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Leadership Handbook 

 
  
Leadership is the process by which one individual guides a group toward a collective 
goal, action, or accomplishment. Great leadership is principle driven and great 
leader’s trust, integrity, and respect for others is the foundation for their 
effectiveness. The central issue is managing adversity. Managing mood is the prime 
consideration in effective leadership.  
 
The engaged leader begins by articulating a clearly defined vision and mission, aligning 
individual and team values with the mission, and establishing a code of conduct. He or 
she then helps team members in how to think and how to focus on a solid mental-
preparation routine. 
 
 
LEADERSHIP STYLE 
 
Great leaders come in many forms. In one sense, solid leadership is a subjective thing, in 
another there are certain characteristics that are, by consensus, typical of quality 
leadership. Leadership is the process of influencing team members to work hard towards, 
and be committed to, team goals. Leaders can either be task-oriented or person-oriented. 
Task-oriented leaders are most interested in training, instructing behavior, performance, 
and winning. Person-oriented leaders are more interested in the interpersonal 
relationships on the team. Great leaders in sports are both task- and people-oriented, but 
lean more towards being task-oriented. 
 
Leaders must possess the qualities they are trying to incorporate into their team. For 
example, if you want members to be confident, have self-control, be disciplined, etc., 
then you must first possess all these traits. One of the most powerful things you can do 
is lead by example. You serve as an influential role model for your teammates and 
everything you do will be watched. Vince Lombardi said, “Leaders are made, they are 
not born; and they are made just like anything else that has ever been made in this 
country – by hard work.” (Dowling, 1970) 
 
Great leaders are often scholars in their field and are intelligent. Like all great scholars, 
they aren’t know-it-alls. They feel there is always more to learn and have a willingness to 
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admit mistakes. Outstanding leaders make decisions based on facts, and apply common 
sense and simplicity to complex tasks. You must select the right strategy for the right 
situation, even when the pressure is overwhelming.  
 
Leaders are well organized, detail-oriented and, due to their thorough preparation, rarely 
caught off guard. Their great knowledge allows them to be great educators and 
motivators. They are also smart enough to know they will often have to alter what they 
originally planned due to changing circumstances, so flexibility and having an open mind 
are crucial to leadership. 
 
Successful leaders are not only highly driven and intrinsically motivated but also foster 
that same enthusiasm in their associates or teammates. Charles Schwab says, “I consider 
my ability to arouse enthusiasm the greatest asset I possess, and the way to develop the 
best is by appreciation and encouragement.” Leaders have a high energy level, create 
task excitement, and are catalysts for positive action. One must be a good motivator and 
have the gift for verbal persuasion to get athletes to “buy in” to the fact that hard work 
does pay off.  
 
What is your leadership style? Or what would you like it to be? 
 
 
 
 
TEAMWORK 
 
Regardless of the culture and history of a team, a group first starts as a collective of 
individuals. Through continuing association, a collective identity begins to form, which is 
characterized by a shared sense of purpose and structured patterns of behavior, 
interaction, and communication. The evolution of the group into a team is characterized 
by a high level of task interdependence, a perceived common fate, a consensus that the 
group goal has precedence over individual goals, and a shared belief that the group output 
is more than the sum of the individual parts. 
 
When the team gets the job done, the team members feel supported and appreciated for 
their efforts. The following points summarize ways in which to create team cohesion: 
 

• Focus on improving communication 
• Respect and celebrate differences 
• Use an inclusive process in developing team goals 
• Recognize outstanding role behaviors, particularly in the service of team 

performance 
• Create vision of the team as greater than any individual 
• Encourage fun activities outside routine practices 
• Set an example of giving of self to team efforts and self-sacrifice 
• Establish clear expectations regarding roles, hold everyone accountable, and 

know when to flex with exceptional situations 
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UNDERSTANDING THE COACH 
 
Coaching behaviors affect teams. For example, behaviors that lead to positive player 
outcomes in terms of satisfaction, motivation, cohesiveness, sense of competency, and a 
positive team climate include: 
 

• High frequencies of training and instructional behaviors with high support to 
athletes 

• More democratic leadership that fosters autonomy rather that rigid control 
Establishing a team climate of mastery or learning rather than only 
performance orientation 

• High frequency of positive, supportive, and information-based feedback to 
athletes. 

 
 
What can we learn from this? 
 
 
 
 
 
By understanding the coach’s behaviors, how can that help you become a better leader? 
 
 
 
 
 
ENERGY (Jim Loehr) 
 
Energy is the capacity to do work; it is the means by which any mission becomes possible 
and is the most critical resource required for accomplishing any team objective. When the 
team is either unwilling or unable to invest energy in the mission, all progress ceases. 
Good leaders are highly skilled in recruiting the necessary quantity, quality, focus, and 
force (intensity) of energy required to complete the team objective. Fundamentally, 
leadership is about energy management. 
 
Leadership can be defined as mobilizing, investing, and renewing all forms of energy in 
the service of the intended mission. When this happens, the individual or team is said to 
be fully engaged; that is, they are physically energized, emotionally connected, mentally 
focused, and spiritually aligned with the mission. 
 
Energy Principles: 
 

1. Investing time without investing energy has little value. 
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2. Energy expenditure that prompts discomfort has the potential to expand 
capacity. 

 
3. Energy management is best achieved not through willpower or self-discipline 

but through habits. 
 
 
It is not the amount of time team members invest that drives team success but rather the 
energy they bring to the time they have. Athletes can be present, showing up for practice 
or games, but not fully there in terms of their energy. Time spent practicing, working out, 
or mentally preparing for competition is wasted without sufficient quantity, quality, 
focus, and force of energy. 
 
How can you apply the principles of energy to improve your team’s chemistry and drive 
towards the upcoming season? 
 
 
 
 
 
NEGATIVE ENERGY 
 
The more team members invest energy in anger, frustration, or jealousy, the more 
accessible, dominant, and powerful these feelings become. Athletes who complain, make 
excuses, or show impatience, give these dynamics life. Just as investments in positive 
emotions stimulate positive growth, investments in negative or toxic emotions stimulate 
defensive growth. Great leaders understand that the team’s destiny, for better or worse, 
follows the path of their energy investments.  
 
Energy is highly contagious. A single team member’s negative energy can quickly 
spread throughout a team. The adage “one bad apple can spoil the barrel” appears to 
have some validity when it comes to negative energy. Conversely, a team’s energy 
dynamics can completely change for the better with the addition of high levels of positive 
energy. Some individuals display what might be termed “hyper-carrier” potential for 
transmitting negative or positive energy. 
 
Great leaders are quick to recognize hyper-carriers, particularly in the case of positive 
energy, and take action to help spread it to other team members.  
 
What type of energy does your team display? 
 
 
 
 
 
What are the signs of negative energy? 
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How can you, as a Captain, change negative energy to positive energy? 
 
 
 
 
Repeated energy exposure produces cumulative effects. When highly positive people are 
put into an intensely negative team environment, a predictable contamination occurs over 
time, even in the strongest individuals. WHEN THE FORCES OF POSITIVE AND 
NEGATIVE ENERGY COLLIDE, THE ONE WITH THE GREATEST FORCE 
DOMINATES.  
 
What does this mean to you? 
 
 
 
 
 
How will you promote positive energy so that it dominates? 
 
 
 
 
 
CONFLICT AND TENSION 
 
Conflict and tensions are a natural part of high-performance team-building; what 
distinguishes successful teams is not the presence or absence of conflict but how tension 
is managed. 
 
Factors for reducing tension: 

• Positive communication: increase self-esteem and cooperative behaviors 
through positive reinforcement. 

• Establishing equality: emphasize value of different roles and make person-
to-person relationships equal and equitable. 

• Being other-oriented: know your own goals, but focus on what others are 
thinking and feeling about team tasks; emphasis is on sharing rather than 
telling. (I can’t emphasize this one enough.) 

• Two-way communication: exchange with a balance between talking and 
listening for all; demonstrate you want to hear other opinions and ideas. 

• Problem solving: encourage others to fully participate and resist closure 
until all ideas, thoughts, and feelings have been expressed; then validate 
those decisions. 

 
In a review of effective leadership and personality, Dr. Robert Hogan, an international 
expert and principal of Hogan Assessment Systems, notes that leadership is about 
persuasion, not domination. 
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Essential behaviors for athletes to promote team-building: 

• Understand your role in relation to those of your teammates 
• Understand your personal goals in the context of team goals 
• Take responsibility to communicate 
• Work toward cooperative competitiveness by focusing on the 

interdependency between individual growth, personal challenges, group 
support, and team achievement 

 
 
 
UNDERSTANDING PERFORMANCE 
 
When individuals are in an expressive mind-set, they perform optimally. That is, they 
execute their tasks as if they were on automatic pilot, they play free, they openly take in 
relevant cues and act on them and they focus on expressing their talents without fear. 
Conversely, when athletes are in an evaluative mind-set, they chronically monitor their 
behavior against some standard, make conclusions about their success or failure against 
that standard, and emotionally react to that conclusion. This mind-set places a ceiling on 
optimal performance and engrains a corruptive fear of failure. An evaluative mind-set is 
fine during practice sessions when the goal is to learn, stretch one’s performance comfort 
zone, and break bad habits. But when it is game time, playing with an expressive mind-
set must be the goal, and communication must facilitate and promote it. 
 
Describe a time when you had to perform in an expressive mind-set and an evaluative 
mind-set. 
 
 
 
 
 
 
During a study on coaching style, one coach was interviewed about his interpretations of 
these areas. During practices, he would push players to step out of their comfort zones, 
but before competitions he would encourage them to work with what they trusted. The 
adage “train for trust, then trust your training” was his theme. When he did get in 
their faces, his comments were always focused on behavior, not the person. His 
philosophy was that by pushing ourselves to grow, to not be controlled by fear, and to 
allow others to help us, we become better people. The result: His players pushed 
themselves and each other in practice, expressed themselves in competition, and believed 
their existence on the team mattered to the coach and the others. 
 
How do you handle constructive criticism? 
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How would you approach your coach about discussing how it affects you? 
 
 
 
RATIONALITY (DORFMAN) 
 
Leading can be an emotional experience. But it had better be a rational one, as well. We 
are primarily responsible as leaders to utilize our intelligence. And though reason alone 
doesn’t identify us, it can and does restrain the emotional responses that are waiting in the 
weeds to control us in the heat of battle. “To think is to act,” Emerson wrote. To be 
emotional is to react. Rationality is the expression of intelligence over passion. Both 
are part of being human. One is an essential trait of leadership. 
 
 
 
POISE 
 
“Grace under pressure” is how Hemingway defined it. And so many others have tried to 
get a grip on just what the team “poise” means. A sampling: Herman Melville wrote in 
Moby Dick, “Thinking is, or ought to be, a coolness and calmness.” He thought that 
humans’ “poor hearts throb…too much for that.” The coolness and calmness, the 
proverbial “even keel,” are elements of poise, he believed. Poise is self-control; poise is 
self-discipline. It’s the ability to face the guillotine, so to speak, without losing your head.  
Poise in the leader is the first indicator to “the troops” of how the battle will go. Napoleon 
claimed, “a leader is a dealer in hope.”  
 
Writer Paul Theroux used a term that is a favorite of mine: “Un-get-at-able,” which 
means that nothing can know the effective leader off his mental and behavioral balance 
beam. He can’t be got-at. In athletic competition, the loss of poise increases the 
opponent’s confidence as it diminishes the athlete or coach who loses it. A leader who 
has “total” poise has the ability to control his emotions, thinking, and behavior. His 
serenity of mind combats chaos. His good example instructs his followers. 
 
 
COURAGE 
 
The courage of one’s convictions. The courage also to take risks. The courage to confront 
difficulty and adversity. The courage to be fair and honest. The courage to hold his 
followers, and above all himself, accountable. The Latin cor means “heart.” To have 
courage is to have “heart”; that term is heard often enough in the athletic arena. To 
many, it implies fearlessness. But that isn’t the point of courage. To have courage is to 
act bravely in spite of reluctance or fear. I once heard a great passage that stated 
“Courageous are the ones that are scared, but go anyway.” Courage is facing adversity 
and fear and “spitting in its eye.” Trying to avoid threatening situations is not an effective 
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strategy. Nor does it bring safety. Rather, it almost guarantees failure. A feeling of 
vulnerability is reinforced by the lack of courageous behavior. Hardly the makings of an 
effective leader.  
 
Courage allows the leader to express all his other qualities; the absence of courage 
suppresses them. Challenging fear elevates behavior, elevates the leader, and enhances 
the organization one leads. All people have fears, the environment and activity is less 
significant than the personality and perception of the fearful person. Athletic competition 
may just be “fun and games” to a spectator, but it is quite a bit more to the coach and the 
participant. Courage is acting in spite of these fears. Without fears, one cannot act 
heroically. All goes if courage goes. Without it, a leader is a leader in name only.  
 
Courage provides the strength for doing what we know is right. 
 
How might you display courage as a leader of a team? 
 
 
 
 
 
COMMUNICATION 
 
Good relationships are established through effective communication. It has become 
rather evident that effective communication is essential for leaders in today’s world. 
From the earliest contacts with young athletes to connections made with those competing 
at the professional level, the athletes and coaches who must “deal with each other” on a 
regular basis are dependent on both verbal and nonverbal communication.  
 
Does sensitivity to communication indicate that the athlete is a wimp – a Mr. Nice Guy, 
“touchy-feely” type? Those who use such disclaimers are usually those who refuse to 
make the effort it takes to be truly effective. Sensitivity to the communication process 
simply indicates that the athlete coach recognizes the importance of the process. He 
knows that by “connecting” with his teammates he’ll enhance their mental approaches, 
thereby serving individual goals and team goals. 
 
How can you show that you connect with your teammates? 
 
 
 
 
 
How can you improve your communication with your teammates? 


