
Team Lead
YOUR ROLE AS A



YOUR ROLE AS A TEAM LEAD

Stewardship and Responsibilities

Showing confidence in your role

1.

2.



STEWARDSHIP

 “The conducting,
supervising, or managing

of something.”

“The careful and
responsible management
of something entrusted

to one's care” 
Merriam-Webster Dictionary, 2024

https://www.merriam-webster.com/dictionary/stewardship#:~:text=%3A%20the%20conducting%2C%20supervising%2C%20or,stewardship%20of%20natural%20resources


WHAT HAVE YOU BEEN ENTRUSTED TO  
CONDUCT, SUPERVISE, OR MANAGE?



MIDDLE 
MANCOORDINATOR TEAM

MEMBERS



Coordinator 

Communicate important
information from the
coordinator to team
members

Enforce changes/projects

Alleviate stress

Being familiar with your
center and answers to
common questions

Be a resource for team
members when they need
help

Team Members

PROVIDE SUPPORT FOR



RESPONSIBILITIES

PEER 
APPOINTMENT

SCHEDULES

LEAD
TEAM

TRAININGS

MANAGE 
TIME OFF

REQUESTS

CONDUCT
1:1 

MEETINGS
CREATE 

ADGENDAS

RESPOND TO 
EMAILS

GIVE 
FEEDBACK

GRAD PLAN
REVIEWS

*CENTER 
SPECIFIC

ROLES



HOW DID YOU FEEL
WHEN YOU WERE

ASKED TO BE A TEAM
LEAD? 





How you are treated

What you are born with

The choices you make

The only one you can
control!

CONFIDENCE COMES FROM:

TedEd, 2015

https://www.youtube.com/watch?v=l_NYrWqUR40&t=4s


Picture Success

3 TIPS TO BUILD CONFIDENCE

“Picture your
success when you

are beginning a
difficult task.”

TedEd, 2015

https://www.youtube.com/watch?v=l_NYrWqUR40&t=4s


Picture Success

3 TIPS TO BUILD CONFIDENCE

Believe in your
ability to improve

FIXED 
VS

GROWTH 
MINDSET

FIXED 
VS

GROWTH 
MINDSET



Picture Success

3 TIPS TO BUILD CONFIDENCE

Believe in your
ability to improve

Practice Failure

“Those who fail regularly
but keep trying anyways

are better equipped to
respond to challenges

and setbacks in a
constructive way.”

TedEd, 2015

https://www.youtube.com/watch?v=l_NYrWqUR40&t=4s


My Role as a Team Lead

Talk with your coordinator about what your responsibilities are as a Team Lead.
Explain to them what you understand them to be and in the box below, write any
additional center-specific responsibilities.

My Responsibilities



Leading With Confidence

Begin with the end in mind. In the box below, write what kind of team lead you
would like to be at the end of your time in advising. How will you have
contributed? What will your peers think of you? How will you feel about the
work you have done?





GROWTH 
MINDSET

Leading wi th a



Carol Dweck, 2006 

https://www.goodreads.com/book/show/40745.Mindset
https://www.goodreads.com/book/show/40745.Mindset


WHAT A
GROWTH

MINDSET IS

HOW TO
DEVELOP A

GROWTH
MINDSET

HOW TO
LEAD WITH
A GROWTH
MINDSET



People have a set
amount of intelligence.

Carol Dweck, 2006 

https://www.goodreads.com/book/show/40745.Mindset
https://www.goodreads.com/book/show/40745.Mindset


Told they were smart, talented,

special, etc.

Focused on results rather than

process

Stay within their comfort zone

Ask “Will I look stupid?” 

Actions are self-affirming
Carol Dweck, 2006 

https://www.goodreads.com/book/show/40745.Mindset
https://www.goodreads.com/book/show/40745.Mindset


Intelligence can be
developed through hard

work. 

Carol Dweck, 2006 

https://www.goodreads.com/book/show/40745.Mindset
https://www.goodreads.com/book/show/40745.Mindset


Focused on process not results

Everything is an opportunity to

get smarter 

Ask, “What can I learn from this?”

Challenge themselves

 Focus on the “Power of yet”

Carol Dweck, 2006 

https://www.goodreads.com/book/show/40745.Mindset
https://www.goodreads.com/book/show/40745.Mindset


PAUSE VIDEO
Complete the mindset survey. 

Positive Psychology Program: The Mindset Survey

https://planning.unt.edu/images/the-mindset-survey-positive-psychology.pdf


HOW TO
DEVELOP A

GROWTH
MINDSET



KEY ELEMENTS OF HOW THE
BRAIN WORKS

YOU CAN
PHYSICALLY

GROW SECTIONS
OF YOUR BRAIN.

Productivity Game, 2018

https://attachments.convertkitcdnm.com/4065/84611b7b-da4c-4556-9558-85c7c6dfbbc1/Mindset.pdf


KEY ELEMENTS OF HOW THE
BRAIN WORKS

YOU CAN SPEED
UP YOUR BRAIN

CIRCUITS.

Productivity Game, 2018

https://attachments.convertkitcdnm.com/4065/84611b7b-da4c-4556-9558-85c7c6dfbbc1/Mindset.pdf


KEY ELEMENTS OF HOW THE
BRAIN WORKS

YOU CAN REWIRE
YOUR BRAIN

Productivity Game, 2018

https://attachments.convertkitcdnm.com/4065/84611b7b-da4c-4556-9558-85c7c6dfbbc1/Mindset.pdf


HOW TO DEVELOP A
GROWTH MINDSET

1. Identify Your Current Mindset

2. See Challenges as Opportunities

3. Be Patient With Yourself; Growth Is

a Process, Not a Destination

4. Focus on Your Positive Actions

Rather Than Traits

5. Talk to Others Who Have Developed

a Growth Mindset

6. Change Your Perspective on Failure

7. Write Down Your Goals

8. Celebrate the Success of Others

9. Ask for Feedback

10. Remind Yourself That You May Not

Be Good at Something — Yet

Purdue Global, 2024

https://www.purdueglobal.edu/blog/careers/develop-growth-mindset/


HOW TO
LEAD WITH
A GROWTH
MINDSET



“Believe in the
development of every
individual within their

organization” 
Carol Dweck, 2018

https://youtu.be/2D53lgdKsi0


“Create an atmosphere where
people can thrive, where their

ideas are appreciated, where they
can collaborate, and in which they

can learn from mistakes.” 
Carol Dweck, 2018

https://youtu.be/2D53lgdKsi0


“It’s not just telling people they
can develop, having a mission

statement, or a speech. It’s about
instituting practices…that show

the value of development and
reward development.” 

Carol Dweck, 2018

https://youtu.be/2D53lgdKsi0


Leading With a Growth Mindset
What are some of the fixed mindset

tendencies you have? 
Ex: “I can’t do...” or “I usually give up on...”

How could you rewrite those to reflect a
growth mindset? 



Think about your team members. Below, write their name and how they contribute to your
team as a whole and the work done in advising. 

Team Member:

Contribution:

Team Member:

Contribution:

Team Member:

Contribution:



What is one thing that you could do to lead your team with more of a growth mindset?
Keep in mind what Carol Dweck said about leading with a growth mindset,

“Create an atmosphere where people can thrive, where their
ideas are appreciated, where they can collaborate, and in
which they can learn from mistakes... It’s not just telling

people they can develop, having a mission statement, or a
speech. It’s about instituting practices…that show the value

of development and reward development.”





communicating
EFFECTIVELY



SENDER

PATTERN
communication

RECIEVER
SENDERRECIEVER NOISE



EFFECTIVE COMMUNICATION IS:

ACCURATE TIMELY RELEVANT



“Every student
prepared to

achieve their
potential”

Advising Vision

“Providing 
accurate

information”

ACCURATE



ACCURATE

PATTERN
communication

SENDER
RECIEVER

RECIEVER
SENDER



ACTIVE
LISTENING

“A communication skill that involves
going beyond simply hearing the words
that another person speaks. It's about

actively processing and seeking to

understand the meaning and intent

behind them. It requires being a mindful

and focused participant in the
communication process.”

Arlin Curic, 2024 

ACCURATE

https://www.verywellmind.com/what-is-active-listening-3024343
https://www.verywellmind.com/what-is-active-listening-3024343


Giving the speaker your full and undivided attention

Clearing your mind of distractions, judgments, and counter-arguments. 

Avoiding the temptation to interrupt with your own thoughts.

Showing open, positive body language to keep your mind focused and to

show the speaker that you are really listening

Rephrase or paraphrase what you’ve heard when making your reply

Ask open-ended questions designed to elicit additional information

WHAT DOES IT LOOK LIKE TO
BE AN ACTIVE LISTENER?

Marjorie North, 2015 ACCURATE

https://professional.dce.harvard.edu/blog/mastering-the-basics-of-communication/
https://professional.dce.harvard.edu/blog/mastering-the-basics-of-communication/


ACCURATE

PATTERN
communication

SENDER
RECIEVER

RECIEVER
SENDER



CLEAR
AND

CONCISE

“Outlining carefully and explicitly what

you want to convey and why will help
ensure that you include all necessary

information. It will also help you
eliminate irrelevant details.” 

Mary Sharp Emerson, 2021

ACCURATE

https://professional.dce.harvard.edu/blog/8-ways-you-can-improve-your-communication-skills/


HOW TO COMMUNICATE
CLEARLY AND CONCISELY

 Know your purpose1.

 Structure your message 2.

 Use simple and precise language3.

 Edit and revise your message4.

 Use visual aids [when needed]5.
LinkedIn

ACCURATE

https://www.linkedin.com/advice/1/how-can-you-communicate-clearly-concisely-while-still


TIMELY



“Communication should be done at proper time and with
the appropriate level of impact and urgency, to ensure
that messages can be understood and acted upon to

achieve their objective. It should be possible to
differentiate urgent and important information and

understand the time scale for any actions. There should
be confidence that communication reaches their

audience when intended.”

Microsoft Build, 2024

TIMELY COMMUNICATION

TIMELY

https://learn.microsoft.com/en-us/microsoft-365/community/principles-of-communication


TIMELY

WHAT DOES
TIMELY

COMMUNICATION
LOOK LIKE? 

“It should be possible to
differentiate urgent and

important information and
understand the time scale for

any actions.”
Microsoft Build, 2024

https://learn.microsoft.com/en-us/microsoft-365/community/principles-of-communication


“Communicating to employees or coworkers in a
timely manner gains their trust, gives

employees time to absorb the information, gives
them a full picture of the situation, and gives

employees the information that may affect their
job, thus allowing them to adjust their work if

needed.”
Michigan State University

WHY TIMELY
COMMUNICATON?

TIMELY

https://workplace.msu.edu/transparent-communication/


RELEVANT



RELEVANT

Information should be
communicated to the 

right person in the right way.



RELEVANT

AUDIENCE

A.I.M.
INTENTION MESSAGE

 J.D. Schramm, 2014

https://www.youtube.com/watch?v=0BOlbdyLm5g


RELEVANT

AUDIENCE

A.I.M.
INTENTION MESSAGE

Who am I talking
to?

Why do they
need to know

this information? 

What is the
message I need

to convey?

 J.D. Schramm, 2014

https://www.youtube.com/watch?v=0BOlbdyLm5g


EFFECTIVE COMMUNICATION IS:

ACCURATE TIMELY RELEVANT



WATCH NEXT
LESSON 3 CONTINUED: CREATE A

WORKPLACE COMMUNICATION STRATEGY





WORKPLACE
COMMUNICATION

STRATEGY

Create a 



“A communication“A communication
strategy is the frameworkstrategy is the framework

within which yourwithin which your
business conveys andbusiness conveys and
receives information.”receives information.”

Mary Sharp Emerson, 2021

https://professional.dce.harvard.edu/blog/8-ways-you-can-improve-your-communication-skills/


THE VALUE OF STRUCTURE

 A structure eliminates ambiguity,
ensuring that your message is

straightforward and easy to
understand and follow.

ClarityClarity EfficiencyEfficiency
Structure saves time and mental

energy, simplifying complex ideas
into digestible, actionable points

PersuasionPersuasion
A logical structure builds your
case point by point, facilitating

persuasion by guiding your
audience through a reasoned

argument.

RetentionRetention
Ideas presented in a structured

manner are more likely to be
remembered, making your

communication more impactful. 
Our brains are actually designed to
encode and remember structured

information.

Reduced AnxietyReduced Anxiety
Having a predefined structure can

significantly lessen communication anxiety,
as you already know how to convey what you
need to say and you are less likely to forget

your content

Matt Abrahams, 2024

https://hbr.org/2024/01/a-simple-hack-to-help-you-communicate-more-effectively?registration=success


“Starting most broadly, your strategy should
incorporate who gets what message and when. This

ensures that everyone receives the correct
information at the right time. It can be as detailed as
how you communicate, including defining the type of

tools you use for which information.”

Mary Sharp Emerson, 2021

https://professional.dce.harvard.edu/blog/8-ways-you-can-improve-your-communication-skills/


Timing

Individual

Message

Group

Teams Email In Person Teams Email In Person

What is the
message?

When does it need to
be communicated?

Who does it need to be
communicated to?

Where/in what way
should this message
be communicated?



Communication Strategy
What information/messages do you regularly communicate to others in your current role? 

Timing

Individual

Message

Group

Teams Email In Person Teams Email In Person

What is the
message?

When does it need to
be communicated?

Who does it need to be
communicated to?

Where/in what way
should this message
be communicated?

Evaluate the messages above in relation to this chart. Then fill out your answers in the boxes
below. 



What messages need to be
communicated immediately?

What messages could be communicated
later? When would they need to be

communicated? 

What messages should be
communicated to an individual? 

What messages should be
communicated to a group? 



Which messages should be communicated via:

Teams In-Person Email



COLLABORATE 
WITH YOUR TEAM!





Constructive +
Corrective

FEEDBACK





CONSTRUCTIVE 

CORRECTIVE
+



THE PURPOSE OF FEEDBACK

“I will act in a professional
manner…I expect to receive

positive and constructive
feedback and know it is
vital for my growth and

improvement.”
 

Career and Academic Advising Professional Code of Conduct

Why do you give feedback as
a Team Lead? 

Encourage and acknowledge your

team members contributions.

Ensure that office and university

procedures and policies are upheld. 

Facilitate growth and development

of your team members.

https://byui.instructure.com/courses/274312


PAUSE VIDEO
Answer the question below on your worksheet.



https://www.ccl.org/articles/leading-effectively-articles/closing-the-gap-between-intent-vs-impact-sbii/


SITUATIONS
BEHAVIOR

IMPACT

INTENT

B
I
I



SITUATION

Set the scene for the

conversation

Be specific about where/when
the event occurred

Should be done clearly and

concisely 

“In the notes for your

11:15 appointment on

Tuesday...”

“When you came to

work on Friday...”

“When you were

giving the training in

the meeting on

Thursday...”



BEHAVIOR

Focuses specifically on what

occurred objectively.

These should be things that

are clearly observable to any

person in the situation -

nobody could disagree with

what is said. 

“In the notes, you

wrote, (direct quote

from notes).”

“You were wearing

denim jeans and

tennis shoes.”

“You had slides

prepared and asked

questions to engage

the rest of the team.”



IMPACT

How did this behavior

impact you/the team/the

organization as a whole?

Subjective language can be

used with caution here. 

“The next advisor will

not have much

background

information at the

students next visit”

“The environment in

advising appears

more casual and less

professional.”

“Myself and the team

learned a great deal

of information to use

when we help

students.”



IMPACT

https://www.youtube.com/watch?v=wtl5UrrgU8c


INTENT

Gives the team member the

opportunity to explain their side. 

The goal here is to reach

understanding and help guide the

peer to the next step they should

take. 

Usually posed in the form of a

question.

“What were you

hoping to accomplish

with that?”

“What was going on

for you?”

“What are your

thoughts on how the

training meeting

went?”



INTENT

https://www.youtube.com/watch?v=wtl5UrrgU8c


REMEMBER
This is not just for

corrective feedback!



https://www.youtube.com/watch?v=jhtwqK3iOV8&t=496s


Jess

ISSUE: 

SITUATION:

BEHAVIOR:

IMPACT:

INTENT:

Jess is hardly writing anything in her notes after she meets with
students and your coordinator has asked you to talk with her about
including more detail. 

“In the notes for your 11:15 appointment on Tuesday...”

“You wrote ‘Talked to student about grad plan. Gave advice on what
classes to take.’”  

“Because of the length of this note, the next advisor will not have
much background information at the student's next visit”

“What are your thoughts about this note and other notes you have
written?”







Building + Sustaining a

POSITIVE
CULTURE



“The environment and atmosphere
that employees work in, combining

the leadership, beliefs, values,
attitudes, behaviors, and interactions

within the workplace.”
Michigan State University

WORKPLACE CULTURE

https://workplace.msu.edu/workplace-culture/#:~:text=Workplace%20culture%20can%20be%20framed,and%20interactions%20within%20the%20workplace.


“What if we created companies that
are great places to be from? And

everyone who leaves you becomes not
only an ambassador for your products
but who you are and how you operate.”

 
Patty McCord, 2019

https://www.ted.com/talks/patty_mccord_8_lessons_on_building_a_company_people_enjoy_working_for?language=en&delay=0s&subtitle=en


WHAT SHOULD THE ACADEMIC
ADVISING CULTURE LOOK LIKE?





“...the professional
workplace expectations

of all Career &
Academic Advising
student employees.
These expectations

help establish a
consistent work

environment for all
student employees.”



Be Dependable

I Will...

Be Respectful

Maintain a Positive Attitude

Communicate Frequently and
Appropriately

Be Supportive

Act in a Professional Manner

Provide Accurate Information

Be Confidential

Be Sensitive

Dress Professionally and 
Appropriately 



Promote
Standards 

Encourage 
Psychological 

Safety

Provide
Feedback



Promote
Standards 

Ensure that team members
are aware of the standards
Do frequent trainings on
these topics
Be the example! 

“If you are in leadership, the
most important thing you can
do to uphold your values is to

live them.”
Patty McCord, 2019

https://www.ted.com/talks/patty_mccord_8_lessons_on_building_a_company_people_enjoy_working_for?language=en&delay=0s&subtitle=en


Encourage 
Psychological 

Safety

“Feeling safe to take interpersonal
risks, to speak up, to disagree

openly, to surface concerns
without fear of negative

repercussions or pressure to
sugarcoat bad news.” 

Mckinsey & Company, 2023

https://www.mckinsey.com/featured-insights/mckinsey-explainers/what-is-psychological-safety


DEVELOPING PSYCHOLOGICAL
SAFETY

Evaluate and set explicit norms and expectations1.

Model vulnerability- Be able to say “I don’t know”2.

Remember everyone has a unique perspective3.

Avoid being defensive when responding to questions or

feedback

4.

Be a transparent communicator5.
Kristi Kleinschmit, Jennifer O’Donohoe, 2022

https://accelerate.uofuhealth.utah.edu/resilience/setting-the-stage-for-psychological-safety-6-steps-for-leaders


Provide
Feedback

Refer to Lesson 4: Constructive and
Corrective Feedback
Address issues in the moment
Give feedback often! 

“Nobody is really good
at something they only

do once a year”
Patty McCord, 2019

https://www.ted.com/talks/patty_mccord_8_lessons_on_building_a_company_people_enjoy_working_for?language=en&delay=0s&subtitle=en


Promote
Standards 

Encourage 
Psychological 

Safety

Provide
Feedback



Building and Sustaining Culture
Circle 2-3 of the following standards from the “Professional Code of Conduct” you
feel that your center needs to improve upon. 

I will be dependable1.
I will be respectful2.
I will maintain a positive attitude3.
I will communicate frequently and appropriately4.
I will be supportive5.
I will act in a professional manner6.
I will provide accurate information7.
I will be confidential8.
I will be sensitive9.
I will dress professionally and appropriately10.

Evaluate: Has my team been properly informed on the expectations regarding
these standards? What will you do as a team lead to better promote these
standards within your team? 

Standard 1:

Standard 2:

Standard 3:



Evaluate: Using Lesson 4: Constructive and Corrective Feedback as a guide,
what feedback do you need to give regarding these standards?

Standard 2:

Standard 3:

Standard 1:

Evaluate: Is your team “Psychologically Safe”? Do team members feel
comfortable voicing their concerns, opposing opinions, etc.? 
What can you do to make your team a “Psychologically Safe” place?





Advocating
PROFESSIONALLY



CAREER AND ACADEMIC 
ADVISING VISION

“We do this by...
Advocating

Responsibly.”

 “Every student
prepared to achieve

their potential”

Career and Academic Advising Vision

https://byui.instructure.com/courses/274312


WHAT DOES IT MEAN TO ADVOCATE?

“to support or
argue for : to plead

in favor of”

“one who supports
or promotes the

interests of a
cause or group”

“one who pleads
the cause of

another”

Merriam Webster Dictionary, Advocate

https://www.merriam-webster.com/dictionary/advocate


3 KEYS TO ADVOCATING
PROFESSIONALLY 

EDUCATE ENDORSEELEVATE



EDUCATE

“The idea [of Advocacy] is to know
your people well enough to make

sure they are represented accurately
and fairly within the company.”

-Tam Harbert

Tam Harbert, 2020

https://www.shrm.org/topics-tools/news/managing-smart/advocating-employees


EDUCATE

“[Becoming a good advocate] requires collecting
information on every employee, as well as

knowing and understanding each one's work
history, skills, and appetite and capability for

growth...It also means understanding each
employee's current roles and responsibilities.”

-Stephen Miles

Tam Harbert, 2020

https://www.shrm.org/topics-tools/news/managing-smart/advocating-employees


EDUCATE

Get to know
your people

Jacey Lewis, 2023

Ask
questions

Do 
research

https://skillpath.com/blog/allyship-advocate-your-work-colleagues-#:~:text=Advocacy%20is%20about%20supporting%20someone,who%20they%20are%20advocating%20for


Recommend team members for work outside of their comfort zone
+

Offer opportunities for growth

ELEVATE

“This shows that you care about their professional
progress and that you believe in them.”

Indeed, 2023

https://uk.indeed.com/career-advice/career-development/how-do-strong-leaders-apply-advocacy


OUR GOAL IS TO GUIDE

ELEVATE

“Advocating is not about finding a solution; in fact,
that is often the opposite of what an advocate does.

Instead, this role offers to help, without having a
solution the other person should follow. By working

with the other person, you are showing them that they
are the expert in their own lives, thus leading to

feelings of respect and empowerment”

Jacey Lewis, 2023

https://skillpath.com/blog/allyship-advocate-your-work-colleagues-#:~:text=Advocacy%20is%20about%20supporting%20someone,who%20they%20are%20advocating%20for


ENDORSE

“To make a public
statement of your approval
or support for something or

someone.”

Cambridge Dictionary, Endorse

https://dictionary.cambridge.org/us/dictionary/english/endorse#:~:text=endorse%20verb%20%5BT%5D%20(SUPPORT)&text=to%20make%20a%20public%20statement,to%20endorse%20the%20committee's%20recommendations.


ENDORSE

“Everybody wants to do a great job and feel
appreciation for their efforts. When you

openly commend your team in front of top
executives, they realise that you're actively
endorsing them and their job. Great leaders

like using their authority to empower and
assist others. “

Indeed, 2023

https://uk.indeed.com/career-advice/career-development/how-do-strong-leaders-apply-advocacy


ENDORSE

“The best advocates
offer detailed examples
of how and when their

employees demonstrate
particular skills”

Rather than saying: 
“Noah is good at logging detailed

notes.”

Try saying: 
 “Noah wrote detailed notes on his

appointment last Tuesday. Because
of this we could easily track the

students progress and get them in
contact with the graduation

department.”  

Tam Harbert, 2020

https://www.shrm.org/topics-tools/news/managing-smart/advocating-employees


3 KEYS TO ADVOCATING
PROFESSIONALLY 

EDUCATE ENDORSEELEVATE



Joel A. Garfinkle

https://garfinkleexecutivecoaching.com/advance-your-career/need-advocate-work



