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LEADERSHIP CONFERENCE SPEECH:

ORDIANRY PEOPLE/EXTRAORDINARY LEADERS 

FOR 

DR. MARCHETA EVANS

Hello Everyone! It’s so good to see you here today.  Of course today’s theme is “LEADERSHIP,” and I am looking forward to working with all of you to define, outline and discuss today’s program, and I am also eager to continue MY leadership training, because, as we all know, our education NEVER STOPS!  Before we get into the nuts and bolts of today’s session, I want to take this opportunity to thank all of you for being here, and I want to extend my gratitude and appreciation to all of you who have expressed such confidence in me by choosing me as President-elect of the American Counseling Association.  (if there are any individuals in particular you want to acknowledge, do it now.  If you want to give me a list of those to thank, and I will insert, please advise, along with their titles or distinctions.) I’d like to extend a special thanks to _______________________________________________________________.

As we all have learned from our myriad experiences in life, with every step we take, we have an opportunity to follow or to lead, and as we go along, it is incumbent upon all of us to find our most authentic path in life.  Who in this room can remember playing “follow the leader” as a child?  We were taught to take on roles in our formative years and through playing various games and sessions of “pretend,” we searched for clues that would inform our adult lives.  And now we’re all gathered here, at a conference about leadership.  We’ll discuss what a leader is, what it takes to be a leader, and different leadership styles.  And above all, in every phase of our own personal and professional practice, development and leadership, we must never lose sight of who we are and what we do.  We are here to serve our fellow human beings and to guide them to living more fulfilling lives.  Whether your leadership responsibilities extend to guiding hundreds, or you have a private practice and are looking for techniques and support to lead and guide your patients, today will be a forum of discovery for all of us.  We are all entrusted with fostering the well being of our patients, students, and colleagues, and I cannot imagine any mandate more fulfilling and challenging.  Throughout this conference, I want you all to remember, and don’t worry, (say this with a little humor) I will continue to remind you, that ordinary people can make extraordinary leaders.
Being here today and speaking before all of you reminds me of a brilliant series of documentaries by the British filmmaker Michael Apted.  In 1964, he filmed a show for the BBC called “7 Up.”  The show was basically intended to be a bird’s eye view of a day in the life of a group of 7 year olds, half of whom were from the upper class and the other half were from the working class. Apted’s tag line for the show was “Give me a child until he is seven years old and I will show you the man.”  Very early on in the show, one sees a clear illustration of the origins of adult behavior in these children, and it becomes evident, at that early age, that character is already determined. The television show was eventually followed by several feature length documentaries:  14 UP, 21 UP, 28 UP, and so on, to the most recent installment, 49 Up, which was produced in 2005. It’s a fascinating study in human development, and if you aren’t familiar with the work, I encourage you to watch all episodes.  It’s almost like a time-lapse photo of the lives of these subjects, and it shows us how people are formed. We are witness to the fragility of life in some cases and it also demonstrates the incredible capacity we all possess, for resilience. Leaders are not born.  They are made and formed in childhood.

All leaders, whether they are destined to be extraordinary or not, start life with the same “ordinary” set of basic tools.  They are born; they go through childhood, reach adolescence and enter adulthood.  Somewhere along the way, the light bulb goes off, and the call to leadership emerges.  We ALL know the moment.  Of course we do.  It’s how we got here.  I would say that we all are presented with our own individual circumstances in our lives.  It’s how we react to what we’ve been handed and what we choose to do with the opportunity is what makes us unique.  If you hand five people the same camera and ask them to photograph what is in front of them, you will see different points of view.

Each of us has had opportunities to either lead or be guided in our lives, and not just in our early games of “follow the leader.”  In my tenure as President of the American Counseling Association, I promise you all that I will devote my resources to doing the most effective job I can in guiding this organization to greater milestones and success, and in honor of our teammates, patients and students we serve, we will ALL become more effective leaders.

So as we begin, let’s ask ourselves:

· WHAT IS A LEADER?

· IS IT MORE THAN THE PERSON WHO STANDS UP AND DECLARES ACCOUNTABILITY? 

· WHAT IS THE PURPOSE OF LEADERSHIP?

· IS IT JUST TO AVOID CHAOS AND ANARCHY?
· WHAT DOES IT TAKE TO BE A LEADER?

· BESIDES HAVING FOLLOWERS, WHAT ELSE IS REQUIRED?

· ORDINARY PEOPLE CAN BE EXTRAORDINARY LEADERS
· WHAT STYLES OF LEADERSHIP ARE THERE?

· THERE ARE MANY DIFFERENT STYLES OF LEADERSHIP, FROM “AUTOCRATIC” TO “LAISSEZ-FAIRE”, ONE CAN IDENTIFY MANY DIFFERENT LEADERSHIP STYLES, AND WE WILL.

· IT IS ALSO ESSENTIAL TO HAVE DIVERSITY WITHIN THE RANKS OF LEADERSHIP ROLES.

AND WHAT TOOLS ARE NEEDED TO BE THE MOST EFFECTIVE LEADER YOU CAN BE?

WHAT IS A LEADER?

· According to the dictionary definition, a leader is a person who rules, guides or inspires others.

· I would like to add to that.  A leader is one who rules, guides and inspires, but a true leader is one who is responsible and accountable for everything under his or her aegis.

WHAT IS THE PURPOSE OF LEADERSHIP?

· The purpose of leadership is to focus and motivate a group in order to enable them to achieve their goals.  Also think about how the position of leader is an organic one and morphs and changes with cause and effect.  Think of the leader/servant dynamic.  Although you are designated to guide your team, at the same time you serve them.  The President of the United States is our leader, yet he, along with all of our elected officials, serves us.  It is not possible to lead in a vacuum. That could actually be referred to as “doing one’s own thing.”  What is the sound of one hand clapping? Leadership is defined by the space and purpose surrounding it.

WHAT DOES IT TAKE TO BE A LEADER?

· Some say that there are seven characteristics present in an effective leader.  Think about each one of these points and make a mental checklist to see what you currently demonstrate and where you might be able to fine tune and modify what you bring to the “party”:

· Exemplary character, integrity and trustworthiness.

· Enthusiasm for the cause.

· Confidence

· Effective organizational and management skills

· The ability to perform under pressure and to maintain rational level-headedness.

· The ability to think “globally” - to be able to “see the forest AND the trees”

· A commitment to excellence and completion

· I would like to add an eighth essential characteristic required for successful and effective leadership:  EMPATHY.  In order to really have an effective leader/teammate relationship as well as an impactful relationship with patients and clients, I cannot stress the importance of empathy.  Put yourself in THEIR shoes to the extent that you can.  See what YOU would find effective in whatever situation arises, if you were on the other side.  Think about what the other person is going through and what it would take to turn them around in ANY situation.

WHAT STYLES OF LEADERSHIP ARE THERE?

There are dozens of identifiable leadership styles we can think of.  Some are more paradigmatic than others.  We can learn from observing all different kinds of leaders in action.  Whether they are politicians, military professionals, business tycoons or school coaches, it is necessary for us to identify different styles of leadership, consider which ones might be effective for each of the situations in which we find ourselves, take what works, and do what it takes to lead your charges.  It’s also essential to realize that all leaders should be able to switch and adapt styles as needed.  As I said, leadership is organic and there are no hard and fast rules to getting the job done effectively.  Everything you are charged to do is a new situation and requires an innovative approach.  Although you will often be able to rely on what worked in the past, you need to be prepared to manage new circumstances.  The context of leadership has not changed over the years.  The CONTENT has and in this day and age, with the tools and trials we all have, you need to be prepared.  Here are some of those styles:

· AUTOCRATIC LEADERSHIP

· As the most stringent form of management, this is a style that would probably only be effective in either an emergency situation or when dealing with someone with very limited capacity.  For the most part, effectiveness comes with the inclusion of partnership, and not all respond to the “iron fist.”

· ADMINISTRATIVE LEADERSHIP

· A manager who leads purely by the rulebook risks some dissention as well.  Once again, sometimes it’s necessary, but for the most part, I’ve mentioned this to make sure you are NOT “overleading” without allowing any breathing room.

· CHARISMATIC LEADERSHIP

· We all know how easily persuaded we can be by a speaker or performer with a “magnetic personality.”  It is essential to bring enthusiasm and inspiration to your leadership position.  It is also incumbent upon you to make sure that your enthusiasm does not become “all about you.”  Most of us know the surge of adrenalin that comes with really motivating and inspiring groups of people.  The positive reaction has the potential to be intoxicating, and naturally we would want more…..but remember the leader/servant dynamic.  You are there to serve as well as to lead.  Show biz will have to come after your tenure as a leader!

· DEMOCRATIC LEADERSHIP WITH PARTICIAPTION

· Ultimately, you are accountable for ALL OF IT. With the democratic style of leadership, comes more active participation from your team.  Who knows?  They could have some brilliant ideas, and an effective and democratic leader listens, considers and implements what he or she intuitively senses would be effective to handle the situation.

· GOAL ORIENTED LEADERSHP

· This is the style in which the leader assigns specific tasks with clearly stated goals, to their team members.  Of course in some ways this style limits the creativity and scope of the team’s individual responsibilities.  This may work for some people, but it is not suggested for all.  Some people perform more effectively with more limited responsibilities.  All employees and team members need to have goals to achieve.  Only some need to operate within a smaller box.  Being aware of the capabilities, ingenuity, and tolerance of those around you, and working into their strengths will only serve to make you a more effective leader.

· INVISIBLE LEADERSHIP

· Remember the “Wizard of Oz?”  Dorothy and her friends all knew they were going someplace, and they knew when they got to OZ there was SOMETHING behind that curtain, telling them what to do and how to get home.  Of course, ultimately there was a “real” person behind the guise of the wizard, but the illusion still shook everyone up!!!  A leader can make his presence known without actually being present, but the team needs to “feel the invisible presence of the wizard” at all times.  You have created the context in which they all operate.  The degree to which your presence is felt when you are NOT there will have a qualitative effect on the work being done.

Please always keep in mind that as in most situations in life, counseling and leadership, things are not black or white.  There are infinite shades of grey and one needs to be consistently prepared to adapt as needed.  The best approach is to blend leadership styles, but always do your best to maintain the context within which all must operate, and you will be well on your way to your own definition of extraordinary leadership.

WHAT TOOLS ARE NEEDED TO BECOME THE MOST EFFECTIVE LEADER YOU CAN BE?
· It’s time for us to discuss the leader’s “magic bag of tricks.”  Above all, in order to manage effectively, a leader must have a phalanx of resources ready to access at any given time.  What do we need and how do we get it?

· TECHNOLOGICAL SKILLS-I know we are well into the 21st century, but sometimes I am shocked to see how many of my colleagues are not as computer savvy as this era requires.  This may not directly apply to you, but as a leader, you CANNOT be too prepared. If you think you have all of the skills required to perform your tasks and lead effectively in this day and age, that’s fantastic and commendable.  If any of you in this audience are sitting there and just sank back into your seat even a little bit at the thought of what you DON’T KNOW and have to learn, I urge you to go and learn it.  It is standing in your way of being as effective as you can be.  It also colors the way you interact with your employees, teammates and patients.  You must be prepared and knowledgeable on ALL levels of what you manage for several reasons.  First of all, in order to manage, you need to know what needs to be done, how to do it, and how to guide the team member performing the task.  And if you have done it, you know what’s involved. Also keep in mind, that when in a leadership position, your willingness to learn, grow and know, will only inspire those around you.  I am not suggesting you become Bill Gates or learn the latest quantum theory, but if there are still some Excel functions that mystify you, learn how to use them effectively.  Are you befuddled by the difference between a Mac and a PC??? Find out!!  They’re really not that different!!  Are you dealing with kids in crisis or issues involving young adults?  Do some exploration on the Internet and learn a little bit about the contemporary culture.  It will only serve you to see where they’re coming from and what external influences bombard their sensibilities.  As professionals, you are mandated to read the most recent research to better understand you area of expertise.  Knowledge is not limited to updating what you’ve already studied.  Go out and hone the skills essential for survival on the contemporary landscape.

· CONTACTS- As I mentioned before when discussing what it takes to be an effective leader, one of the main points was that you need to have exemplary organizational skills. Included in these organizational skills, as well as being able to find files, notes and reference materials on everything necessary, please also remember to always maintain extensive lists of contacts.  If you even hear a whisper of a name or a business that may one day provide you with some service or information you might need, MAKE A RECORD OF IT.  Even the most seemingly unnecessary contacts may provide you with something when you’re in crisis mode.  Maybe there’s an unexpected strike, or transit breakdown or unforeseen weather emergency and no one shows up to work or to care for a patient.  You need to be prepared to address the situation and “man up.”

· COMMUNICATION SKILLS-Do people “get it” when you communicate?  Does everyone with whom you interact respond in a positive and productive manner?  Did you just answer “no” to either of these questions?  If so, it’s time to learn how to communicate more effectively!  Remember that as a leader, communication is key.  I know it seems very elementary to mention this, but we are here to dissect every aspect of leadership, and all of us can use some fine-tuning.  And the reverse of this is, do you ALWAYS understand what people want and need in any given situation?  Do you ask and make sure all communication and intention is clear before you respond with a plan of action?  If there are any communication lags or mix ups muddling the functionality of your position, I urge you to address your methods of communication and their effectiveness.  It is your responsibility to insure that communication is delivered, understood, and fulfilled.  The more effective your communication becomes, the more effective you will be at your jobs, and by the way, your teammates will also become more effective and efficient!  And that’s a good thing!

· RESOURCEFULNESS-In order to be effective, one needs to be resourceful.  Especially in this age of financial challenges and fiscal cutbacks, we are all faced with issues of budget limitations while it seems patient demands keep growing.  As a leader who is responsible, inspiring and accountable, it is part of your job to find a way to “make it work” and get the job done.  We all know there are areas of every task, project or job description that are excessive and can be eliminated.  We know when facing our own personal budgets, there’s room to make changes for ultimate positive results. We also know that in each community, no matter where we are or what we do, there are untapped resources that, when accessed, can support our functionality and possibly even benefit the environment.  Here are some options to consider adding to your arsenal of innovative ideas:  Are you all recycling and repurposing materials fully to extend the usefulness and inherent value, thus eliminating the need for more unnecessary product?  Are you searching for the best value, no matter what it might be that you need?  Are you taking full advantage of internship and community mentoring programs when more manpower is needed?  Is it possible to encourage some patients or clients to contribute any sort of “sweat equity” if they’re able and willing to assist in functions that would not have a deleterious effect on their own treatment?  And we can also use our fellow colleagues, namely everyone sitting in this room, as a forum or clearing house to expand our access to resources!!  Resourcefulness is also required in selecting a team or managing the team you may have been given.  Play to the strengths of each individual, coax the hidden potential from those who may be a little shyer, and revel in the diversity of your team members.  Each person has his or her own special magic to bring to your team.  It is up to you as an effective and intuitive leader to see the potential and allow the individuals to excel at what they do.

Think about all that I have just said.  I am SURE there is untapped potential in each one of us, hungry to demonstrate unchartered growth and effectiveness!! As you think and implement more imaginative solutions, it will become evident that, once again, ordinary people can be extraordinary leaders.
As we’ve already discussed, in the simplest of definitions, a leader is someone who has followers; a leader is a person who rules or guides or inspires others.  There are leaders in all aspects of life.  From the youth league soccer coach to Napoleon, from powerful business minds like Lee Iacocca to religious or humanitarian leaders like Mother Theresa or Gandhi, the characteristic every leader has in common is the ability to create a context for those who follow them and the capacity for accountability.  As I have shown you, the techniques are as diverse as the leaders and situations themselves.

In my search to define our first question, “What is the Purpose of Leadership??” I wanted to find something pithy and inspirational to share with you.  Leaders throughout history have been rather eloquent on the subject; so let me share some of their diverse wisdom:

· “The art of leading, in operations large or small, is the art of dealing with humanity, of working diligently on behalf of men, of being sympathetic with them, but equally, of insisting that they make a square facing toward their own problems.”  That was said by S. L. A. Marshall in “Men Against Fire.”  Although Marshall was a renowned military man and combat historian, his words ring true when applied to any situation referring to leadership.
· Of course it was Karen Kaiser Clark who stated so succinctly, “Life is change.  Growth is optional.  Choose wisely.” 

· Adlai Stevenson said, “Understanding human needs is half the job of meeting them.” 
So, what can we learn about leadership from these three random quotes; one from a soldier/historian, the next from a motivational speaker, and the third from a politician/statesman?  Each one has accepted a position of leadership in his or her own arena, and from each quote, we get a clear glimpse of their vantage point with regard to leadership.

Yes, understanding human needs IS half the job of meeting them, and that goes for EVERYONE.  You must understand the needs of those in your charge as well as your patients, and most of all; you need to understand what it is that YOU need in order to be the most effective in every aspect of your lives.  One cannot lead successfully unless one knows what is required of their skills and mettle in order to accept an assignment and see it through to successful completion.  We can discuss styles of leadership and techniques to lead more successfully, but the bottom line is that some of the main ingredients required of an effective leader is EMPATHY, RESILIENCE, ADAPTABILITY and RESOURCEFULNESS.

I hope you’ve all learned and have been inspired by at least some of the “wisdom” I’ve shared with you today.  You all have placed yourselves on a path that can get really intense.  With leadership comes the responsibility of the well-being of those we lead; both team members and patients/clients.  As we know, all of life is a process, and this is certainly no exception.  With the proper attitude, tools and outlook, all of you have the potential to be extraordinary leaders.  As you go through your processes, maintain an open mind, a caring heart, and the willingness to adapt to situations as needed.  Maintain and organize as much as you can, to the necessary levels required, but remember, our jobs are all about the people we serve.  As they grow and heal and learn, so will we.  And when times get really stressful, make sure YOU have a place or person to go to in order to clear yourself.  In the capacity as leader, you are a vessel.  As much as we all want to pretend being the “leader” is glamorous, we all know it isn’t.  It takes work to juggle all of the different particles and personalities we have to deal with, and everything may look like it gets dumped on us.  Be smart.  As I said, find someone or something to go to when you need to let off some steam or frustration.  That “stuff” won’t go away, but as with everything else, it’s how you choose to manage all of the particles of your duties that will make the difference.

I hope that I have inspired and ignited new flames to allow each one of you to go forth and make a tremendous difference in the lives of those with whom you interact.  I look forward to hearing success stories from many of you during my tenure, but always remember that this organization, myself included, has a mission to support each one of you to be the most effective leader you can be.  May we all have an exciting, inspiring and productive year!!

Thank you all!!
