team, the covenants, their teammates, their coach and there are no 

conditions or situations that will change that.   

 

This level of commitment requires authenticity, dependability, consistency, mental 

toughness and most of all courage.  But the result is that this kind of commitment is 

required if you want to inspire trust and confidence in your teammates and coaches.  The 

first step to greatness on competitive teams is begun when leaders fully and 

unconditionally commit to excellence and to each other.    

 

The key is to figure out how you can help as many people on your team as possible to get 

into the full commitment stage.  This may mean removing some or all of the people in the 

“conditional stage” unless they are willing to change.  Give them a chance but be ready to 

move on without them.  It will also mean reaching down to the compliance stage people 

and lifting them up.  Don’t give up on this group; they will often make the jump in 

commitment if leaders are strong examples.  If you can find a way to reach them so they 

become completely invested, the team performance can improve dramatically.   

 
ACTIVITIES: 

� Honestly assess your own personal level of trust and see if it needs to improve (see 
earlier trust assessment) 

� Honestly assess the current commitment levels of your team and see what 
percentage of your team is in each category 

� Meet with coaches and other team leaders to develop an action plan on how you 
are going to try to bring as many team members as possible into full commitment. 
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Being an example is one of the things that can build trust. 
The importance of trust has been discussed in an earlier section.  Having leaders who are 

trusted sets the stage for a high team trust culture.  In order for your team to reach their 

potential, trust must exist.  Leaders must find ways to earn trust so they are voluntarily 

followed.  Normally it takes a long time to decide if you really trust someone but in 

athletics you don’t have very long to get people on board; so that increases the importance 

of the leaders being a consistent example of the covenants from the first day.  Being an 

example says to everyone on the team that the leader is willing to put the needs and 

concerns of the team and their teammates ahead of their own.  If you have chosen team 

covenants that you believe will make a difference then focus on those exact behaviors and 

work on them as hard as you can.   

 

Potential followers will listen to what you say but will make their commitment based upon 

what you do.  In order to be believable you must be accountable.   Be accountable to 

yourself, your team, your coaches and your covenants.  The road to being trusted is built 

on honoring your words with actions.  Listen to your inner voice called your conscience and 

hold yourself accountable.  Your team needs you to be an example and embrace the 

accountability that comes with leadership. 

 

Inconsistency negatively impacts trust.  Leaders must be consistent in everything they do.  

When leaders say one thing and do another it is confusing to the rest of the team.  It sends 

a message that the covenants and behaviors are either not important or that they only 

apply to some people or some of the time.    That message destroys trust very quickly.   

 

In our Proactive Coaching booklet entitled, The Impact of Trust, we discussed what allows 

leaders to be trusted.  It basically comes down to three things: 

Competence – In this case, you understand and apply leadership principles – being good at 

what you are doing 

Caring – You honestly care about the people you are leading and show it with your actions 

Character – You are who you say you are – purposeful and intentional integrity 

 

If you can be an example of these three things the foundation of the team has been built, 

boundaries have been established for behaviors and a cooperative, trusting culture will 

follow.  Your word needs to be good.  When you have committed to something you must 

follow through by being an example in both words and actions.  Don’t give your word 

unless you intend to keep it.  When leaders are dependable on their promises and 

commitments the reward is a team that is trustworthy. 
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Being an example requires courage. 
Physical courage is important in sport but authentic moral courage is required for 

leadership.  There are times in leadership that you must be willing to take a stand on your 

beliefs that may be going against the grain of some team members.  Leaders must be 

prepared for those moments and not shy away.  You will not always be popular but you 

must do what is best for the team.  These moments are a test of your commitment, 

authenticity, and true leadership.  Leaders need to be ready for courageous actions and 

courageous conversations.   The fully committed members of your team will trust leaders 

who have the moral courage to act in accordance with their established team covenants.  

You can have all the leadership skills in the world and have perfectly worded covenants 

but if you lack the courage to act in line with them or hold others accountable, you will not 

be trusted or followed for long. 

 

ACTIVITIES for being an example: 

� When you find yourself in a questionable situation, see if your actions pass the 
following tests 

o Is this in line with our stated beliefs? 
o Is this something I would do in front of my coaches, parents, grandparents, 

little brother or sister? 
o If this action appeared on the front page of the paper, or on facebook 

would I be proud? 
o Would I want the younger players on the team to follow this example? 

 
� Self Assessment for Potential Team Leaders: 

 

 
Choices for LEADERS  

Teams will follow the values demonstrated by leadership. 

 

Would you like your team to be “Coachable“?  (then the leaders must model…) 
� Taking correction as a compliment  

� Consistently seeking new information   

� Being eager to learn 
 
Would you like your team to have great “Work Habits”?  (then the leader must model…) 
� Subjecting yourself to hard, productive work 

� Committing to continuous improvement 
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Would you like your team to be “Confident”?   (then the leaders must model…) 
� Having a quiet confidence based on preparation not arrogance 

� Be as prepared as possible 

� Having a relaxed but aggressive approach 

 
Would you like your team to have “Pride”?  (then the leader must model…) 
� The shared joy of the inner circle   
� Not requiring or expecting any special treatment  
� A sense of dignity 
� Valuing the work and accomplishments of the team 
 
Would you like your team to be the best they can be “Academically”? (then the leaders 
must model…) 
� Responsibility for academic effort  
� Maintaining academic eligibility  
� Covering all responsibilities for any classes missed due to travel 
 
Would you like your team to be “Accountable”?  (then the leader must model…) 
� Being dependable 

� Being able to accept responsibility for outcomes, performance and behaviors 

� Being a problem solver, not an excuse maker  

� Looking to yourself first when improvement is needed 
� The ability to start your own engine   

� Showing initiative  

 
Would you like your team to be a “High Trust Team”?  (then the leader must model…) 
� Being counted on by self and teammates 
� Sincerely caring for each other 
� Keeping your word 
� Staying with your obligations and promises 

� Purity of intent  Integrity 

� Being truthful, honorable and genuine 

� Being worthy of respect 
 
Would you like your team to be “Disciplined”?  (then the leader must model…) 
� A sense of urgency about the “small things” 

� Accepting and embracing discipline for the benefit of the team  

� Self control on and off the court   

� Focused attention and effort 
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Would you like your team to be “Mentally Tough”?  (then the leader must model…) 
� The inner strength to be able to control emotional responses and concentrate on what 

has to be done in pressure situations    

� Using emotion and energy to make yourself tougher, not to give your opponents 

strength  

� That nothing can happen that will break your spirit, you can stay enthusiastic, 

confident and positive  perseverance 

� Quick recovery from mistakes  

 

Would you like your team to have a “Team First Attitude – Selflessness”?  (then the 
leader must model…) 
� The ability to put the team ahead of yourself in every decision 

� Accepting and fulfilling a role 
� Celebrating others successes 
� Sharing both successes and setbacks 
 
Would you like your team to be “Enthusiastic”?  (then the leader must model…) 
� A sincere love of the game   

� Sharing that love of the game with teammates  

� Bringing it everyday 
 
Would you like your team to be “Sportsmanlike”?  (then the leader must model…) 
� Respect for the rules and the game 

� Respect for and accepting the judgment of others 

� Respect for your opponents as guests 

� Reacting correctly even when others do not 
 

Commitment Statements for being an example 
 To understanding and articulating the core covenants of our team 
 To living the core covenants with my actions at all times 
 Follow team rules and aspire to stated team values 
 Team captains will model, hard work, smart work and team work 
 To be someone my teammates can watch and then follow my example 
 I am committed to  

o to the other members of our team 
o to the team’s purpose, covenants, standards, identity 
o to excellence 
o to winning 
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o to continual improvement and practice 

Notes/Lesson plans 
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13  Be first to be a lifeline of communication between coach and 
team  
 
Areas covered in this section of in the Captains, Seven Ways to Lead Your Team booklet:  

Communication triangle  Communicate by being truthful  Communicate by being 

connected  Communicate by being concise and clear  Communicate by being a better 

listener than talker 

 

Add – Know why you were selected and exact job description 

Connected to all groups 

 

Leader 

� Prefers eye to eye communication 

� Is clear and consistent in team messages 

� Is connected to everyone on the team 

Non Leader 

� Prefers other people to deliver the message or sends them indirectly 

 

Leaders empower the team with their verbal and nonverbal communication.  The more 

communication skills a leader has, the more likely people are to follow.  Leaders don’t 

need to be boisterous or loud but when they speak people need to listen.  They can 

successfully send powerful messages with their voice, inflection, body language and eyes.   

Proper communication will build relationships.  In order to bring people with you, effective 

communication lines must be established.  Teams that communicate well function much 

more effectively than those that do not. 

 

Communication Triangle: 
The most effective captains are a communication link from team to coach, from coach to 

team and from teammate to teammate.   Team leaders are the guardians of the 

communication lines within each group.  When trust has been established communication 

is easy but until you reach that point it requires learning to be good at this phase of 

leadership.  They understand that in order for teams to reach their potential, 

communication must be present and effective.  Choosing to not communicate, being 

negative or only speaking when it benefits you is selfish and harmful to the team culture.  

Communication should empower and encourage teammates.   

 

Communication should be respectful.  On teams, respect is not friendship but on teams it 

is more important than friendship.  Showing respect is one of the disciplines of leadership 

and like any other skill, it must be practiced.  You may have teammates or coaches you do 
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not like but regardless of your personal feelings, leaders still need to demonstrate respect 

for them if they have bought into the team culture.  Regardless how different you may be 

from another person, leaders can always give respect.  Athletic teams are often the most 

diverse group you will ever be part of.  Diversity can be a tremendous strength if the 

leaders understand that a person’s status, religion, race or background have nothing to do 

with what kind of teammate they can be and what contributions they can bring to the 

team.  Learning to be respectful in all forms of communication demonstrates fairness, 

maturity and personal strength for the leader and shows value and concern for the 

followers.   Communication should discourage personal conflicts.  As long as 

communication is consistent, persistent, open and honest, there is always a chance to 

resolve problems and keep everyone together.   

 

Communication should bring coaches and athletes closer together even when they don’t 

agree.  Strong leaders understand that you cannot bring a diverse group of competitive 

people together without some disagreements.  They learn to embrace the differences and 

the disagreements and find ways to get people to stop thinking only of themselves and to 

buy in and embrace what is best for the team. 

When team leaders can connect the triangle with positive communication, teams improve.  

 
ACTIVITY  

� Sit down with your coach and get an exact job description for your role as a leader 
 
 
Communicating with Truth: 
Communication should eliminate misinformation and rumor and replace it with truth. 

 

Teams that communicate honestly will be more cohesive.  The best teams have the 

freedom to look each other in the eye and tell the truth, and they don’t wait long to do it.  

Speaking honestly builds respect and trust.  When a leader doesn’t tell the truth, uses 

partial truths or waits for someone else to do it, it is not honoring the team.  The best team 

leaders are positive talkers who deliver accurate messages and information in a positive 

way.  Do not talk in a secretive manner but rather confront issues tactfully, directly and 

honestly.  The best leaders are committed to open, candid conversation with those that 

they serve.  Honesty in action and words demonstrates character and courage which leads 

to both respect and trust.   
 

Communicating By Being Connected: 
Team leaders need to keep connected to the heart beat of the whole team.  The goal is to 

get everyone to have the desire to get together, work together and succeed together.  Get 

to know the people you expect to lead.  Leaders should be familiar with everyone in their 
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program.  You may not be able to develop a friendship with everyone on the team and 

there may be some who you dislike but you can be respectful and try to get to know more 

about them.  The team is more important than individual difference.   

For some sports that only have 12 athletes, this is not a problem but for some large teams 

this is going to require some effort.  Also, leaders should be connected to all levels of the 

program.  Leaders on the varsity should know the names of everyone on the freshman, 

sophomore and JV teams and refer to them by name.  Take the time to greet and 

acknowledge teammates both inside and outside of the team.  Greeting people by name 

shows that not only do you know them, but that they are important.  Those players should 

feel comfortable coming up to you for help.  Younger players will almost always be hesitant 

to approach an older leader so it is up to the leader to open the door for that to happen. 

 

Being connected allows leaders to be more alert to team situations.  The eyes and ears of 

leaders need to be open and be alert to potential problems or conflicts as well as positive 

changes.  They must keep an open mind and understand that almost every issue has 

multiple sides.  If the leader can facilitate communication between team members there is 

a greater chance to resolve conflicts and avoid potential problems.  Respecting differing 

viewpoints shows value and concern for the team.  Regardless of personal feelings do not 

disregard anyone.  

 

Being connected allows the followers to share in the vision, covenants and ownership of 

the team.   Teammates will follow the vision of a leader who is committed to getting to 

know and respect them. 

   

ACTIVITY  How connected are you to your teammates?   

� Give each leader a picture of their whole team (or program) and ask them to put a 
name to each face and then to say one thing they know about each person outside 
of the game.   The purpose is not to embarrass the leader but to show them that if 
they want to be connected and followed that one of the first things they need to do 
is learn the names of the followers. 

 

 
Clear and Concise Communication: 
The best communicators often do not use many words.  They have learned to deliver 

communication in a concise, clear manner and tone.  Some of the best leaders don’t talk 

much but when they speak everyone listens because they know it is going to be short and 

to the point.  The tone of voice you use and the manner in which you present information 

is equally important to the words you choose. 
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Leaders also need to be clear with their body language and aware of the emotional 

messages they are conveying.  It is said that 80 percent of communication between people 

is shown by body language.  The messages and cues you send with your body language 

need to represent what you believe and what the team needs for clarity.  If your body 

language and tone are wrong, the words, no matter how carefully chosen, will probably 

not be remembered.   

 

Clarity of communication is a learned skill.  Clarity is essential for individual commitment 

and trust.  Commitment is easier when someone knows exactly what they are committing 

to.  Commitment is difficult if people are unsure of the direction because of confusing or 

unclear language.  Clarity eliminates all misunderstandings and ambiguity.  People know 

precisely what is being said.   

 

 

Being a better listener than talker: 
Good leaders are active listeners.  People are more likely to appreciate and follow 

someone who listens to them.  On the best teams communication is not just one direction 

(from the leader to the team).  One of the ways to gain respect from teammates is to be 

known as someone who listens first and speaks later.  Good listeners are usually better 

decision makers.  Before decisions are made, they have encouraged people to share their 

thoughts.  Decisions are usually wiser after listening to wise council.  Strong leaders listen – 

weak leaders lecture.  By the time the decision has been made, good leaders have listened 

to every possible idea and opinion and looked at situations from all angles before leading 

the way toward a solution.  Sometimes the entire decision rests in the hands of the leader.  

In such times it is even more important to have an ear to the different perspectives on the 

team.  Then when everything has been discussed the leader makes a decision that is best 

for the team.  Not everyone will agree but by being listened to, they are more likely to 

learn that they can disagree and still commit to follow the decision.     

All of us have had people around us who cause us to think, “He talks too much!”  But you 

will never hear someone complain that a leader “listens too much.”  Don’t fall into the 

leadership trap of believing that you are the only one who has anything of importance to 

say.   The best leaders are more interested in being impressed by others than trying to be 

impressive. 

 
 
Communicating to New Members of Your Team: 
When people first join a team they usually experience some uncertainty and awkwardness.  

How will they fit in?  Where will they play?  What is the coach like?  Will I be accepted by 

the other team members?  What is this team like?   
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Good leaders anticipate these feelings and make it easier for people to transition to the 

group.   Be the first person to reach out to meet and welcome the new teammate.   As part 

of the introductory and socialization process, introduce them to other teammates.  From 

the very beginning make it clear what the team stands for and how it functions by going 

over the core covenants with them.  At some point soon the covenants need to be taught 

in a more formal process so that nothing is unclear and the new person knows exactly 

what they are getting into.   

 

Leaders need to be present to answer questions and also to lead the way by serving as a 

model of what the team behaviors look like in action.  In order to maintain a culture of 

accountability, the new person needs to be praised for good decisions and behaviors and 

know that they will be held accountable, just like everyone else, for poor decisions, 

attitudes and effort.   

 

Part of the process of welcoming and bringing new people into your existing culture is to 

provide some history.  Leaders should be ready to explain how and why their team became 

who they are.  Success stories need to be shared.  It helps the new team member see the 

path they need to follow to become part of that history and success.  That path is 

recognition, acceptance and embracing of the team values.   

 

If team leaders do not see the new team member aligning with the team values then they 

need to increase the intensity of modeling, motivation, clarification and accountability.  If 

the new member still is resisting or when it becomes obvious that they are not willing to 

share the same values as the team, then regardless of the individual’s talent, the leaders 

need to encourage the coach to remove the person rather than sacrifice the team culture. 

 
ACTIVITY for Bringing People to Your Team and Increasing Participation – Courtesy of 
Matt Blair – Athletic Director, Lakewood HS, Arlington, WA 

How many coaches have used the expression, we have kids who could help us, “walking 

the halls” (in school but not participating).  Athletic participation should attract as many 

students as possible.  It is helpful to both the team and to the individual.  Are your 

programs attractive?  Is so, how can you let prospective athletes know about it and feel 

wanted? 

 
� Dessert Social – Every athlete from all teams is invited to a dessert social.  Their 

ticket to get in is to bring one or more people that they would like to be turning out 
for their sport.  When the athletes arrive, they introduce their guest(s) to the coach.  
You can use this time to have a coach and/or captain speak about what it is like to 
participate in your athletic program.  Athletes and guest then get desert and meet 
as a team to introduce prospective members to the team covenants.   
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ACTIVITY for positive communication: 

� Send out a weekly email newsletter focusing on successes 
 

Commitment Statements 
 Even if I am a quiet person by nature, I will learn to communicate for the 

betterment of the team 
 I will make every effort to be able to understand and articulate the core covenants 

of our team 
 I will be able and willing to teach the core covenants of our team to new players 
 I will commit to making everyone involved more knowledgeable about the values of 

the team and exactly what behaviors are expected and for which they will be held 
accountable 

 I will encourage positive and direct communication, discouraging personal conflict 
and misinformation on the team 

 I will demonstrate respect for differences of opinion  
 I will make every effort to learn the name of everyone  
 I will be part of the process for welcoming new members to our team 
 I will meet with coaches and other team leaders to openly and honestly 

communicate on responsibilities, challenges, and problems. I will be an active 
participant in discussing team issues with other team leaders and coaches  

Notes/Lesson plans 
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14 - Be the first to praise others  
 

In this section of the Proactive Coaching booklet, Captains, 7 Ways to Lead Your Team the 

following areas are discussed: Leading with humility – Spreading words of praise – The 

difference between confidence and arrogance. 

 

Leader  

� Nothing for themselves and everything for the team 

� Lifts others up 

� Promotes shared joy 

� Takes less credit and accepts more of the blame 

Non Leader 

� Fair to those “above” them and uses those “below” them for their benefit 

 

Quiet Confidence Equates to Strong Leadership 
Even though we just discussed being a good communicator for your team, it is also equally 

important for leadership to be quietly confident and not need to always be in front or in 

the spotlight.  Experienced leaders have learned to not confuse false enthusiasm with 

ability or activity with achievement.   Often the most effective leaders are working quietly 

but without fanfare.  To lead and stay out of the spotlight requires confidence, strength 

and an honest belief in your ability. The quiet leaders I have had are always in the middle 

of the team – not in front unless needed and not ever just a spectator at the back.  They 

have no problem speaking up when what they have to say is needed by the team.  These 

people can still be incredibly influential because of the humble approach. They are 

happiest when they are praising and lifting others up.  They don’t need or covet the 

attention and want to spread the glory to teammates.   

 

The best leaders are not just strong, committed and decisive but they do it in a humble 

way that makes it easy for people to follow and difficult for people to resent.  Humility says 

that you are self confident enough to see value in teammates and to be able to admit that 

you don’t have all the answers.  Some part of humility comes from knowing and admitting 

your strengths and weaknesses and not just staying with what is comfortable. 

 

Strong leaders are always looking for the good in others and when they see it, they don’t 

hesitate to praise and support them.  They especially enjoy empowering those people who 

contribute in ways that make the team better even though what they do may not appear 

on the stat sheet.  They understand that it takes many people doing a variety of roles for a 

team to succeed and that roles that many people would consider “small” or unimportant 
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also need to be recognized and rewarded.    Coach Wooden called this, “acknowledging the 

unacknowledged”.  By doing so, they make those people willing to embrace their “smaller 

roles” feel valued.  When people feel valued they are more willing to put their heart in 

their work no matter how insignificant their role may seem.  Like we stated before, when 

small things are done well, big things can be accomplished.  Quietly confident leaders not 

only don’t need the glory, they want others to have it.   

 

 
Humility 
Of all the virtues, humility may be the most difficult to learn and maintain especially for 

those people in leadership.  But humility is a trait that life will teach all of us if you choose 

to not learn it on your own.  Humility is not showing weakness, but just the opposite, it is 

strength under control.   

 

Being a quiet, humble person says that you are aware of other people and other things.  

Acting in an arrogant manner says you are only aware of and interested in yourself.    Sadly 

in our society because of media sound bites and political advertising, the stage used to 

select leaders often seems to give the arrogant people more attention and provides an 

advantage over those who are quietly competent and confident.   

 

Humility can provide clarity where arrogance demonstrates a false confidence and hidden 

motives.  An arrogant leader will eventually turn off followers.  Leaders need a healthy 

amount of confidence but need to know when it is too much.  The last thing teams need in 

difficult circumstances is a leader whose judgment and actions are obscured by the disease 

of arrogance.   

 

 
Humility and Mistakes 
Arrogant people are too proud to admit that they are in the wrong or have made a mistake 

and are quick to point the finger, make a judgment or ridicule teammates who make them.   

They would rather have the team culture suffer than to admit that they may have been 

wrong.  Strong leaders understand that everyone is going to make mistakes and if they 

have been hard on teammates, the teammates are just waiting and hoping that they will 

make one.  What separates humble leaders is that they are willing to admit when they 

have made a mistake and use it as a stepping stone to get better.  This supports a team 

culture of quick recovery, trust, honesty, encouragement and fearlessness.  

 

 
 
 



70 

 

 
Examples of Humility 
Gandhi 

Gandhi’s most powerful leadership qualities were humility and the desire to be completely 

connected with the poor and oppressed people he served.  When Gandhi traveled, he 

chose third class on train.  Third class was basically human freight.  The people were 

crammed together with farm animals and horrible conditions of heat, filth and stench.  

When he was asked why he traveled third class, he responded, “because there is no fourth 

class”.  

 

When Gandhi was asked to visit the King of England he chose third class rail and steam ship 

and arrived dressed in a loin cloth.  He refused their offer to stay in fancy hotels, instead 

staying with the poorest people in the slums of London.  When he was leaving Buckingham 

Palace and his meeting with the king in his loin cloth, Gandhi was asked by a reporter, “is 

that all you wore when you met the king?”  “Yes”, he humbly replied, “the king wore 

enough for both of us”.  

 

Crazy Horse 

In the Lakota tribe  the warriors had a tradition where they could publicly talk about their 

successful experiences in battle.  It was called Wahktoglahkah or “to tell of ones 

victories”.   It doesn’t seem to fit their culture of humility but they felt like it made the tribe 

stronger and served as an example for the younger or future warriors.  There were two 

requirements before anyone could speak about themselves.   First, the actions had to be 

witnessed by at least two other people and second, a warrior could not tell the story unless 

they were asked.   The point was to have the stories make the group stronger and not to 

bring personal glory.  Once the battles had ended, it was time for them to be humble.   

Lack of humility was not acceptable in leadership.   Some warriors even refused to talk 

about their achievements even when asked.  The greatest of all the Lakota fighters and 

leaders was Crazy Horse.  His exploits were legendary.  It was said that he was so humble 

that he never participated in ceremony or spoke about himself.  But because he was so 

respected, loved and admired other warriors would always tell his stories for him.  He was 

a great leader who had the rare combination of courage and humility.  His personal 

humility increased the place of honor he held within his people. 

 

The Lakota taught their young warriors that the greatest and most respected leaders were 

humble people.  Their humility prevented them from stumbling in judgment.  It was said 

that if you walk with your face toward the earth, you could see the path ahead.  On the 

other hand, the arrogant person who walks with his head high to bask in the glory of the 

moment stumbles frequently because they are more concerned with getting recognition 
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for their accomplishments than what lies ahead.  They wanted leaders who had chosen the 

humble, quietly confident path in life.   

 
 
Words of Praise 
Leaders must think carefully about their words, especially their remarks concerning others 

on the team.  Criticism or casual remarks are often retold, causing hurt and anger in their 

wake.  Wise leaders only share thoughts and words they wouldn’t mind having quoted to 

everyone.  Words of praise from a leader carry power for good.  Whether you look for 

something to praise or something to criticize, you can usually find it.   

 

If we lived with criticism, we learn to condemn 
If we lived with hostility, we learned to fight 
If we lived with ridicule, we learned to withdraw 
If we lived with shame, we learned to be guilty 
If we lived with tolerance, we learned to be patient 
If we lived with encouragement, we learned confidence 
If we lived with praise, we learned to appreciate 
If we lived with fairness, we learned justice 
If we lived with security we learned to have faith 
If we lived with approval, we learned to like ourselves 
If we lived with acceptance and friendship, we learned to find love in the world. 
Unknown 

 

In the booklet Captains, Seven Ways to Lead Your Team one of the suggestions for leaders 

was to praise people publicly and correct people privately.   Correction is much more likely 

to be accepted and embraced when it is not done in front of other people.  There are times 

when you don’t have a choice but whenever possible it is much more effective to be done 

with just the leader(s) and the person being confronted.  On the other hand, praise given in 

a public setting usually doubles the value.  Not only did the person being praised hear it, 

but all of his/her teammates did as well.  When other teammates hear praise for a person 

that has a specific action attached to it, they are more likely to repeat the action.  “Mike, 

great job hustling on that drill”.  This praise is very specific.  It identifies the person (Mike) 

and the action (hustle or effort).  Other teammates immediately identify a behavior they 

can choose to do if they want to be praised by leadership.  When leaders are specific in 

their public praise, they are encouraging everyone toward the specific behavior.   

 

Positive leaders look for the best in their teammates – not the worst.  By praising, affirming 

and encouraging, leaders show value to those teammates who deserve it while hopefully 

making other teammates want to become more committed.  When leaders praise 
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behaviors that are in line with the teams core covenants, those covenants become more 

important.    Purposeful leaders use words that reward teammates and let them see that 

their behavioral choices are in line with the teams’ culture – therefore supporting both the 

individual and the culture.  The best way to get others to commit in their actions is to focus 

on “athlete owned” behaviors.  If you praise behaviors that are in the control of the athlete 

(effort, attention and attitude) everyone can choose to do those things and be praised and 

the result will be reaching their performance potential.  If you only praise achievement 

(speed, strength, quickness, etc) then it limits the people who can be praised. 

 
A simple way to think about praise is, to help people reach their full potential, catch them 

doing something right.  Strong leaders are willing and able to celebrate.  Many people see 

themselves as too cool or too important to really enjoy the moment.  Sincere and positive 

celebration motivates individuals and raises the team’s energy level.  If you want great 

effort, celebrate it.  Celebrating the small successes usually turns into opportunities for 

larger team celebrations.   

 

“Praise does wonders for our sense of hearing”  

Arnold Glasgow 

 

Correction of poor choices is important but teammates will be more motivated to do 

things and repeat actions when they receive immediate and positive feedback.  Often the 

people most in need of praise are those who have been struggling or who are just 

beginning.  Watch for opportunities like this to demonstrate care and compassion with 

your words.  Respect and show value for the effort it takes to learn new skills and get 

through struggles.  Be careful to never embarrass a willing learner (someone who is trying 

their best and still unable to be successful).   

 

It is easy to praise those who have already proven themselves but the key to getting 

teammates to improve quickly and to reach their potential is to continue to work with 

them and believe in them before they have attained much success.   

 

Leaders don’t need to be constantly cheerleading and they do need to choose their times 

wisely.  When you are trying to decide whether you should give feedback on attitudes or 

performance remember that you really only have three choices.  You can give positive 

encouragement, negative criticism, or no response at all.  The one that gives the best 

chance to increase good performance is positive feedback.  Too many leaders just expect 

everyone to do the right thing and say nothing but the power of the leader’s words should 

never be underestimated.  When a teammate makes a great effort or makes a positive 

behavioral change and receives no response, they may not continue on that path.  No 
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response is taken as “no one cares” or “no one noticed”.    If you have something positive 

and sincere to say, say it – share your good thoughts. 

 

Positive feedback demonstrates care, can bring people closer to team standards and build 

team morale.  Praise from a respected leader builds confidence in both individual and team 

performance.  Praise encourages people to step up, to become more aggressive and to 

take intelligent risks.   

 

ACTIVITIES: 

� Find and share examples of quietly confident leaders or humility 
� “Spotlighting” – Spotlighting is an activity where people are verbally praised in 

front of a group.  It can be done in small groups or with the whole team.  It is 
seeing the good in others and saying it in a sincere way.  It only takes a few minutes 
at the end of practice or a game.  It can be as simple as asking if anyone has any 
compliments to share.  When a player wants to compliment (or “spotlight”) a 
teammate, the teammate he is praising stands up and is in the spotlight.  Then the 
player that was spotlighted recognizes and praises someone else on the team who 
stands to receive the praise.  The coach can allow the comments to go on as long as 
they are meaningful, sincere and on target or stop after just a few before bringing 
it to closure.  There are a lot of positives about this activity.  Athletes get 
comfortable speaking in public.  The person who gets spotlighted is receiving 
double praise – it is being said to him and heard by the team.  Players start looking 
for the good in each other because they never know when they might be 
spotlighted and need to have something positive to say about another teammate.  
For more information on spotlighting, see our site for the book, Teaching Character 
Through Sport, Developing a Positive Coaching Legacy. 

  

Commitment Statements: 
 I commit to being connected to all groups on our team 
 I will reach out to our younger players  
 I will attempt to listen before I talk 

 

Notes/Lesson plans 
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15 - Be the first to protect and defend – Loyalty  
 

The Captains, Seven Ways to Lead Your Team booklet addressed the following topics: Being 

loyal to teammates and coaches  Being loyal by welcoming new people to the team  

Being loyal by being the first to admit when you make a mistake.  In addition to those we 

will now expand on the follow areas: 

 

Leader 

� Loyal to the whole team 

Non Leader 

� Loyal to themselves and will turn on the team when things aren’t going well 

� Never show weakness or dissension to anyone outside the team   

 

Defining Loyalty   

Loyalty means being caring and concerned and showing it with your behavior.  It means 

supporting each other in all your actions and words.  Loyalty means you act in the best 

interests of the committed members of your team.  It means coming to the aid of people 

being criticized from outside the inner circle.  It means speaking the truth, guarding the 

covenants and protecting the culture.  Loyalty demonstrates respect and love for each 

other even when you disagree.   

 

Loyalty does not mean blind obedience.  It means when you have a problem with 

someone, you don’t talk about them and you don’t talk around them but rather you go 

directly to the person.  Loyalty means that when someone speaks outside the team, the 

team is protected.  Loyalty means defending those people who are committed to the core 

covenants.  It means being aware of people or situations that could potentially do harm to 

individuals or the group and taking action to stop the problems.  It means having each 

other’s backs.   

 

 

Why loyalty is important on teams 

Team leaders can be effective only if their teammates trust them.   One of the keys to 

being a trusted leader is to be loyal to the people who are following.  In order for teams to 

trust and succeed, loyalty needs to go all directions.  In the best cultures, loyalty is 

extended from team to leaders, from leaders to teammates, from team to coach and 

coach to team.  This kind of loyalty binds people together and causes them to put the 

team and each other ahead of personal goals, concerns, self interest or ambition.  

Consistent and dependable loyalty from the leaders encourages team members to freely 

exercise initiative and take positive risks.  Loyalty gives the team a sense of confidence that 
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if they give their absolute best effort and still fail, the leader will be there to stand by 

them. 

 

When team members do not feel like the leaders are loyal to them, they do not give 

loyalty.  Disloyalty or no loyalty causes everyone to self protect and go their own way 

looking out for themselves because no one else is willing to do that for them.  They 

question the direction, directives, suggestions or even orders from leaders.  They play 

more conservatively because their focus is on providing their own personal safety net.  

Since the leaders are not there for them when they make a mistake, they take fewer risks 

in both relationships and competition.   

 

In the simplest terms, lack of loyalty or disloyalty creates dissention.  Loyalty creates 

cohesion.   

 

 

Loyalty means keeping your arms around the inner circle 

The inner circle is made up of all your fully committed teammates and coaches.  You need 

to know who these people are and be prepared to defend them.  Leaders must stand up 

and protect their teammates.  When someone is critical of your teammates or coaches 

who are inside the inner circle, the team leaders need to be the first line of defense.  “That 

is my teammate you are talking about and if you have a problem with them, you’ve got a 

problem with me.” 

 

 

Loyalty requires being aware of and dealing with snipers 

The critics are coming.  It isn’t a matter of if they are coming, but when.  Sometimes the 

snipers come in the form of people who don’t have enough courage to come out for your 

team in the first place but they feel like they have the right to be critical of your team 

when things are not going well.  Sometimes the snipers come in the form of teammates – 

“why is Sarah getting all the shots?” or “why is he starting that guy instead of me?” 

Sometimes they come in the form of parents – “Why is your coach running that stupid 

offense?”   

Leaders need to be prepared for these assaults and be ready to defend the team.   

 

ACTIVITIES AND DISCUSSION POINTS: 

� Where are your snipers going to come from?   
� Have you had any team critics in the past? 
� Discuss how you can demonstrate loyalty 
� Discuss and practice how you can verbally respond to critics 
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Commitment Statements: 
 I commit to knowing who is in the inner circle of our team and stand up for them 
 I will reach out to new team members, welcome them to the team and introduce 

them to our team covenants and culture 
 I commit to keeping my eyes and ears open for people or situations that could 

create dissention 
 

Notes/Lesson plans: 
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16 - Be the first to confront violations of team standards  

 

The Captain, Seven Ways to Lead Your Team booklet discusses the following concepts: 

determine your core covenants  to confront you must be a person of integrity  

confrontation requires courage  confrontation requires a problem solving method.  In 

addition to those we will now expand on the follow areas: 

 

Leader 

� Faces difficult situations 

� Strong enough to confront violations because they care so much about the team 

� Confronts out of love and care for the team 

� Works to get good at confrontation – problem goes away and relationship 

improves 

� Capable of having courageous conversations 

Non Leader 

� Avoids as many problems as possible 

� Pretends they aren’t happening 

� Blames others 

� When they do confront, the problem stays and the relationship suffers 

 

 

Defining confrontation 

The first level of accountability is taking responsibility for your own actions, decisions and 

mistakes.  It means doing what is expected of you without having to be watched.  That 

level of accountability is critical for individual success.  The second level of accountability 

only happens in great team cultures.  It is when people are willing to hold each other 

accountable to the agreed upon team values, behaviors and standards.   Very simply it 

means being willing to remind one another when someone is not living up to the 

covenants.  This is not easy, especially when it involves peer to peer confrontation because 

it often means stepping into the most difficult situations and telling someone that they are 

not living up to the team values.   

 

Confrontation does not mean physically challenging someone, embarrassing or demeaning 

them.  It means that we have agreed on behavioral standards on how the team operates 

and that we care deeply for both the individual we are talking to and also for the team 

culture.   

 

Reminder on Covenants:  Behaviors that we are willing to do all the time and for which we 

are willing to be held accountable to.   
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Purpose of confrontation – why confront? 
It is a true statement about teams that they will rise to the level of standards or fall to the 

level of tolerance demonstrated by the leaders.  The purpose of confrontation is to remind 

teammates to rise to the high standards of the team.   It is to get people to make 

behavioral changes.  Leaders confront because they love their team and what it stands for 

and know that problems left unattended can potentially destroy the team.   

 

When violations of your teams covenants happen, leaders really only have two choices.  

One, ignore the problem or the person; or two, confront the person about the problem.   

Problems seldom go away and behaviors are seldom corrected by ignoring them.  Ignoring 

a problem is leaving improvement to chance.  When leaders silently stand by, problems 

usually continue and often become worse.  This will cause frustrations and distractions for 

even the most committed members which will eventually divide or destroy your team.  By 

not dealing correctly with problems, you lose the respect of the best team members.   

There are times for you to be a friend and there are times as a leader when the welfare of 

the team is threatened that you have to put friendship aside and lead. 

 

By not confronting violations of team values, you are sending a message that your team 

values are not important.  Small violations that go without being confronted will jeopardize 

the team’s mission.   As a leader, simply ask yourself if you allow a teammate to continue 

down the road of incorrect behavior is it going to have an impact on the other members of 

the team – positive or negative?  Never let another person’s attitude impact the larger 

picture or threaten the team’s culture.   

 

The worst thing a leader can do when there are problems is ignore them.  Not saying 

anything just enables the undermining of the team.  By not addressing the problem a 

leader sends a message of acceptance.  Nothing ruins a team more quickly than apathy.   

Individuals who refuse to commit to the core covenants of the team must be confronted in 

a way that hopefully allows them to make the necessary changes and become a committed 

and contributing member.  But at some point those team members who refuse to commit 

must be removed in order for the team to function effectively and reach its potential.  

Teams can only cover for the uncommitted, selfish and unfocused for so long and still be 

successful.  Leaders need to discuss and decide when that tipping point is for each member 

who challenges the culture.   

 

Leaders must understand that on almost every team some issues will come up that will test 

the teams culture.  Even issues that may be considered minor will eventually impact team 

performance.  Lack of attention, negativity and laziness will be behaviors that you have to 
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address.  The choices are to do the same things yourself, to stand by and do nothing or to 

deal with the individuals involved. 

 

Everyone makes a difference (positive or negative) on a team.  The word, “team”, originally 

referred to a group of horses, oxen or dogs hitched together pulling in a common direction 

toward a common goal.  If one of the horses strayed even slightly off course, all the other 

horses (the remainder of the team) would have to work much harder to just to keep the 

team in line and enable it to move in the desired direction.  Successful teams share a 

common commitment and path.  Everyone on the team is either helping the team move in 

the right direction or they are hindering the progress causing everyone else to have to 

work harder.  Leaders have a duty and responsibility to the team to keep it moving 

together in unity toward the vision. 

 

When individuals are committed and focused, good things can result.   But when all the 

attitudes and talent of the entire team is focused the results are dramatically magnified.   

Author John Maxwell describes the effect of strengthening the chain by eliminating the 

weak link (the uncommitted, selfish and unfocused):  “If you rate people on a team on a 

scale of 1 –10, a 5 among the 10’s really hurts the team.  When you first assemble a group 

of people for a team, their talents come together in a way that resembles addition 

(10+10+10+10+5 = 45.  The difference between this team and great teams with a 5, 10’s is 

like the difference between 45 and 50.  That is a difference of 10 percent.  But once the 

individuals come together and form a team it develops chemistry, synergy and 

momentum, it becomes more like multiplication.  That is where the uncommitted or 

unfocused weak link really starts to hurt the team.  It is the difference between this: 

10x10x10x10x10 = 100,000 and this 

10x10x10x10x5 = 50,000 

That is a difference of 50%” 

 

The questions leaders must ask when they are deciding if they should confront are: 

How much do you love your team and what it stands for? 

Is the love you have for your team greater than the fear you have of confrontation? 

When there is unacceptable behavior on your team, do you address it openly and directly 

or wait to see if it will go away? 

 

 
Confrontation requires courage 
Conflict is where team leadership is proven and confirmed.   We all hope everything is 

going to go perfectly but we also all know that you cannot be part of a competitive, 

emotional culture without having some struggles and tests.  The strongest teams have 

leaders with the courage necessary for tough times.    
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Confrontation is often the most difficult thing for team leaders because it requires dealing 

with peers.  It is not easy.   Being courageous can make you a target for criticism by the 

weaker and uncommitted members of your team.  Beginning leaders often find it easier to 

hold people accountable for performance and results than they do for behavioral issues.   

It is easier to talk to someone about not being productive than it is to tell someone their 

behavior is not acceptable.  Performance is an objective measurement and behavioral 

issues are subjective; but they soon learn that success follows dealing correctly and directly 

with behavioral issues.  If leaders expect members to hold each other accountable for the 

team covenants, they must be the first to do so.  When leaders are reluctant to confront 

violations of team values, no one else will either.   Very simply, if you can’t confront, you 

can’t lead.  And if you can’t confront effectively, your leadership will be limited.      

 

Confrontation is also difficult because it tests friendships and many people would rather 

keep a friendship than risk losing it by dealing with problems.  Would you rather potentially 

lose a friendship or lose the team culture?   Some people only see confrontation as hurtful 

or difficult, so it is avoided.   They are like the runner who comes to the hurdle and sees it 

as an obstacle instead of an opportunity.  They stop and hope the hurdle disappears and 

then when it doesn’t, they run around it causing even more problems for the other 

competitors.    

 

When leaders hope the problems go away, or that someone else will do something about 

them, they simply don’t have the courage to hold themselves and teammates accountable 

for their behaviors.  When they turn a blind eye to problems, accountability is gone, 

respect is diminished, commitment is questioned and trust within the team is lost.  When 

problems arise, leaders do not blame, whine, complain or avoid issues – they take positive, 

corrective action by dealing directly with the person or people responsible.  Your goal is 

not to alienate or make enemies of people but to bring them back into the belief structure 

of your team.   

 

On the best teams, teammates have a level of trust that holding people accountable 

actually strengthens the relationship.   When leaders have the courage to confront, they 

are ensuring that every person on the team is committed to collective results and culture 

rather than focusing on their own agenda or needs.  Violation of team covenants is almost 

always a selfish decision.  Courageous leadership is willing to challenge the selfishness that 

breaks teams apart.  The basic approach should always be that you care too much for the 

person and the team to not say something.   

 

Develop the personal courage to address and fix problems rather than ignoring or waiting 

for someone else to take action.  Personal courage demonstrated in a team setting is a vital 
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and critical trait for a leader who really cares about their team.  Great teams have 

courageous leaders who are willing to face and resolve behavioral issues.    

 

 
ACTIVITY AND DISCUSSION QUESTIONS: 

 Are you leading as courageously as you could/should? 
 How can your leadership team help each other provide the courage it takes to 

confront problems before they negatively impact the team? 
 
 
Confrontation requires integrity 
If you are to be believed, followed and effect change then the leader must be 

unquestionably honest in their actions and their words.  The first way you must 

demonstrate integrity is with your own behavioral choices.  Leaders cannot confront 

behaviors that they do not model.  If a leader is lazy, he or she cannot confront to another 

teammate about being lazy.  In order for your words to carry any power, they must be 

believable.  You must have the courage to act in accordance with the team covenants in all 

situations before you can confront another person about things that need to change.  It 

also requires integrity during confrontation to be completely honest, look people in the 

eye and to deal squarely with them.  Confront with love and truth.   

 

We have all been on the wrong end of some behavioral choices.  General Colin Powell 

refers to leadership as trying to delicately balance hard discipline with tender support.  He 

reminds us that nobody ever got to the top without slipping up.  So remembering what 

helped you the most when you made a mistake he suggests that “when someone 

stumbles, I don’t believe in stomping on them – pick them up, dust them off and get them 

moving again”.   

 

 
What are you willing to confront and at what level? 
“In matters of principle, stand like a rock.  In matters of taste, swim with the current.”  
Thomas Jefferson 

 

Leaders must understand what they will confront and what they won’t.  Some people have 

difficulty confronting anything and others confront things that are not really important or 

critical to the team culture.  Effectiveness is lost in either extreme.    Decide early within 

your leadership team what behaviors are acceptable and what behaviors are not.  What 

will you tolerate and what will you not tolerate?  Your leadership team is the only one that 

can answer that question.    
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The second question that each leader must ask themselves is, how far do we let the 

behavior slide before something is said?  For example, by not confronting effort until it 

drops to half speed, people who operate at 75% feel like that is acceptable. 

 

 The best teams have leaders who challenge themselves and their teammates to 

continually work to improve every practice, every drill, each competition, any time they are 

in the weight room and away from the team in the classroom and community. 

 

 

How to confront 
“The challenge of leadership is to be strong, but not rude; to be kind, but not weak; to be 
humble but not timid; to be proud but not arrogant – to be respected; not feared.”  

Pat Williams 

 

First of all, there are many effective ways to confront people and you have use your own 

personality.  There are some consistent concepts that can be used by most personalities. 

Strong leaders challenge positively.  It is not about being passive or weak but instead it is 

about caring enough to be direct and effective.  It is not about challenging the person as 

much as the behavior.  You are not trying to get rid of the person, you are trying to get rid 

of the behavior they are choosing (laziness, weak body language, negativity, etc).  It is not 

about you, it is about the team.  When you drop the personal focus, you not only get 

stronger but confrontation is easier.  Confrontation should not be a negative experience 

for either party.  It is just a reminder to maintain and live the core covenants of the team.  

Rather than complain to other people, we encourage you to discuss the problem with the 

person directly involved.  They are the only ones who can do something about it.  

If you have been a leader who has also taken the time to praise people when they are 

making good decisions it will be easier to redirect their actions when that is needed.  Think 

ahead of time what you are going to say so that it can be as clear as possible.  Always try to 

focus on solutions rather than having it just be an opportunity to complain, criticize or 

restate problems.   

 

Try not to confront people when you are not in control of your emotions.  Things said in 

anger often are going to require apologies at a future time.  You want to be caring, direct, 

unapologetic and effective and that is difficult when your brain is not functioning.  If you 

cannot learn to calm your mind and say what needs to be said, then wait until you have 

regained control.   

 

Reminder: Praise people publicly and correct people privately.  The purpose is not to 

publically embarrass a teammate but to get them to see how their behavioral choices are 

directly impacting team culture.  Humiliating someone seldom creates a permanent change 
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of behavior.  Demeaning words or approach is not the same as caring correction.   You 

want to change the behavior, not attack the person.  The more trust you have built up the 

easier it will become.  Be respectful but call behaviors what they are and don’t apologize.   

 

Here is a simple five step approach to getting teammates to make behavioral changes 

when their actions are a serious challenge to the team climate: 

 

1 – Call the behavior exactly what it is – instead of using a general term like “attitude”, say 

“paying attention” or “giving your best effort” or “being unfocused”. 

 

2  Provide opportunities for the athlete to see the behavior the others do and which of the 

team covenants it is violating.  Once they can see that their behavioral choices are not only 

visible but also going against the stated team values, it will be easier for them to 

understand the need to change. 

 

3 – Once they can see it through the eyes of others, ask them a simple and sincere 

question – “Is that who you want to be?”  Seldom will you ever hear an athlete say, “yes, I 

want to be an unmotivated, mentally weak, etc. athlete”.  If they say that they don’t care, 

then it is time for the captain to step back, talk to the coaches and let them take the next 

step and make a decision.  Almost everyone you will work with will admit that they really 

don’t want to “be that way”.  The next question for the person you are working with is, 

“what changes do you need to make and what should the changed behavior look like?” 

 

4 – If they do admit that they do not want to exhibit the unwanted behavior, the next 

question is – “Then can I help you make this change?”  This question opens up the channels 

of communication and puts both people on the same side of the problem, moving forward.  

Now instead of fighting the behavior and teammate, the captains are walking along side of 

the player in an attempt to permanently change the behavior.  As the player makes 

progress, use positive reinforcement – “that was a better reaction than the last time you 

struck out” – “that was a much more focused effort today”. 

 

5 – Once the player has made significant and consistent behavioral changes, give them 

ownership of the change.  One of the most powerfully positive statements a leader can 

make to a teammate when the unwanted behavior has changed is, “look who you have 

become – an intense practice player – a trusted teammate, etc.”  That statement gives the 

credit for the change to the athlete and usually solidifies the positive behavior.  The player 

will understand that they are being seen differently and as a contributing, committed 

member of the team culture and this is very empowering.   
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Code of Confrontation (Commitment Reminder) 
In order to make confrontation easier to do and to accept, we recommend that teams 

establish a team code for confrontation.  The code provides a standard and consistent 

process for teams to operate under.   

 

First we suggest that the coach is the one who teaches the code of confrontation so that 

the whole team knows that the coach has not only provided the outline and expectations 

but has also given permission for players (especially leaders) to hold each other 

accountable. 

 

First Alert  We have found that it is helpful for teams to develop a word or phrase that 

quickly indicates that a behavioral choice needs to be or is about to be confronted.  Often 

it is as simple as a leader noticing that a teammate is not paying attention or is becoming 

discouraged and just using a phrase that the team has agreed upon to send a quick signal 

to the player.  Here are some examples of first alerts used by different teams – “Lock in” – 

“Titan Way” – “Team First” – “Tiger” – “PRP” (Play Recover Play) – “WIN” (What’s 

Important Now).  We have a number of teams that use the question, “are you OK?” as 

their first alert.  It is especially used when there is a little more time available to talk or it is 

a player who is normally completely committed.  By starting with that question, it allows 

the person being confronted a chance to say if something really is wrong.  There may be a 

problem that no one else is aware of (failed test, relationship breakup, family member ill, 

etc.)  If that is the case the person confronting just reminds them that they need to refocus 

for the next two hours of practice and then they can meet and discuss it afterward if 

needed.  If there is no other outside problem then the confronter just reminds them 

quickly to recommit with their actions.  First alerts allow teams to communicate quickly 

and effectively during the pace of competition. 

 

If the confronter feels like a follow up is needed then the rules are that the person being 

confronted is an active listener with their eyes and body language.  They just listen without 

defending themselves and at the end they respond that they understood the correction by 

thanking the person who is confronting.  Some teams have found that when follow ups are 

needed that it is helpful if more than one person from leadership (or even a coach) is 

present.  This is true especially if it is a repeat offender.   

 

When leaders confront someone who refuses to abide by the rules of engagement or who 

wants to disagree, the leader needs to keep it brief and then involve the coach or other 

leaders.  Leaders do not need to let emotions escalate but rather just make the statement, 

“You signed the covenants that our team agreed on and we are trying to do what is best 

for the team.”  Then they need to walk away. 
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If the behavior doesn’t change or the person being confronted does not abide by the code 

of confrontation, the leader has to decide if it is important enough to continue the process.  

The next step would be to see if another person on the leadership council has a good 

relationship with the offender and is willing to revisit the violation.  If the behavior still 

does not change then the person being confronted can be asked to meet with the 

leadership council and coaches and explain their actions.  Once it has gone this far, it then 

becomes a disciplinary issue for the coaches to make a decision on and the leadership falls 

back into their role as encouragers.   

 

 

Working with your coach and leadership team 
Team leaders should not be expected to work out team problems by themselves.  If leaders 

are going to be effective with confrontation, it needs to be in conjunction with their coach.  

If there are differences of opinion within the leadership team, they need to be worked out 

in the privacy of the leadership meetings and never in a public setting. 

 

The team leaders and the coaches need to be a united front.  Some leaders we have 

worked with like to give the coach a heads up before they confront a teammate.  That 

serves at least two purposes.  First, the coach may have already said something or may 

know something that will help the leader confront.   Secondly, if the leader thinks he or she 

might need to have the coach keep an eye on the interaction.  Most of the time (especially 

when it is something serious or with someone who has had multiple infractions) coaches 

need to know when players have been confronted by team leaders so they can assist in the 

change or follow through with corrective actions. 

 

Leaders also need to know when it is time to pass a problem on to the coach and step 

aside.  For example, team leaders should never be expected to continue to work with a 

player who refuses to change or to follow through with disciplinary measures. 

 

 

When confrontation doesn’t work, leaders have to make tough conversations 
Part of leadership is making the difficult decisions and having tough conversations.  Players 

who consistently and consciously choose to not live up to the team agreements and values 

need to be removed by the coach.  Every team player needs to understand the concept of 

“please don’t make me choose between you and team”.   Or more specifically, “please 

don’t make me choose between your behavior and our team covenants because if you do, 

we will always choose team.  Being a member of this team means consistently committing 

to our values.”  “We have committed to these covenants, if you are unable to live by them, 

it would be better for you and for the team for you to not be part of this.”  Every 

committed team member is needed and valued but no uncommitted team member is 
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necessary regardless of how individually talented.  This is a tough conversation but it is not 

a difficult decision.   

Strong leaders filter all decisions through the team covenants and they don’t back away 

from tough conversations when nothing else has worked.  Their focus is completely and 

whole heartedly with the team and its standards and covenants. 

 

 
Examples of confrontation 
Nebraska Football – Retired coach Tom Osborne talks about one of his leaders running 30 

yards across the field and tackling a player participating in another drill. They were in 

sweats and no contact was ever supposed to occur.  Coach Osborne called the player over 

and asked what was going on.  He said the other player had been loafing (again) and he felt 

that the player was letting the team down.  Even though he didn’t approve of what the 

player did, he couldn’t argue with his level of commitment.   

Division 1 Baseball Program – A leader notices a player who has his head down and not 

concentrating on the instruction being given by the head coach.  He slowly moved in next 

to the player and quietly said, “LOCK IN”.  The player immediately looked and gave his 

complete focus to the instruction. 

High School Basketball Team – The team covenants are posted on the baseline walls of the 

gym.  When a senior leader saw a teammate who was violating a team standard by not 

giving their best effort, he simply called the players name and pointed at the wall where 

the poster of the team covenants was hanging.  The player ran down to the poster, read it 

and reported back to the leader stating which one he had violated before he could reenter 

practice.  

 
ACTIVITIES  

� Establish the team’s code of confrontation.  Decide on a key phrase that can be 
used and taught to the whole team.  Practice listening and responding.  Discuss 
what should happen when the athlete doesn’t respond or change.   Practice 
courageous, tough conversations. 

� Scenarios – with each scenario team leaders should be asked two questions: 1) is 
this behavior something that needs to be confronted? and 2) if the answer is yes, 
then what would you say?  Make up scenarios that you think your leaders are going 
to faced with.  Some should be minor to test what they think is a violation of team 
covenants and some should challenge them on how they would approach the 
violation. 
Examples of scenarios:   

o Teammate is arguing with an official 
o Teammate loses her temper and throws her racket (glove, basketball) 
o Teammate arrives 5 minutes late to practice for the third time this week 
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o Teammate who has never been late before arrives at practice 2 minutes 
late 

o Students who are not on the team are trying to talk a teammate into going 
to a party where you think there may be alcohol or drugs 

o Teammate displays weak body language after opponent scores on them 
o Teammate looking down while coach is talking to the team 
o A parent of one of your teammates is very negative about who your coach 

has put in the starting line up 
o Teammate is complaining about another teammate shooting the ball too 

much 
o Teammate not concentrating on a basic drill 
o Teammate making fun of a younger team member 
o Teammate who is barely maintaining academic eligibility skips a class 
o Teammate is challenged to a fight in the hallway 
o Teammate has just broken up with their girlfriend/boyfriend and is “not 

into” practice 
o Teammate gets taunted by an opponent and is about to respond 

 

� Have leaders discuss what they should confront and at what level would they do 
it.  Use scenarios involving advancing levels.  Example – the team expectation is to 
have their eyes and ears focused on the speaker – teammate is looking down   
looking down and looking bored  looking away and then at a teammate and rolling 
their eyes  looking down and then poking a teammate so they can roll their eyes – 
looking away and then whispering to a teammate – no eye contact, talking to a 
teammate who is then distracted – put on sunglasses and talking to anyone around 
him who will listen – turns on ipod loud enough to distract everyone around him 
and tunes completely out 

� Setting up a teachable moment.  Coach talks privately with one of the better 
players and asks them to give a poor effort during practice as a test of the leaders’ 
awareness and willingness to confront unacceptable behavior.  If no one confronts 
them, continue to let their effort drop until someone confronts.  Questions for 
leadership afterward:  1) How many saw the problem?  2) At what level did you 
notice it and at what level did it start to bother you?  3) What stopped you from 
fully confronting it earlier?  It doesn’t have to be poor effort but could be any action 
that is unacceptable – late to practice, being inattentive, being disrespectful or 
critical of a teammate, etc. 

� Confrontation Roulette  Set up two circles (inside and outside) with leaders facing 
each other.  Coach gives a scenario and the outside person confronts the person 
they are facing on the inside.  The person being confronted follows rules of 
engagement.   Then on the whistle, both circles move in opposite directions.  On the 
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whistle they stop again, another scenario and this time the person on the inside of 
the circle confronts the person on the outside of the circle.  Every now and then 
stop and ask if anyone had been confronted in a way that really worked.   Discuss it 
and all learn from the best examples.  Find some common ground in language and 
tone. 

� Group Solutions  Split the team into groups from different positions or teams 
(Captains Council).  Present a scenario to all and have each group come up with a 
solution, a consequence and how it should be presented. 

� Common Access to Information – This activity demonstrates the importance of 
having common access to information before making a decision.  Split the team 
into groups – this time give each group a scenario in writing.  Each scenario is 
about the same person and situation but with different levels of information.  
Scenario – a player missed two consecutive days of practice without telling anyone 
he/she was going to be gone.     

o Group 1 info – player missed two straight days of practice and didn’t tell 
anyone and showed up without giving a reason and expected everything to 
be the same – it was not the first time this had happened.  Prior to missing 
practice he/she had been practicing poorly and ….. 

o Group 2 info – player missed two straight days of practice without being 
excused 

o Group 3 info – player missed two straight days of practice but called a 
friend on the team to tell him it was important and would explain to the 
coach when he got back 

o Group 4 – player missed two straight days of practice because he had a 
family emergency – he/she told a friend on the team about the situation 
and asked the friend to relay the info to the coach 

o Group 5 – player missed two straight days of practice – he had received a 
call in the middle of the night that his/her mother had been in a car 
accident and was dying – he/she tried to call the coach that night and left a 
message saying where he would be and when he would be back 

 
� Push the bus – This activity needs to be done with a fairly large team and be coach 

supervised and well controlled.  See how many people it takes to get a stationary 
bus moving (or use a car for smaller groups).  Then to demonstrate how an 
individual or small group working against the team can impact the larger group.  
Take one or two of the players who are pushing and put them in front of the bus to 
try to stop the forward momentum by pushing back on the front.  The lesson from 
this activity is that teams are impacted negatively when people are not helping but 
also when one of those people works not only outside but against team standards, 
they can slow or stop the progress of the entire team. 
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Commitment Statements   

 I will challenge myself and all teammates to work hard and smart in each practice, 
each match/game and in the offseason. 

 I will use the process that is in place to handle issue and problems without 
disrupting the whole team, practice, or event.  

 I am willing and able to resolve conflict on the team 
 I will work with a time frame in mind – the behavior cannot go on for long 
 I will work openly and directly – they will know where I stand 
 I will work with coach and other leaders to become effective at confrontation 
 I will confront responsibly, out of love for the team culture and because I care about 

the person and will not use confrontation to punish 
 I will support others who are confronting 
 I will not overstep my responsibilities to confront and will turn the situation over to 

the coaches at the time we decide 
 I will encourage all team members to confront violations or at least bring them to 

the leadership team 
 I will use or develop a problem solving method for team problems 

 

Notes/Lesson plans 
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17 - Be the first to encourage and the last to become discouraged 
 

The concepts covered in this section of the Captains, 7 Ways to Lead Your Team booklet 

are: being a mentally tough leader, being motivated yourself, sharing your passion, keeping 

things in perspective and by being positive.  In addition to those we will now expand on the 

follow areas: 

 

Leader 

� Sincere enthusiasm 

� Controls emotions 

� Calm and strong in the face of adversity 

Non Leader 

� Adversity turns them into a victim 

� Body language hurts their team and encourages their opponents 

� Quick with excuses and blaming 

� Unpredictable and moody 

 

“Leadership is a matter of having people look at you and gain confidence by seeing how 
you react.  If you are in control, they are in control.”  Tom Landry 

 

It is easy to be a leader when everything is going well.  The true test is when there are 

difficult times.  Teams have a better chance to survive the difficult times of a game or the 

season when the leaders are mentally tough.   Becoming discouraged is natural but strong 

leadership requires people who are bigger than any situation.   

 

“Be at your best when your best is needed.” 
 

Leaders should never assume that everything is going to be perfect.  There is only one 

guarantee in any athletic season; it will not go perfectly.  There are going to be problems.  

Problems involving injuries, attitudes, relationships, and selfishness are almost always 

going to happen.  Assume that adversity is just around the corner so that you are not 

surprised or caught off guard.  The response leaders make during times of adversity will 

impact the rest of the team.  Mentally tough leaders make people around them mentally 

tougher.  Teams with mentally tough leaders avoid the peaks and valleys, they practice 

hard every day and they recover quickly from misfortune and mistakes.  The best leaders 

anticipate difficult times and use them to demonstrate resolve, determination and 

strength to the teammates who may not be as strong as they are.  Adversity brings weak 

teams down to a level of self pity, excuses and focusing on the negative and raises strong 

teams up to the level of the challenge.   
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The most important thing a leader can do in tough times is communicate strength.  The 

most critical parts of communication are well chosen words and body language.  The 

difference is usually the message and example sent by leadership.  In times of trouble, 

people have a choice, they can quit or they can compete.  It is the leader who more often 

than not decides for the team.  What messages do you send to your teammates when 

things are going poorly?  Mentally tough people can stay positive, enthusiastic and 

confident, no matter what.  You cannot break their spirit.  They do not let other people or 

situations to define their moods, reactions or throw off their focus.  They are relentless, 

fearless competitors.   

 

“Intensity makes you stronger.  Emotionalism makes you weaker” John Wooden 

 

 

Be Passionate About What You Do 
There is a difference between passion and emotion out of control.  Strong leaders have a 

high level of passion toward the team, the sport and their job.  That positive and focused 

passion inspires and lifts everyone around them.  Once you have learned to channel your 

passion in a positive manner, never hide it and never apologize for it.  A leader who won’t 

demonstrate passion lowers the energy level of the followers.  Energy goes where passion 

shows.     

 
 “Be passionate in the pursuit of excellence – Be cautious when working with people who 
are not.” 
Navy SEALS 

 

Emotion is part of every competitive situation.  The best competitors and leaders learn 

how to use their emotions in a way that improves their own performance and lifts up their 

teammates.  Don’t confuse anger, temper and frustration with being competitive.  Anger, 

temper and frustration are emotion out of control. Anger can occasionally be effective but 

always just for a brief time.  Very quickly, anger along with frustration turns into wasted 

energy.  When leaders display those behaviors, two things happen.  First, their teammates 

get discouraged – “oh no he/she is upset, we are in trouble”.  Secondly, your opponents 

get encouraged and fired up – “look we have their leader upset, we must be doing 

something right!”  Those are not the responses competitors ever want.  No great 

competitor ever gives their opponent an edge.  Do not let your words or body language 

hurt your team’s performance or give your opponent an advantage.   

 

In most competitive situations, the most aggressive individual or team has a better chance 

of success.  But uncontrolled aggressiveness can result in frantic, useless and even harmful 
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behavior.  The most effective and aggressive leaders can control their emotions and use 

them to elevate performance and attitude.  An athlete who confuses out of control 

behavior with aggressiveness is usually an ineffective competitor.  Being out of control is 

not being prepared.  An out of control athlete hasn’t learned the difference between 

wanting to win and knowing what it takes to win. 

 

It is one thing when a teammate loses control but it is entirely another when it is a leader.  

Besides the poor example it sets and how it encourages opponents and discourages 

teammates, leaders are expected to make decisions in the heat of battle.  Leaders who 

lose their composure seldom make their best decisions.   If you can handle the pressure of 

all the ups and downs of competition and remain steadfast you make better decisions and 

that adds to your credibility and trust.  Develop a leadership style that gets more focused 

rather than flustered.   

 

There are two people who cannot have a bad day – the head coach and the team leader.  If 

you have ever been around someone who is moody it doesn’t take long to see what that 

behavioral choice does to others.  You never know from day to day or minute to minute 

where they are on their mood swings.  Because they are unpredictable, they are unreliable 

and people stop counting on them – especially in difficult times.   

 

Everyone has a “weak point” and they are often tested and exposed in the heat of 

competition.  Our “weak point” is always perilously near and the temptation to react in a 

manner that is over the line or pitiful is in our minds.  We have all seen athletes 

demonstrate weak body language and frustration when they think they got a bad call or 

they made a mistake.  I am not saying that you shouldn’t feel that way – it is natural to feel 

discouraged.  But if you want to lead, you can’t show it.  Learn to eliminate reaching your 

“weak points” as part of your leadership personality. 

 

The Vikings believed that no good purpose could be found for showing fear.   They felt 

displaying weakness would signify to observers that they had lost their independence 

(freedom).  A competitive leader who has their emotions, mind and physical reactions 

under control sends a powerful and positive message to both his team and his opponent.  

Competitive leaders have developed the discipline necessary to send a consistent message 

of aggressive determination to everyone at all times.   

 

 

Be the face your team needs to see 
Teams watch how their leaders reacted to stressful situations in practice to gauge how 

they would respond in games.  It is normal to feel fear, anxiety, frustration or anger but 



93 

 

you have to learn to quiet your mind and control your responses if you expect to lead.  

When it is time to make decisions the best leaders can calm themselves and think clearly. 

 

Always be aware of the face you show in any competitive situation.  Be the calm in the 

middle of the storm.  When things are not going well, leaders need to provide stability.  By 

showing a calm, focused, resilient, determined face, you are sending a message of 

reassurance and resolve.  One of the most important contributions you can make to your 

teammates is by being the face they need to see.  Show no weakness if you expect your 

team to have a “never quit” attitude. 

 

Learn how to overcome the predictable problems you are going to face as a team leader.  

Success often comes by learning how to get over obstacles in your way.  Edwin Moses was 

one of the best 400 meter hurdlers in history.  He was unbeaten in that race for more than 

a decade.   It is said that during that time period, there were many stronger and faster 

runners at that distance.  So why did Edwin Moses not only win but completely dominate 

that race?  Even though there were faster people, he got over the hurdles better than 

anyone else.  It is said that he had the unique ability to anticipate, approach and overcome 

obstacles (the hurdles).  He won because of the obstacles.  The hurdles are what made him 

successful.  The hurdles during your season will define your leadership.  Will they make you 

weaker or stronger?  

 
“If you want to know what kind of leader you are or how your teammates are going to 
respond, pay attention to yourself when things aren’t going your way.” 
 

Learn and grow from each experience where you face adversity.  Keep your mouth shut 

and let your body language do the speaking.  Be determined, aggressive and controlled.  By 

learning to control your emotions so that you quickly recover and return to focusing on the 

next play you are saying that you can not only survive these difficult situations, you can 

compete even more effectively.  Be as smart as you are tough.   

 

“You gain strength, courage and confidence by every experience in which you really stop to 
look fear in the face”.  Eleanor Roosevelt  

 

 

Be a confidence builder 

Almost all leaders fall into one of two categories – Confidence Builders or Confidence 

Cutters.  The best leaders have a style that builds up the people around them.   Teammates 

are most in need of a confidence boost when they are facing challenges.  When leaders are 

encouragers in those times, teams develop a toughness and resiliency.  Use positive words 

and body language instead of dwelling on mistakes.  When physical mistakes have been 
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made, keep your suggestions focused on quick recovery and improvement.  Be careful 

when demonstrating your own ability that you aren’t undermining the confidence of a 

teammate.   

 

Confidence is critical at both the individual and team level and often the best time to build 

that confidence is by being persistent during tough stretches.  Once individuals and teams 

have learned that positive responses to mistakes and difficulties can help them recover 

and reach their goals, they do not let the small setbacks that happen in every competition 

define them or defeat them.   When competitors are evenly matched, true confidence will 

often be the difference.  Be a leader who makes other people stronger and more 

confident. 

 

 

Recovery Rituals 

”Set backs are just set ups for comebacks.”   Lou Holtz 
 

The purpose of recovery rituals is to remind yourself or a teammate to quickly recover, 

refocus and get back into the moment.  Recovery rituals can be considered a nice method 

of confrontation.  It reminds athletes to let go of anything that just happened (good or 

bad) and get on with the next play.  When teams can learn to demonstrate only strong and 

confident body language, it is intimidating.   

 

Examples of individual recovery rituals: 

� Snapping a rubber band on your wrist – as soon as it hits your wrist, you are back 

in the present 

� Unsnapping and then snapping your chin strap (football or wrestling) 

� Baseball/Softball  Taking off your hat and then putting it back on 

� Games where you have a little more time – 10 second rule – give yourself ten 

seconds to think but at the end of the time, it is completely over 

� Taking a deep breath and then slowly letting the air out 

� Using personal trigger words  

� Two quick, light taps (on your helmet, heart, piece of equipment) signifying “my 

fault” and then two more signifying “next play” 

� Making a wiping movement with your hand – wiping away the last play 

� Write key words or letters on the toes of your shoes – NP = Next Play 
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Examples of team rituals – reminding another player 

� WIN – Spells win but stands for What’s Important Now – “C’mon Sarah, let’s win” 

is a quick reminder that you can see her starting to get upset and we have agreed 

as a team to get over our mistakes quickly and move forward 

� Making a flushing motion – flush away the mistake 

� Key words – “Lock In” – “PRP” (Play, Recover, Play)  “Next Play” – “Flush It”  

“Move On” 

 

ACTIVITIES: 

� Practice pressure situations – Focused or flustered?  Poised or panicked?   
� Develop individual and team recovery rituals 
� Rehearse bad calls 
� Practice being the face your team needs to see when it comes to mistakes, bad 

breaks, officials, opponents, etc. 
� Practice body language that says confidence and courage  

 

Commitment Statements: 

 I will be the face my team needs to see – especially in difficult times 
 I will recover quickly from my mistakes  
 I will help my teammates recover quickly from their mistakes  
 I will respond to officials calls with poise and confidence 

 

Notes/Lesson plans: 
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18 - Be first to serve others  

The concepts covered in this section of the Captains, 7 Ways to Lead Your Team booklet 

are: It is a privilege to serve – Delegate and share – All roles are valued – Using authority – 

Boss vs. leader 

In addition to those we will now expand on the follow areas: 

 

Leader 

� Helps clean up the mess 

� Shows initiative and takes responsibility 

Non Leader 

� Presides over the mess – above the dirty jobs 

� Needs to be pushed into action 

 

 “Everybody can be great… because anybody can serve.  You don’t have to have a college 
degree to serve.  You don’t have to make your subject and verb agree to serve.  You only 
need a heart full of grace.  A soul generated by love.” Martin Luther King 
 

“It is not about you” 

That is the first line in Rick Warren’s book, The Purpose Driven Life.  In the big picture, 

leadership is about the success of the people around you, not about you.   The sooner 

leaders realize this and live it in their actions the more impactful they will become.  By 

serving others you make your team stronger and actually help yourself.  Your position as a 

leader is important but serving goes well beyond any position you will hold. 

 

One of the choices all leaders must face is, are they in it for themselves or are they in it for 

others?  The answer will influence everything they do.  Are you someone who is team 

serving or self serving?  This is not an easy decision.  Because almost everyone strives to be 

individually successful, the natural tendency for most people is to look out for themselves, 

and have a “what is in it for me?” attitude.  Serving yourself is about indifference, 

selfishness, arrogance and placing yourself above others.  It is being small minded.   

 

Sacrificing personal glory for what it best for the people who are following you is not a 

normal human characteristic but it is what separates leaders and teams.  The best leaders 

not only understand serving first, they embrace it.  When a person leaves the comfort zone 

of serving themselves and sees the larger purpose of serving others it makes all the 

difference in the world.  Serving the people on your team is about caring, effort, seeing the 

big picture and wanting the team to succeed.  Teams get to the top when leaders serve. 
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“You can have everything in life you want if you will just help enough other people get what 
they want!”  Zig Ziglar 
 

Selfish Leadership 

As we discussed earlier, ego can be a good thing when a team can develop a collective, 

“team ego”.  But personal ego destroys teams, especially when it is part of someone’s 

leadership style.  When leadership is seen as a way to be the “boss” by establishing 

personal power people are resentful and will only follow because of fear.  The 

authoritarian, aggressive, selfish, “controlling”, “in charge”, indifferent to others method of 

leadership is a sign of in insecurity and often the smallest issues are taken personally and a 

test of their control.  Selfish leadership is addicted to the spotlight.  They are threatened by 

a teammate’s successes and therefore fail to empower and develop the variety of talents 

at the team’s disposal.  It is difficult for them to ever celebrate or acknowledge others 

doing well.  It is more important for these people to “be right” than to “do what is right” 

for the team.  When things go wrong, they are the first one to point the finger of blame 

elsewhere.  They would rather be named “all conference” than be a role player on a 

conference championship team.  This leadership style has people who follow hesitantly, 

out of fear or guilt.  The resulting culture will always eventually fall short of their goals 

because the team will lack the commitment and trust necessary for long term success.   

 

Many “leaders” believe that influence is best done through force.  They have a tendency to 

spend their time ordering people around and letting everyone know that they are the boss.  

In reality, just the opposite is true. Real influence, true power and success happens 

through serving others.  One of the great paradoxes of leadership is by serving others, you 

gain and succeed more. 

 

Selfish leaders cannot be trusted because they have their own agenda so therefore their 

motives are usually suspicious.  Until these people learn to serve, they will not be a true 

leader. No matter how individually talented or important they think they are, until they 

learn that there is always something bigger and more important than themselves, their 

teams will not succeed.   

 

Serving Leadership – Rudyard Kipling 

And this is the law of the jungle. 
As old and as true as the sky. 
And the wolves that keep I will prosper 
And the wolves that break it must die. 
 
As the creeper girdles the tree trunk 
This law runs forward and back 
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The strength of the pack is the wolf  
And the strength of the wolf is the pack 
 
If you want people to follow you, serve them.  Imagine the strength of a team that can 

operate at their highest possible level because they are doing it with full hearts for each 

other.  When team leaders are focused on the team and not themselves, good things 

happen and positives are magnified.  These leaders look to create team success instead of 

being an individual success.  They make champions of others and therefore become on 

themselves.   

 

“The star of the team must be the team.”  Jim Mora 

 

Serving requires sacrificing your own interests.  It requires more effort and energy than just 

worrying about yourself.   It requires giving up individual ego, personal wishes and goals for 

team ego and team goals.  Most of all, it requires maturity to see the big picture and get 

beyond yourself.  But this kind of leadership is always worth anything extra it requires 

because whatever helps the team also helps each individual player.  It is powerful and 

gratifying.  Empowering others puts you and the team on a mission of greatness.  It makes 

leaders honored, respected and trusted and those same qualities become team values.  

When followers are committed to the leader and possess a “team first” effort and attitude 

it gives the team the best chance to reach its potential. 

 

The best teams have leaders who exemplify a team ego but also have a humble side.  The 

very best leaders have a combination of the fierce independence that made them be able 

to stand alone and stand out but also and an unselfish spirit that makes everyone better.  

They are not happy until everyone is succeeding and giving their best to the collective 

culture of the team.  The collective results are always more important.   Collective results 

are best obtained when each team member takes full responsibility for the whole team 

performance. 

 

Selfless leadership makes weak teams better – it makes average teams good – it makes 

good teams great and it makes great teams champions.   

 

Examples 
The Moment of Swing 

“There comes a moment on great crews that transcends anything the individual could have 
ever accomplished on their own.  When most men talk about their perfect moments in a 
boat, they refer not so much to winning a race as to the feel of the boat, all eight oars in 
the water together… the synchronization almost perfect.  In moments like that, the boat 
seems to lift right out of the water.  Oarsmen call that the moment of swing.  Olympics 
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contender John Bigelow loved that moment, but what he liked most about it was that it 
allowed you to trust the other men in the boat.  A boat did not have swing unless everyone 
was putting out in exact timing.  Because of that, and only because of that, there was the 
possibility of trust among the team.”  David Halberstam The Amateurs 

 

That “moment of swing” is what happens when all the members of your team are working 

together as one.  When every member is pulling for every other member, and the thoughts 

of “we” have become the most important thing, the result and experience is much greater 

than anyone of them could have achieved on their own.   

 

Team over Talent  

True leaders are builders of teams.  In any team sport, talent is important and helpful for 

success but we all know instances where the team with the best individual talent is beaten 

by a less talented group that understands the power of a unified, committed, selfless force 

called a team.  Leaders favor the building of a team over the collecting of individual talent. 

 

The 2008 Olympic Basketball Gold Medal team had some great leaders.  The leadership set 

the tone for the team culture saying that they were going to choose collective identity over 

individual ego.  “From day one, we set the tone – we respected what each other had done 

but the bottom line was the desire to win.  We had to be on common ground so we could 

operate with a common purpose.”  Jason Kidd   

 

Effective teams need individual players to share and commit to common values (core 

covenants).  That always means being willing to make sacrifices – every single participant 

must adapt to becoming part of something bigger than themselves.  They also need team 

members to care about each other enough that those sacrifices are done voluntarily and 

selflessly.  

 

Mother Theresa 

“Unless a life is lived for others, it is not worthwhile – an insulated life that never reaches 
out is something of a waste – life should be a complex network of relationships and 
encounters that all serve to grow an individual and others – we are all called to give back, 
since there is nothing we can take with us from this life, we should try to leave behind as 
much as possible – you should never expect a reward in return, the gift is reward enough 
for the giver.”   
 
Serving or servant leadership can be seen in everyday life.  It can be a salesman who is 

sincerely friendly and listens intently and tries to do everything they can to make you a 

satisfied customer.   It is the teacher who sees that you need some special help and is 

willing to spend as much time as necessary to make sure you completely understand.  It is 
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the coach who cares about you as a person as much as they do an athlete.  It is the trainer 

who happily spends time helping you rehab an injury.  These are all people we learn to 

respect and trust. 

 

The Waldorf Principle – From Tim Filmore, President of Growing Leaders 

One night many years ago, an elderly man and his wife entered the lobby of a small hotel 

in Philadelphia. Trying to get out of the rain, the couple approached the front desk hoping 

to get some shelter for the night. “We’d like a room please,” the husband requested. The 

clerk, a friendly man with a winning smile, looked at the couple and explained that there 

were three conventions in town. “all our rooms are taken,” the clerk said. “But I can’t send 

a nice couple like you out in the rain at one o’clock in the morning. Would you perhaps be 

willing to sleep in my room? It’s not exactly a suite, but it will be good enough to make you 

folks comfortable for the night.” 

 

When the couple declined, the clerk insisted. “Don’t worry about me; I’ll make out just 

fine,” he told them. So the couple agreed to spend the night in his room. As he paid the bill 

the next morning, the elderly man said to the clerk, “You’re an exceptional man. Finding 

people who are both friendly and helpful is rare these days. You are the kind of manager 

who should be the boss of the best hotel in the United States. Maybe someday I’ll build 

one for you.” 

 

Two years passed. The clerk was still managing the hotel in Philly when he received a letter 

from the old man. It recalled that stormy night and enclosed was a roundtrip ticket to 

New York, asking the young man to pay him a visit. 

 

The old man met him in New York, and led him to the corner of Fifth Avenue and 34th 

Street.  He then pointed to a great new building there, a palace of reddish stone, with 

turrets and watchtowers thrusting up to the sky.  “That,” he said, “is the hotel I’d like you 

to manage.” 

 

The old man’s name was William Waldorf Astor, and the magnificent structure was the 

original WaldorfAstoria Hotel.  The clerk who became its first manager was George C. 

Boldt.  This young clerk never foresaw how his simple act of sacrificial service would lead 

him to become the manager of one of the world’s most glamorous hotels. 

 

Disney CEO 

When Michael Eisner was the CEO of Disney he made sure that part of his job description 

included “trash collecting.”  Imagine the message it sends to thousands of employees and 

millions of visitors when the CEO of a billion dollar organization is seen picking up trash at 

Disney World.  When leaders are willing to serve by doing the small things and in this case, 
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the dirty work, their influence grows.  Instead of looking down on those jobs or people 

who do them, our level of respect increases.  Usually what happens is others start looking 

for ways that they can return the favor and serve the leader.  Serving becomes contagious. 

 

ACTIVITIES AND DISCUSSION POINTS 
Discuss ways that your leadership team can serve the team 
Discuss ways that your leadership team and other team members can serve outside the 
team 
Discuss ways that you are going to welcome new people to your team 
 
Commitment Statements 

 I commit to voluntarily put others before myself 
 I understand that being an example of the team’s covenants is serving 
 I understand that being willing to effectively communicate and connect is serving 
 I understand that praising others and leading with humility is serving 
 I understand that being loyal and protecting the team is about serving 
 I understand that confronting because you care about the person and the team is 

serving 
 I understand that being mentally strong in the face of adversity is serving 

 
Notes/Lesson Plans 
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19 - Leadership reading list: 
 
Leadership Lessons from West Point – Edited by Major Doug Crandall 

Quiet Strength – Tony Dungy 

Uncommon – Tony Dungy 

Wooden on Leadership  John Wooden and Steve Jamison 

Leading with the Heart – Mike Krzyzewski and Donald T. Phillips 

The Gold Standard – Mike Krzyzewski 

Sun Tzu for Success – Gerald Michaelson 

Purpose Driven Life – Rick Warren 

Wisdom of the Elders – David Suzuki and Peter Knudtson 

The Power of Four – Joseph M. Marshall III 

Black Elk Speaks – John G. Neihardt 

The Warrior Elite – Dick Couch 

Leadership and Self Deception – The Arbinger Institute 

The Carolina Way – Dean Smith 

PrincipleCentered Leadership – Stephen R. Covey 

Leaders on Leadership – George Barna 

Competitive Leadership – Brian Billick and Jim Peterson 

The Paradox of Power – Pat Williams 

Team Secrets of the Navy SEALS  Anonymous 

 





 

Proactive Coaching LLC 
Proactive Coaching works with coaches, athletes, leaders and teams by providing 

presentations and published materials designed to make a positive difference 

and be immediately applicable. Our team assists individuals, teams and 

organizations intentionally create, change or restore a culture of excellence and 

reach their full potential in both competence and character. 

 

360.387.5998 

Fax – 360.387.5968 

Facebook – Proactive Coaching LLC 

www.proactivecoaching.info  
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