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The Center is a non-profit Christian consulting group whose highly trained team is passionate about 
advancing leadership and organizational health. We believe this article on being an effective team leader 
and team member will be a helpful resource for you and your team. As an extension of our vision of 
advancing organizational health, we are providing this resource without charge.  
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Their Needs, Your Needs 
Being an Effective Team Leader and Team Member 

Introduction 

Like city smog, toxic air can settle into the ethos of a team. It happens 

subtly, but before you know it, the morale is waning and the performance of 

the team is suffering. Seldom is it intentional, but ignoring a few simple 

principles can turn a high energy, high performing team environment into 

one where you hear more sighs than laughter and spend more time solving 

problems than celebrating progress. 

 

Conversely, team leaders and team members can keep the fresh air of 

energy and excitement flowing freely by following these ten tried-and-true 

tactics for building team effectiveness. Both leaders and members play a 

key role in maintaining the health of the team. Use the following article as a 

mini-audit to see if you are doing your part well. Your team can benefit 

greatly by using this article as a discussion starter. Teams that get this right 

will experience the win-win effect since team leaders and team members 

share a symbiotic relationship. Teams, just like people in general, are best 

able to meet the needs of others when their needs have been met!  
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If you are a team member, here is what your team leader needs from you: 
 

1. Practice the “no surprise rule” 

Sometimes surprises are fun, like a surprise party or gift. However, when it 

comes to your supervisor, he or she will not appreciate being surprised by 

learning, either second hand or after the fact, of problems, changes, or 

other things related to you and your department. Unwanted surprises can 

cause a leader to be embarrassed, and embarrassment often results in 

defensiveness and negative reactions. Examples of surprises include: 

 A personal problem 

 An emerging conflict 

 A change that may be controversial 

Practice the “no surprise rule” by keeping your supervisor informed, 

especially with any item that can result in him or her being embarrassed or 

caught off guard. 

 

2. Show initiative 

Team leaders love it when they see team members showing initiative and 

working hard. One way to do this is to identify and solve problems which 

will make the team look great and will advance the mission of the 

organization. Another way is to do more than is expected. In other words, 

exceed expectations; don’t just try to meet them. Lastly, show relational 

initiative.  Relationships require initiative from both parties; it is important 

that you take responsibility to pursue both your boss and peers. Good 

relational connection increases trust and relational capital which you will 

very likely need at some point in the near future. Sometimes, team 

members are intimidated by those in higher positions. Don’t allow insecurity 

to hinder you.  

Pursue your supervisor and your team members: 

 Ask them to lunch.  

 Stop into their office regularly for a quick hello.  

 Inquire as to how they and their family are doing.  

SHOW INITIATIVE 

PRACTICE THE NO 
SURPRISE RULE 
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 Seek input from them for your own learning and growth.  

Take responsibility and pursue! 

 

3. Learn their style, values, and triggers 

For any good relationship to survive in the long term, you have to know 

what makes people tick. This includes your supervisor. Take the time to 

learn his or her work style. For example, does he manifest high work energy 

or low work energy? What are her values? For example, does she value . . . 

timeliness? relationships? speed? quality? And, what triggers him? For 

example . . . being late? failing to follow through? sloppy dress? 

grammatical mistakes? By taking  responsibility for knowing the leadership 

style, values, and triggers of your team leader, you will be able to adapt and 

build greater synergy and credibility. 

 

4. Lead with yes 

“I don't have time.” “Yes, but.” “No.” These are three responses from team 

members that can bring steam to a leader’s head! It frustrates them and 

any member of the team who is a high performer. As leadership coaches, 

we often find ourselves advising team members to lead with “yes” rather 

than “no” or other deflecting excuses that lead to inaction or indecision. In 

one case, we provided feedback to a client that he was being viewed as the 

“yes, but” staff member, and he was losing the credibility of the leaders and 

team members around him because of it. He took this to heart and began to 

change his behavior by focusing on more proactive and positive responses 

to those around him, in others words, leading with “yes.” Within a few 

months, his supervisor shared that the transformation was amazing! Of 

course, we would never recommend leading with yes for inappropriate or 

unethical requests. That would not be smart!  

 
 

 

LEARN THEIR 
VALUES 

LEAD WITH YES 

YES! 

http://www.centerconsulting.org


The Center   Their Needs, Your Needs   4 

 

5. Let your loyalty show 

If you expect loyalty, show loyalty.  Whereas water flows downwards, the 

natural flow of blame is often upwards!  However, this seldom leads to 

team health or effective team performance. Showing loyalty does not mean 

that you should not shoot straight with those above you. On the contrary, it 

means if you have a concern or grievance, you need to be courageous 

enough to share it with your supervisor in an honest yet respectful manor. 

This can be a bit scary since you may be sharing something that he does not 

want to hear, especially since he holds your job in his hands. However, 

leaders need both feedback and confidence so they can trust you. When a 

leader feels he or she cannot trust a team member, the trust and relational 

chemistry will erode the team’s effectiveness and satisfaction. Face to face 

and honest sharing can demonstrate loyalty, but gossiping about them with 

others or going around them to their supervisor can feel like a breach of 

loyalty. However, it is not appropriate to allow loyalty to the leader to 

supersede loyalty to the health and well-being of the organization. You must 

balance loyalty to the leader with loyalty to the mission and health of the 

organization. This is not always easy to do, but the effort is well worth it. 

 

If you are a Team Leader, here is what your team members need from you: 
 

1. Provide clear expectations  

Imagine stepping onto a soccer field and scoring a goal only to have the 

referee blow the whistle and say it didn’t count because he actually meant 

for you to play football, even though he never told you this! Sounds bizarre, 

but one of the most common complaints we hear from team members in a 

variety of organizations is “I don’t really know what’s expected of me.” 

While job descriptions serve a meaningful purpose in helping someone 

understand an overview of his or her position, leaders must be clear 

regarding what they want, what level of quality they expect and when they 

want it by.  

LET YOUR 
LOYALTY SHOW 

PROVIDE CLEAR 
EXPECTATIONS 
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Expectations should be: 

 Realistic 

 Specific 

 Clear 

 Agreed upon 

 

2. Give regular feedback 

Quality feedback is direct, specific, and non-punishing. It is connected to 

clear expectations. It is hard to give good feedback to someone who doesn’t 

know what is expected of them. Some experts believe that 80% of 

performance problems can be resolved by a leader providing clear 

expectations and feedback to a team member. There is no excuse for a 

team leader who does not give regular feedback for both excellent 

performance as well as problems. Giving quality feedback costs nothing 

other than a little time and courage!  

Quality feedback: 

 May be used for affirmation, teaching, or correcting 

 Should not surprise the recipient in a negative way 

 Should be ongoing and two-way 

 Should be based upon clear expectations 

 

3. Lead by example 

As a leader, it is your job to model the behaviors you want to see in others. 

 If you want hard work, model it.  

 If you want openness to feedback, practice it yourself. 

 If you want collaboration, be collaborative.  

 If you want timely delivery on projects, perform the same way 

yourself. 

 If you want relationships, pursue them.  

GIVE REGULAR 
FEEDBACK 

LEAD BY 
EXAMPLE 
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You are setting the tone and creating the team DNA as much by what you 

do as by what you say. Set the example by modeling the performance, 

relational style, and work energy you want to see in others.  

 

4. Spend time with them 

One of the greatest resources for a team member is you, the team leader. 

Some team leaders keep their distance from team members, seldom 

spending regular time connecting. This social distance often results in 

diminishing trust, lower relational capital, less opportunities to influence 

team members, and fewer opportunities for them to give feedback to you, 

the leader. A number of years ago, researcher John Kotter did a study on 

how effective leaders spent their time. He discovered they spend upwards 

of 90% of their time in relational connection and communication with their 

staff, both formal and informal. Spend time with the members of your 

team! Ideas of how to spend more time with your team include:  

 Brief office visits 

 Formal meetings 

 Lunch together 

 

5. Recognize effort and excellence 

I remember an office worker who had trouble doing her work with quality. 

Her manager’s solution was to take important projects and give them to a 

more competent staff member. Over a period of a year or two, she was 

rewarded with less and less work, even though she was one of the highest 

paid! She had less and less responsibility and pressure, and the more 

competent worker had more and more. Who was rewarded? The 

incompetent worker! This is far more common than you might expect. 

Leaders must focus on recognizing and rewarding excellence, not 

incompetence. Here are three particular and practical ways to show 

recognition for effort and excellent performance: 

SPEND TIME 
WITH THEM 

RECOGNIZE EFFORT 
AND EXCELLENCE 
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 Praise: Let them and others know how well they are doing. This can 

be done directly to the person, in a team meeting so others can see 

and hear it, in a handwritten thank you note, in an email, or even in 

a newsletter. In one case, I wanted to praise the excellent service 

provided by three employees of an organization, so I wrote an email 

to the president praising them and copied them on it. He felt 

affirmed that his team did so well, and they felt great having the 

president hear about their hard work! 

 

 Reward: Praise is nice, but I never met a person who did not 

appreciate a Starbucks gift card! Some practical and easy to deliver 

rewards include a bonus, free lunch for the team or privately with 

the team leader, a gift card, a weekend away certificate, time off, or 

even a team party. Be creative. It’s not only the dollar value of the 

reward, it is also the appreciation it communicates. 

 

 Opportunity: Motivated team members often want new 

opportunities to learn, grow, and advance. This is true for most 

people who desire to keep growing and advancing and is especially 

true for millennials. Examples of new opportunities may include 

new projects, new positions, workshops and seminars, and paying 

for further education. 

 

Conclusion 

The flow of needs goes both ways in an organization. The leader’s needs 

must be met by his team in order to lead well, and the team members’ 

needs must be met by the leader in order to perform well. Often, if one 

person’s needs are not being met, he can throw off everyone around him 

and begin to stifle the air. We hope the five key needs we have identified for 

each party will help your team learn the art of managing up and managing 

down, and provide clearer, more breathable air.    
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Jay Desko is the Executive Director of The Center and serves on the Senior 

Leadership Team at Calvary Church in Souderton, Pennsylvania. Jay brings 

experience in the areas of ministry assessment, leadership coaching, 

decision-making, and strategic questioning. Jay’s degrees include a B.S. in 

Bible, an M.Ed in Instructional Systems Design and a Ph.D. in Organizational 

Behavior and Leadership. If you would ever like to contact Jay, he can be 

reached at jdesko@centerconsulting.org.  

 

 

 
 
If you are a Christian leader of a church, non-profit or business and would like to further advance the 
effectiveness and health of yourself or your organization, we can assist you through our proven guidance 
and relational approach. We provide customized solutions for your complex problems. Our solutions 
include coaching, assessment, communications, crisis guidance, planning, staffing & HR, succession 
planning, and personalized coaching retreats. For more information, call our office at 215-723-2325 or 
visit our website centerconsulting.org. 
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