How to Lead Your Boss

Overview
Every leader is also a follower in some relationship. This lesson focuses on how to effectively influence those above you. Biblical principles are combined with practical steps which every person can take to improve the teamwork with his/her boss. 
Learning Objectives

After this lesson participants will be able to: 
· Recognize the key role they play in the employer/employee relationship

· Understand the power of effective teamwork when the boss and subordinate work well together.   
· Reflect on the unique needs, strengths, and temperament of his/her boss.
· Develop an action plan to strengthen this relationship. 

Introduction
Activity: Lead a “How well do you know your boss competition.” Choose two or more sets of boss/workers. Ask each the same question and have them write their answer on a paper or marker board out of the view of the other. Then ask each to share their answer. Give one point for each team where both persons agree on the answer. Use questions from the action assignment or make up similar questions as appropriate for your group.   
To think about as we begin: Who is your boss? (Get a person(s) in your mind for this session. It may be the person you report to directly. It may also be a board or another oversight group. You may also think about shareholders or congregational members who have power to remove you from your position!) 
All of us have people over us, a boss, a board, or a director. Recognize that if you are going to function well in your position you need the support and blessing of the person(s) over you. You need your boss’s support, but he/she has the power and you can’t force him/her/her to support you! Work at this relationship. It’s not an easy one. Almost everyone, sooner or later, complains about his/her boss. “I’m not being recognized” “He/she doesn’t have time for me” or “He/she doesn’t listen” are common complaints. 

Your relationship with your boss will greatly impact your enjoyment of your job. There are times that you want something to happen and knowing how to influence him/her/her will help you a lot. When you influence you lead and it is possible to lead your boss! This lesson will look at how to do it. 
(taken from Staff Your Church for Growth, by Gary L. Mclntosh and Leadership Letters #56 and 57)
First, a quote and then some scriptures. 

“If people are afraid to help their leaders lead, their leaders will fail.” - Michael Useem, professor, the Wharton School

Key scriptures

1 Thessalonians 5:12 Now we ask you, brothers, to respect those who work hard among you, who are over you in the Lord and who admonish you.

Hebrews 13:17 Obey your leaders and submit to their authority. They keep watch over you as men who must give an account. Obey them so that their work will be a joy, not a burden, for that would be of no advantage to you.

Basic principles from these verses
“Top” leadership is a tough job! Paul talks about ‘hard work.’ It is not an easy thing. Recognize that your boss carries more of a load than you can understand. 

“Top” leaders will be held accountable. “They must give an account.” Each of us will give an account of our responsibility and how we have lived as leaders. In regard to your boss, this relieves you from the need to ‘fix’ them or make sure they are perfect. Realize that your responsibility ends at a certain point and God takes over from there! This is key when there are areas of disagreement. We’ll talk more in this lesson about how to communicate your views, but recognize that at some point, you can release your boss to make the decision and he/she will be held accountable for it. 
“Top” leaders are in a dynamic relationship with those under them. Paul acknowledges that the top leaders need respect and obedience from followers. He says that when this doesn’t happen their work becomes a burden that not only impacts them and their leadership, but also affects you as a ‘follower’ or ‘second chair’ leader. When both sides work together in unity and with understanding, great potential is released in the church or organization. Both sides benefit! Followers greatly impact this relationship! The writers address their comments to the followers, not the ‘top’ leaders, but clearly, the followers impact the relationship.  
In this lesson we’ll look at 10 things that you can work to improve this relationship and positively influence your boss.  
I. Learn to know your boss

Be a student of your boss! Make it your desire to know all you can about him/her. There is a fine line between examining to criticize and examining to bless. Make sure your heart is right on this issue before you look carefully at your boss. 
A. Ask key questions about your boss
What is his/her heart? What is his vision for the work/ministry? What does he/she want me to accomplish? How does what I am doing fit into that vision? Why did God choose this person for this position? What pressures and challenges does the leader face now? What strengths do I have that can complement the leader’s weaknesses?
B. Learn his/her strengths and weaknesses
Know his/her temperament and spiritual gift. It will help you to understand and appreciate him/her/her. This is not for the purpose of criticizing him/her/her but in order to understand him/her and also to be able to strengthen him/her/her in his/her weak areas. Be a student of him/her.
C. Learn to know his/her leadership style
Is he/she a “take charge” person or a team leader? Is he/she visionary or detail oriented? Learn his/her decision making style. Does he/she make quick decisions or prefer to think over it for some time? Does he/she prefer written communication or verbal?  Is it best to see him/her in the morning or afternoon? How does he/she handle conflict?  Is he/she more concerned about perfection or speed? 

D. Learn to know his/her personal tastes
 Look at his/her office, what is on the wall? What pictures or style of furniture is used? What is a favorite food? What type of appreciation does he/she enjoy most? 

II. Listen to your boss

Listening is a skill that can be developed and must be cultivated actively with the boss. If you don’t learn to listen well you may think that you are doing what he/she wants when in reality you are not. 

Learn to watch his/her body language and gestures. Can you tell when he/she is tired? How does he/she indicate that the time is up and the meeting is over? Learn to understand how he/she gives instructions. He/she may say, “Do this” or may say, “We need to do…” Both can be directives from different temperaments. 

III. Keep your boss informed
The role of the boss is to make many decisions regarding the life of the organization. He/she can only do so based on the information given to him/her. Information can be life of death for the boss. A boss doesn’t like surprises.
It may be possible to give too much info, but it is safer to give too much than too little. Gather facts and numbers that can help the boss make decisions.  If you have informed him/her about something and later make a change, make sure that you remember to inform him/her.  
When things are going poorly, you might be particularly tempted to withhold information from him/her; but at that time it is all the more needed.

IV. Speak and write concisely

Time is crucial for a boss. There is always too much to do. Calls, appointments, decisions, sermon preparation, administration, etc. Respect his/her time by speaking and writing concisely.  When communicating learn the preferences of your boss. Does he/she like verbal or written reports? 
In speaking, get to the point. He/she wants to know the facts, not all the stories. Can you condense your need or report to one minute? 

In writing, be brief and concise. A one page report is much more likely to be read than a 10 page one. If the report must be long, put a summary with it. 

V. Solve your own problems
Leaders deal with problems and any time you can solve one you have been a blessing to him/her. The greatest line you can say to the boss is “I have taken care of it!” That’s music to his/her ear and means one less thing that needs his/her attention.  

At times you will need to bring problems to his/her attention. If so, come with a concise statement of the problem and several proposed solutions. This shows that you have already thought about the issue and he/she can more easily make a decision. 

VI. Give your boss ideas
If you have understood the heart of the boss and you are supporting his/her vision for the organization, your ideas are very valuable to him/her. You can see things that he/she is not able to see and you have a unique perspective on the needs in the organization. However, the manner in which you give the ideas will greatly influence how they are received. Some tips for giving ideas:

A. Look for the right time
This may be the time of day, the time of the week, or the time in the life of the organization. If the boss is overloaded and trying to finish the sermon for Sunday, hold the idea!

B. Be willing to help implement the idea
You need to be ready to help pay the price for an idea to work. If he/she accepts the idea be ready to put it into action. The boss already has too many ideas that are waiting for him/her to accomplish. 

C. Think about the idea from his/her perspective
Look beyond just your department. Ask yourself how it will impact other staff or other departments. How will it impact the budget? Remember that the Boss will look at the issue from a different perspective. Ask yourself, “What things will my boss think about regarding this decision?” 
D. Present it gently! 
Any idea is in a way a criticism of the way things are being done. Make sure he/she is ready for that before you present the idea and then do it gently. Reflect on the truth in this verse:

Proverbs 25:15, “Through patience a ruler can be persuaded, and a gentle tongue can break a bone.”
VII. Do what you say you will do

When someone promises and doesn’t fulfill, the weight comes back to the boss and it is very disappointing. It is refreshing for the boss to simply know that the job will be done because you say it will be done. This is an integrity issue that builds trust. If you are not able to do something assigned to you it is best to say it at the beginning. 

This also involves doing a quality job at what you do. The Boss will value a job well done. Proverbs 22:29, “Do you see a man skilled in his work? He will serve before kings; he will not serve before obscure men.” Go the second mile. Come early and stay late. Do an excellent job.  He/she will notice!

VIII. Make your boss successful
This may look a bit prideful for the boss to say. However, it is a fact that you as a staff are associated with the boss. If he/she looks good, you also look good! If he/she fails, you also fail. You help yourself when you help him/her to succeed. Ted Engstrom and Ed Dayton say, “The primary task of each person in an organization is to make his or her boss successful.” 

Speak well of him/her to others. You, more than the members, will know his/her weaknesses, but speak of his/her strengths. Don’t sympathize with those who criticize.  
Exodus 22:28, “Do not blaspheme God or curse the ruler of your people.”
Let him/her take credit for things done, even when it was your idea!

Most of the points in this lesson relate to this one and when practiced will make him/her successful.

Of course, your boss has a responsibility to give credit for his/her success to those on the team that make it happen. But that’s a subject for the lesson on building a team! 

IX. Help the boss improve 

You can help your boss to become a better leader. You can do this in several ways:

A. Compliment the good
This always reinforces right behavior and it works on your boss as well as in the other direction! You might be surprised at the power you have to influence your boss’ direction or behavior simply by your encouragement. 
B. Ask for advice
This helps the leader to be able to give you direction without needing to come back later with criticism.

C. Let him/her know your needs
If there are things you need to succeed in your job, let him/her know what it is. This will be much faster than waiting for him/her to discover it. 

D. Help find resources and materials that will be helpful to him/her
This might be a clipping from a newspaper or magazine, an article or book. Don’t overwhelm him/her with too much material but pass on things that you feel can help him/her.  Summarize lengthy items.

X. Be loyal to the boss

Loyalty is often misunderstood. It does not always mean complete agreement, but it does mean that you are committed to stick with someone for better or for worse. Talking behind his/her back, dragging your feet on assigned work, or silently allowing him/her to fail are all signs of disloyalty. 

How can you show loyalty? 

A. Let him/her know when he/she is failing
If he/she is going to make a mistake that will cost him/her trust with the followers or hurt the organization you should help him/her by being honest in an appropriate way. Don’t sit around and watch him/her fail. Recognize and respect that he/she has the final decision about what to do with your information but don’t fail to give it in love. 
B. Be a friend
Be open and honest with him/her. Respect him/her because of his/her position but recognize that he/she is a person with strengths and weaknesses like everyone else. Just because he/she is the boss doesn’t mean that he/she is an angel! If your boss is a different gender than you it will be important to keep healthy boundaries, but seek to have a genuine friendship with him/her. 
Proverbs 22:11, “He who loves a pure heart and whose speech is gracious will have the king for his friend.”
C. Learn how and when to say ‘no’
Areas of disagreement with a boss are very difficult and can quickly lead to conflict or loss of a job, so handle them with care! But learn how and when you should say ‘no’ to your boss. Several guidelines:
Say “no” when the request is clearly wrong.

Say “no” when you recognize that you are not the right person to do this job. (You may still be asked to do it, but the teamwork principle of ‘passing the ball’ to the best player is the concept here.) 

Say “no” when you recognize that you cannot complete the task without sacrificing higher priorities such as family, emotional health, etc. 

Say “no” quickly when you must say it. Don’t delay the process. This makes it more difficult for your boss.

Say “no” at the best time. There may not be a great time, but at least choose the best possible time. This may be the time of day, week or planning cycle, but at least consider what the best time is. 
Realize that saying ‘no’ may have consequences, potentially painful! Don’t expect to be able to say ‘no’ too often and still have a job! But having a healthy relationship will sometimes require you to be honest and to establish boundaries. 
Conclusion
You play a vital role in the success of your organization and in your relationship with your boss. 

How well do you lead your boss? How well do you know his/her heart and how well do you relate to him/her? What can you do from this lesson to strengthen that relationship?

Action Assignment

Name: ______________

1. Reflect on your relationship with your ‘boss’ by briefly answering the following questions: 

In what ways has it been healthy? 

Unhealthy? 

To what level have you previously been able to influence your boss? 

What have you learned in this lesson that seems most significant for this relationship? 

2. How well do you know your boss? Answer the following questions to the best of your ability and ask your boss for parts about which you are unsure. 


What is his/her heart for our organization?


What is his/her spiritual gift?


What are his/her greatest strengths?


What are his/her most significant weaknesses? 


How does my role complement his/her role?

What is his/her personality? (Use whatever personality profile you are familiar with or simply describe the personality you observe.) 

What kind of leadership style does he/she operate in? (Team building, visionary, take charge, hands on, etc?) 

What is the best way to show appreciation to your boss? 

What is the favorite food of your boss?

What is the favorite color of your boss?

What does he/she do with body language to indicate that the meeting is finished? 

Does he/she prefer written or oral communication?

Does he/she do the best mental work early or late in the day?

Does he/she most value speed or perfection?

3. Reflect on your role in the organization. In what ways do you help your boss to look good? 

4. In what ways can I show loyalty to my boss? (refer to your notes and indicate areas that you can improve in this area of loyalty.)
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D. Learn to know his/her personal tastes

II. ____________ to your boss

III. Keep your boss ______________
The role of the boss is to make many decisions regarding the life of the organization. He/she can only do so based on the information given to him/her. Information can be life of death for the boss. A boss doesn’t like surprises.
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VII. Do what you ______ you will do (Proverbs 22:29)
It is refreshing for the boss to simply know that the job will be done because you say it will be done. This is an integrity issue that builds trust. 
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Speak well of him/her to others. You, more than the members, will know his/her weaknesses, but speak of his/her strengths. Let him/her take credit for things done, even when it was your idea!
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D. Help find resources and materials that will be helpful to him/her
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A. Let him/her know when he/she is failing

B. Be a friend (Proverbs 22:11)
C. Learn how and when to say ‘no’
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· Say “no” when the request is clearly wrong.

· Say “no” when you recognize that you are not the right person to do this job. 
· Say “no” when you recognize that you cannot complete the task without sacrificing higher priorities such as family, emotional health, etc. 

· Say “no” quickly when you must say it. Don’t delay the process. 
· Say “no” at the best time. 

Realize that saying ‘no’ may have consequences, potentially painful! Don’t expect to be able to say ‘no’ too often and still have a job! But having a healthy relationship will sometimes require you to be honest and to establish boundaries. 
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In what ways has it been healthy? 

Unhealthy? 

To what level have you previously been able to influence your boss? 

What have you learned in this lesson that seems most significant for this relationship? 
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What kind of leadership style does he/she operate in? (Team building, visionary, take charge, hands on, etc?) 
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Does he/she do the best mental work early or late in the day?

Does he/she most value speed or perfection?

3. Reflect on your role in the organization. In what ways do you help your boss to look good? 

4. In what ways can I show loyalty to my boss? (refer to your notes and indicate areas that you can improve in this area of loyalty.) 
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