Leadership – Not Just for Managers!
Intro
About me… Career Wise
Thank you very much for inviting me to be your guest speaker today. I am going to start by telling you a little bit about myself and then will discuss my perceptions and experiences of leadership.
It is quite fitting that this presentation, which ties in with International Women’s Day, is from a woman in very much a male-dominated profession. Many people have asked me over the years why I chose a career in engineering, which still only has 10% women. My answer is I knew that I wanted to work in a science related field, but wanted to be challenged and be able to really make a difference to society. 
I graduated with a degree in Civil Engineering in December 2005 and jumped straight into a PhD in fluid dynamics and renewable energy. My PhD is one of the hardest things I’ve done in my life. I was doing experimental research, where Murphy’s Law seemed to apply to every scenario – everything that could go wrong, did. Hard work, persistence, and a refusal to give up saw me complete my PhD in May 2010 at the age of 26.
I currently work as a researcher in the Centre for Renewable Energy and Power Systems at the University of Tasmania. My research is in partnership with Hydro Tasmania and involves improving the efficiency of water delivery from dams to hydropower stations – and hence increasing the amount of renewable energy that can be generated. We are also working on improving the availability of ‘instant power’ from hydropower generation in the event that a major generating unit goes offline. 
I have been fortunate enough to be able to travel as part of my job, and have presented my work at conferences in Australia, China and New Zealand. I also teach fluid mechanics in the second year of the engineering degree. My first lecture was quite daunting – imagine a 26 year old woman lecturing to a class of 100, 19 year old men! 
I currently also work with Hydro Tasmania on secondment as part of the refurbishment of the Poatina Power Scheme, which is Tasmania’s second largest hydropower station. During the next few months I will be involved in efficiency testing of the 1.6 km long penstock. I will also be doing internal inspections of the penstock (which will involve being lowered down the pipe on a trolley and trying not to think about the huge amount of energy held back by a couple of gates at the Great Lake!)
I am currently the Chair of Young Engineers Australia and represent 49,000 engineers in Australia, under the age of 35. Being involved in Engineers Australia has presented a fantastic leadership opportunity for me. My main role is to provide a voice for young engineers on a national level through the various councils and committees. We also provide significant professional and personal development for our members through workshops, presentations and the Chartered Professional Engineer program.
My main interests in the career space are the future of Australia’s energy industry, carbon policy, renewable energy, fluid dynamics and engineering leadership. I was recently fortunate to attend the Australian Power Institute Residential Course in the Hunter Valley. We had a series of lectures from the leaders in the power industry and many an interesting discussion. We also visited Australia’s first solar thermal plant – which I thought was hugely exciting, but you might have to be an engineer to get that!

About me… what I do when I’m not working
Outside of work, my fiancé and I love to travel and experience new cultures and places. In October last year we did a grueling 18 day trek in the Himalayas in Nepal to the Base Camp of Mt Everest, at 5500 m. This trek was physically and mentally challenging. However, the scenery was absolutely stunning. Highlights include struggling to the top of a “hill” – at 5400 m I would call that a mountain, but not the Nepalese! – where I had to rest and take a breath every couple of steps – there is about 50% less oxygen at that altitude. At the summit I was rewarded with a crystal clear blue sky and being surrounded by the highest mountains in the world, all capped with snow, glaciers and beautiful blue lakes. I suffered from altitude sickness and an awful cough, but still managed to make it to Base Camp. This was a real achievement for me, as I really don’t enjoy walking up hills that much, but through a bit of training, a supportive group, a few tears and sore muscles, and sheer determination we did it! I also play hockey for the University and enjoy bushwalking. 

Two types of leaders…
In May I attended the 2010 Engineering Leadership Conference in Brisbane. One of the presenters who inspired me was a lady by the name of Avril Henry. She migrated to Australia in 1980 with 2 suitcases, $500 and a dream to live freely and make a difference. She said that 
“There are two types of leaders in the world:
 Leaders who you will follow to the edge of the earth, and then when you get there, it is so you can push them over the edge and never have to work with them again. 
And then there are leaders who you follow to the end of the earth and if they say jump, you jump, because you know that they are jumping with you.”
Hopefully you are all the latter! 
Today I am going to share with you what makes a good leader, how to influence people as a young person, pathways to leadership, and whether or not engineers make good leaders.

Australian Workplaces
I am going to start by looking at the make-up of the Australian workplace. 50-60% of Australian workforce is made up of Generation X and Generation Y. As high as 80% of managers are baby boomers. The leadership drivers and the characteristics of each generation are completely different.
Now, let’s see what the make-up of our group is. Please stand up if you are a baby boomer. Baby boomers were born post World War II between 1946 – 1964, and your number one leadership driver is job security. Thanks, you may sit down now.
Please stand up if you are Generation X. Generation X, the skeptics, were born between 1965 - 1979 and your number one motivator is effective leadership. You want to work for managers and leaders who do what they say they will do. Thanks, you may sit down now.
Please stand up, if like me, you are Generation Y. Generation Y, the optimistic, self confident generation were born from 1980 onwards and make up an increasing proportion of the workforce. Gen Y need inspiring leadership. We want to work for someone who loves what they do. We are also known as Generation W-H-Y, as we always want to understand how what we are doing fits in with the bigger picture.  Thanks, you may now sit down.

What Makes a Good Leader?
So, what makes a good leader? Who is going to inspire you to jump, rather than wanting to push them over the edge? I found many websites on the characteristics of good leaders whilst I was researching for this presentation. They all mention things like communication, growing people, engaging and energizing. 
I am going to use Avril Henry’s 9 characteristics of effective and inspiring leaders as perceived by the followers, not the leaders themselves, which she published in her book “Leadership Revelations: An Australian Perspective”.

1. An appetite for learning and developing others. Great leaders know that they don’t know everything. Learning and development needs to be and should be a lifelong process.

2. Great leaders are change enablers. Veterans and Baby Boomers are resistant to change, however, GenX and GenY accept that change is part of everyday life. GenX and GenY are the best generations to lead change.

3. Effective and inspiring leaders communicate with a greater emphasis on listening rather than talking.  We all have two ears and one mouth – perhaps we are supposed to spend more time listening than we are talking. 
The importance of good communication cannot be over emphasized, and I think it is the most important characterisitic of a good leader and a good project manager. 
Geoff Garrett, the former chief of the CSIRO said:
“Excellence in communication is a key factor of any change process. Be clear, be simple and be repetitive to the point of being boring”
Good communication is also about having an actual conversation with someone. Let me make this clear: emailing is not communicating, it is broadcasting. 

4. Be courageous. Good leaders do the right thing, not the popular thing. 

5. Coaching should be one of the key tasks of a leader. The greatest legacy you can leave in an organization is to pass on your knowledge. Coaching is about continuous improvement and passing on knowledge.

6. Integrity. Leaders must be honest and trustworthy.

7. Inspire and motivate people. Show people how things can be in the future.
Effective and inspiring leadership is about having a vision and getting others to follow it. Where are you going with this project, this company? What are you aspiring to? The trick is getting others to follow your vision. They need to have ownership over it as well; you need to bring them on the ride with you.

8. Lead by example. People want to know that there leaders are willing to do the very things that they ask you to do.

9. Value diversity. Great leaders do not look for carbon copies of themselves. Great leaders value people who will challenge them as leaders. 
Leading fire safety engineer Dr Marianne Foley gave an excellent presentation last year. She mentioned that companies with diverse boards and employees consistently outperformed those with the same style and background of people, namely middle-aged, white men. We need to value diversity of age, gender, culture and working styles. With diversity you get creativity and innovation. With conformity you get more of the same.

Leadership vs Management
Some of you may be thinking ‘well, I’m not a CEO, or a manager, how can I be a leader? How does this relate to me?’ Don’t confuse management and leadership.
According to the dictionary, management is the organizing and controlling of the affairs of a business or a sector of a business. Leadership is the ability to guide, direct, or influence people. They are quite different.
You have the opportunity to be a leader and to influence your peers and your superiors through the choices you make, the options you consider and, most importantly, the questions that you ask. 
I recall the managing director of the Powercom Group, telling me that one of her graduate engineers wanted to know where his superannuation would be invested before deciding to join their company, to make sure that it was company that he could be comfortable working for.
My generation is known for always wanting to know why. I think this is a good thing, although the veterans and baby boomers tend to think that we are questioning their authority. Generation Y tends to challenge managers and leaders to consider other options – which is a great way that you can show leadership and is an example of how diversity of age can be a powerful tool in the makeup of teams, committees and boards.

Pathways to Leadership 
Take opportunities as they arise, and make your own opportunities.
· Get involved in committees such as the Women in Project Management Committee, Young Engineers, Women in Engineering, Young Professionals Network, your local sporting committee etc. They provide excellent opportunities to develop your leadership, communication skills and your confidence.

· There are board training opportunities available, sometimes at no cost, which provide you with an understanding of how companies and boards operate, and how to maximize your influence.

· Some companies have leadership programs, which can be well worth the time investment required.

· Join Toastmasters or Rostrum to improve your communication skills and build your confidence.

· Practice your networking skills! Building your contacts is very important.

· Get a mentor. Having someone to mentor you is very important, and it probably shouldn’t be your manager. A mentor will facilitate your learning and development both personally and professionally. They can assist in expanding your networks, and open your eyes to new opportunities. 

My own pathway to leadership has been many years in the making. In terms of my roles in Engineers Australia, I joined the Young Engineers Tasmania committee in 2006, because my best friend who was the chair of the committee at the time desperately wanted new people on the committee, and people that she knew she could rely on. In my first meeting I was elected the vice chair! During my time on the Young Engineers Tasmania committee I have developed many skills including teamwork, contributing effectively in meetings, public speaking and most importantly my confidence. 
Being involved has also increased my professional networks a hundred fold, both in Tasmania and Australia-wide. It also led to new opportunities. I joined the Tasmania Division committee and also became the Tasmanian representative on the Young Engineers Australia national committee in 2008. I have met a lot of engineers through this role, from all around Australia. I have had the opportunity to be on the steering group for the Year of Engineering Leadership, where I have worked with presidents and past presidents of Engineers Australia, as well as captains of industry. I currently chair Young Engineers Australia nationally and represent some 49,000 young engineers, which is well over half of Engineers Australia’s membership.  
Looking at how I got to this position, I have taken advantage of the opportunities that have arisen. I have taken advantage of training opportunities in leadership, boards and management and worked on my public speaking skills – which I admit are still not great, but I’ve come a long way.
Engineers Australia is by no means the only way to grow your leadership skills. I have just talked about it because it has been my personal experience. There are many other organizations where you will have opportunities to be a leader, whether it be your local sporting club, professional society or a charity.
When you start a new position or do your performance review, make sure that you sit down with your employer and map out your development. This may include identifying training courses that you want to do, parts of the business that you wish to work in, secondments or opportunities to work in offices overseas or in other parts of Australia. Also have these conversations with your mentor.
I’d now like to discuss whether or not engineers make good leaders, because that is my background, although most of my comments would apply to some other professions, particularly in the project management space.

Do engineers make good leaders?  
I recently attended a debate in Sydney between the young lawyers and young engineers on who makes the better politician – engineers or lawyers. 11 out of the 27 prime ministers of this country have practiced law, including the current prime minister, Julia Gillard. As pointed out by the engineers “Australia had only one choice at the recent election and that was to elect a lawyer. And what did we do? We rejected them both!”. You may be surprised to know that the engineers won that debate, despite lawyers being well known for the ability to persuade, on the basis that engineers wear hard hats and all politicians like to be photographed in a hard hat! 
The view of many engineers is that yes, we do make good leaders because we are trained to have a structured approach to solving problems and are inclined to make decisions based on available data. Engineers also have the ability to visualize concepts and are risk managers not risk takers. This also applies to project managers.
To throw a bit of a spanner in the works, I think that, in general, engineers tend to have poor communication skills and an inability to relate to the general community. Does this sound like the making of a good leader? 
I think that engineers and scientists have a moral responsibility, and indeed it’s in our code of ethics, to be leaders on the big issues affecting Australia and our future. This includes being involved and leading the public debate on issues such as climate change, energy and population growth. We have the knowledge and will lead the solutions to these problems, yet we are not at the forefront of the debate and I think that we should be. 
You may be interested to know that the general public has no appreciation of what engineers do. A recent survey by Engineers Australia found that only 37% of respondents had an understanding of what the engineering team does (which is not drive trains as a school student told me when I asked that very question!), and less than 50% of the Australian public believe that engineers make a positive difference to society. 
Work is underway to reverse these misconceptions. And I think we need strong, passionate engineering leaders in the future to take a lead on the big issues.

Conclusion
In summary, the makings of a good leader are: having a vision, having excellent communication skills, valuing diversity and engaging in lifelong learning.
You can be a leader at any stage of your career. Remember, leadership is not just for managers. 
I would like to challenge everyone here to work on their communication skills this week. Make sure that you listen, and try having a conversation with someone, rather than just sending an email!
Thanks for your time!
