Chapter 10: Student leadership

So You’re a Leader, What Do You Do Now?Leadership Meeting
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Today’s topic is roles and duties of the student leader.
How is the band doing today?
(Note to director:  If this meeting is held before the season begins, and it should be, a discussion of the previous season would be a good starting place.) 
You, as student leaders, have the best knowledge of what the band members are really doing and thinking. Together, as a leadership team, we can make the experience and the band’s performance better and more enjoyable. Don’t be shy in stating your opinion and don’t feel you will be criticized for telling the truth. The only ground rules are: tell the truth as you see it and don’t get personal or state names. Let’s discuss how the band did last season in the following areas:
· Performance  (What was good?  What needs improvement?) 
· Music
· Visual
· Attitude
· Overall attitude and enthusiasm
· Rehearsal etiquette
· Preparation (memory, bringing drill books, etc.)
· Stress level
· Attitude in regards to recent performances and outcomes
Roles and duties of the student leader
First, leadership is not a “100% of the time” job. In fact it is maybe 10% of the time that a leader should act or speak any differently than any member. You were chosen because you are great member and now you have to become a great leader. You can’t become a strong leader until you start doing it and get some training and guidance. Don’t ever forget that your first job as a leader is to be a great member!
Secondly, the characteristics for leadership are:
· Positive attitude (first thing on the list)
· High energy
· Self-confidence
· Sense of humor
· Sensitivity for others (a good listener)
· Helping attitude
· Strong performance ability—Music and visual
You need to make sure that you display all of these characteristics all of the time. (Of course no one can achieve that 100% of the time, but Be Your Best at it.)  How close can you come to 100%?
What should the student leaders be expected to do?
· Be a role model by being a great member
· Communicate to members—phone calls, texts, emails, reminders, etc.
· Perform music check-off’s
· Perform marching check-off’s
· Give extra help to members
· Be supportive of members
· Plan small group informal social events
What should the student leaders not do?
· Be anything but supportive of the band program and staff
· See themselves in a position of power
· Do anything different than the instructional staff or contradict them
· Expect any special treatment for being a leader
· Be unprepared
· Be late
· Show a lack of respect
· Be anything but your best
What do we need to do when we begin rehearsals?
Based on our first discussion today, we all need to work with our section or squad members on:
1.
2.
3.
4. 
Here is some information on our new show and the staff goals for the coming season:
Music
1.
2.
3. 
Visual
1.
2.
3.


What Do You Need To Do Before We Start? Leadership Meeting
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Today’s topic is things that need to be done before the first rehearsal.
At our first meeting we discussed roles and duties of the leaders. Today we will talk about some jobs that need to be done between now and our first rehearsal of the season.
How is the band doing today?
(Note to director: If this meeting is held before the season begins, and it should be, a conversation about the first meeting would be appropriate. Review concepts of group discussion as stated in Meeting 1 outline, if needed.) Are there any more comments pertinent to our first leadership meeting?  Could someone summarize our discussions?
Things to do before the first rehearsal
We had our auditions for marching band, selected the leadership team and had our first leadership meeting. There are some things that the squad (or section) leaders should do between now and the first rehearsal. You can have a big impact on the initial impression that the rookies have at that first practice. If you can recall when you were a rookie, it can be an intimidating and uncomfortable experience. Here is what you need to do:
· Get an accurate phone and email list (the director has the rosters)
· Contact your squad members in the next two days and congratulate them for making the marching band.
· See if they have any questions.
· Do they know the schedule for the first rehearsals?
· Do they have their music and know what to prepare for the first practice?
· Contact your squad members again one week before the first rehearsal.
· Any questions about the first rehearsal or the marching band in general?
· Remind them about what music or guard skills to have prepared.
· Do they have transportation?
· At the first rehearsal, make everyone feel welcome (look for the “lost puppies”) and have name tags for everyone in your squad.
If there are any problems, especially with someone who is thinking of dropping out or problems from a parent, you need to call the band director as soon as possible. The drum major or section leaders will contact you to make sure this was completed and that there are no problems. 
What do we need to do before the first rehearsal?
Here are the staff goals for the first few rehearsals:
Music
1.
2. 
Visual
1.
2.
Rehearsal Procedures for LeadersLeadership Meeting
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The topic for today is how to teach in small group settings.
You cannot learn how to teach in a short meeting, but we can give you some basic suggestions and guidelines. Use what you know from how you are taught in this band and pay attention from a teacher’s point of view. “Experience is the best teacher” so be aware and keep learning.
How is the band doing today?
Let’s discuss how the band is doing in the following areas:
· Performance—Musical and Visual
· Attitude
Rehearsal procedures for leaders
(Pass out this outline to each leader—see Supplemental Materials Downloads)
You will generally have a short block of time (10-20 minutes) to work with your squad members. Remember these concepts:
· Positive Attitude
· At all times
· “What can I do to help?”
· “That was good (or better) now work on...”
· Avoid negative comments as much as possible (they rarely improve things)
· Learn names ASAP, your squad first, then section, then all
· Talk less, play more (fix one thing at a time)
· Say one sentence then play (maybe 2 or 3)
· Then say your second sentence or comment, then play, etc.
· Define goals (“today we are going to learn... and review...”)
· Plan time allotments (5 minutes of Letter B, 10 minutes of Letter D, etc.)
· Everyone is always busy; no one sits and watches. If someone is done, let them help others one-on-one or play/march and be the model.
· Rehearsal Etiquette
· Attention—should be perfect (put them at-ease when you talk)
· Silence—when you are talking to a group
· Eye Contact—when you are talking to a group (leader and members)
· Music rehearsals
· Rehearse in small segments—one measure, phrase, letter. It must be correct to continue. It is better to get one measure fixed correctly than the whole section at an average level. Loop it.
· Memory practice—same way
· Demonstrate for good tone, style, volume


· Visual rehearsals
· Same concepts 
· Remember one sentence, then have them do it.
· Check-off system
· Squad leaders should prepare, instruct and rehearse members—other leaders should check them off.
· Report check-offs to drum majors promptly. They will mark charts quickly.
· Everyone can learn! ...but not at the same rate or method. Some take a long time. Some need to hear things in many different ways. Some need to see it. Some have to do it and then they understand. Patience!
· Don’t hesitate to ask for help or suggestions from a staff member or veteran leader.
· You are responsible for your squad’s performance—Music & Visual 
· End the rehearsal with a compliment and what should be prepared for the next session.

“Patience is a virtue.”

What do we need to do in the next week?
Based on our first discussion today, we all need to work with our section or squad members on:
1.
2.
3.
4.
Here are the staff goals for the coming week:
Music
1.
2.
3. 
Visual
1.
2.
3.
Developing GoalsLeadership Meeting
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The leadership team should develop goals for itself and the band.
The marching band has broad goals as stated in Chapter 1. The leadership team should make a list of specific action type goals to refer to as they mold the band’s personality. The process of creating these goals helps the leaders take ownership for the marching band. They will be much more involved if they feel that they created the goals.
How is the band doing today?
Let’s discuss how the band is doing in the following areas:
· Performance—Musical and Visual
· Attitude
Developing action goals
(There is no handout for today’s activity. After the team creates their own “Leadership Team Goals,” they should be printed and distributed to the entire band. See Attitude Session #12 in the Supplemental Materials Downloads.)
The activity for today is to create a list of action type goals in short phrases that we, as the Leadership Team, want to use with this year’s band. We are looking for action phrases like “make friends” and “work hard.”  We will put them up on the board and see if a majority of you agree with each phrase. One of you needs to copy them, and we will print and distribute them to the entire band.
(Note to director: The following lists were compiled by actual marching band leadership teams in two successive years. Notice the similarity of the two lists and how they compare to yours. You may want to suggest a few of these phrases if the students need some help getting started or something important to you is omitted. You are a member of the team and entitled to suggest goals!)
LEADERSHIP TEAM GOALS
1.   Make friends					1.   Family atmosphere
2.   Know names					2.   Be your best
3.   Be focused						3.   Have fun
4.   Work hard						4.   Help other members
5.   Persevere						5.   Dedication
6.   Be punctual					6.   Improve section’s skills
7.   Be better than we thought we could be		7.   Positive attitude
8.   Always improve					8.   Guard+Winds+Percussion = Band
9.   Be a role model					9.   Be responsible
10. Remember goals					10. Respect
11. Practice at home					11. Self-Discipline
12. Keep a positive attitude				12. Improve myself
13. Don’t waste time					13. Work hard
14. Help others improve				14. Confidence 
15. Be sensitive to others
16. Motivate
17. Develop teamwork
18. Show respect
19. Remember “What can I do to help?”




What do we need to do in the next week?
Based on our first discussion today, we all need to work with our section or squad members on:
1.
2.
3.
4.
Here are the staff goals for the coming week:
Music
1.
2.
3. 
Visual
1.
2.
3.






Rehearsal Procedures - Part TwoLeadership Meeting
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Today’s discussion is on more ideas for leading small groups.
Leadership Meeting 3 was an introduction to teaching and working with small groups in marching band. This session repeats some of the information in a different form and adds some new concepts. Leaders should continue to re-evaluate themselves and look for new approaches.
How is the band doing today?
First, let’s discuss how the band is doing in the following areas:
· Performance—Musical and Visual
· Attitude
More rehearsal thoughts for leaders
(Pass out this outline to each leader—see Supplemental Materials Downloads)
There are some repeated concepts here with new approaches and some new ideas.
1. Positive Attitude  The atmosphere/attitude needs to be positive at all times. A few phrases (and the opposites) that are more specific are:
· Encouraging 				(not critical/demeaning)	
· Goal-oriented/organized 			(not random)	
· Patient 					(not impatient)			
· Serious 					(not frivolous)
· Constructive 				(not critical)			
· “We” oriented 				(not “I/me”)	
· Expecting/encouraging excellence 	(not demanding it)
· Pleasant or business tone of voice 	(not angry)
2. Some overall rehearsal concepts
· Relaxed focus—Students are relaxed (not tense) and focused (not inattentive).
· There is nothing easy or difficult, only familiar or not. It just takes repetitions.
· Approach problem solving in rehearsal as one would in a private lesson setting. Look for the right words and actions to improve the performance.
What do we need to do in the next week?
Based on our first discussion today, we all need to work with our section or squad members on:
1.
2.
Here are the staff goals for the coming week:
Music
Visual
Leadership Qualities to ActionLeadership Meeting
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You must take your leadership qualities and transform them into action.
All of you have the characteristics to be a great leader, but you only become a great leader when you turn those qualities into action.
How is the band doing today?
Let’s discuss how the band is doing in the following areas:
· Performance—Musical and Visual
· Attitude
Changing qualities into action
(Pass out this outline to each leader—see Supplemental Materials Downloads)
We are the motivators of the band.
It is up to us to make things happen.
High energy 	Whether you are tired or not, you must be energetic to be a great leader. Sometimes you have to pretend you are energetic.
Self-confidence	Approach your leadership job with confidence. Be prepared and organized. Sometimes you have to be a great actor to appear confident. (There is not much difference!)
Sense of humor	Don’t take yourself too seriously. (But don’t be a clown either!)  Lighten up at times and relax.
Sensitivity 		Be aware of the feelings of others around you and be a good listener.
Helping attitude	“What can I do to help?” is one of the band’s mottos. Live it!
Empathy	Being a strong leader and a strong performer are not synonymous. Empathy means understanding others and their feelings. You need to put yourself in the shoes of the members you are working with.
Positive attitude 	You must be positive in everything you do.


ATTITUDE IS EVERYTHING

Tact	“Tact is the knack of making a point without making an enemy.”               –Sir Isaac Newton. Avoid public conflicts and handle problems privately, out of rehearsal.


Support	This is a leadership team. Help and support each other.
Friendship	You don’t have to be friends with everyone, but you do need to be friendly to everyone.
Appreciation	Show your appreciation to everyone for all they do.
Harmony	We are all in this together. We need to make “beautiful music” together, literally and figuratively.
Respect	Respect yourself
	Respect each other
	Respect everything you are given to use
Respect the traditions of the band
Preparation	If you expect good preparation from the members, you must be prepared first.
Punctuality	To be early is to be on time. Set the example.


Be Your Best
Strive for Excellence in All You Do.

What do we need to do in the next week?
Based on our first discussion today, we all need to work with our section or squad members on:
1.
2.
3.
4.
Here are the staff goals for the coming week:
Music
1.
2.
3. 
Visual
1.
2.
3.
Problem SolvingLeadership Meeting
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Inevitably, problems will arise in the leadership process.
Knowing how to handle problems that arise and when to seek assistance, is an important lesson in teaching and leadership.
How is the band doing today?
Let’s discuss how the band is doing in the following areas:
· Performance—Musical and Visual
· Attitude
Problem solving
(Pass out this outline to each leader—see Supplemental Materials Downloads)
Problems come in all shapes and sizes when you are a leader or a teacher—the students just aren’t getting it, the members are not behaving well, there is confusion regarding music or marching, an individual simply cannot do something, etc.
· If an individual is having a problem, have an experienced member work one-on-one to assist the student.
· Don’t hesitate to ask for help from a staff member or drum major.
· Keep the group busy. Talk less—Play more.
· Make sure you are accurate & consistent in your instructions, tempos, performance, etc.
· Individual behavior problem
· Politely ask the student to cooperate. (i.e. “We need you to cooperate so we can all improve.” or “Would you please stop talking during the instructions?”)
· Speak to the individual outside of the rehearsal (avoid confrontation)—identify the problem factually and ask for their cooperation.
· Next problem with same person, inform the nearest staff member.
· Group behavior problems (i.e. excessive talking, lack of effort)
· Speak to group in a close setting about the problem and why it is interfering with a productive rehearsal
· Next problem, inform the nearest staff member.	
What do we need to do in the next week?
Based on our first discussion today, we all need to work with our section or squad members on:
1.
2.
Here are the staff goals for the coming week:
Music
1.
2.
Visual
1.
2.
Congratulations on a Great Season!Leadership Meeting
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The leadership team made a big difference this year.
It is important about one week before the end of the season to do a review of the season. Did the leadership team and the band meet their goals for the year? Credit should be given to the leadership team for the positive effect they had on the band.
How is the band doing today?
Let’s discuss how the band is doing in the following areas:
· Performance—Musical and Visual
· Attitude
The year in review
(Lead the discussion and put comments on the board under music, visual and the non-performance aspects of the marching band. Copies of the goals developed in Meeting 4 would be good to hand out again and use as the basis for discussion.)
You are to be congratulated for leading the band on a successful season. With one week left in the season, we do not need to wait for the final show and audience or judge reaction to decide if we were successful. Let’s review the season looking at the goals we developed at Meeting 4 and break them into Music, Visual and Non-performance issues. 
1. What aspects of the band and its season were good?  
2. What facets of the band need to be improved for next season?
What do we need to do in the final week?
Based on our first discussion today, we all need to work with our section or squad members on:
1.
2.
Here are the staff goals for the coming week:
Music
1.
2.
Visual
1.
2.
Thank You for all you did to make it a great season!
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